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Abstract
Good governance depends entirely on the abilities and experience of individuals in the Board and Management and the effectiveness of their collaboration in the organization. Ineffective Board Management relationship is a product of factors that create tension between the Board and Management. It is characterized by ineffective communication, lack of trust, lack of respect, lack of clear roles and responsibilities, undefined expectation from Board and Management, lack of shared vision etc…

The overall objective of this study is to bring out an overall picture of Board management relationship in the Family Guidance Association of Ethiopia (FGAE) and know the extent of its effectiveness or ineffectiveness. The study also puts forward some recommendations as a way out for promoting effective leadership, transparency, accountability and good governance. 
The study used both primary and secondary data. Secondary sources of information includes review of previous assessment reports, relevant published documents including books, project documents, monitoring & evaluation reports, audit reports, consultants report in the area of governance & management etc. Policy and procedural manuals and guidelines are also among major documents have been reviewed. Primary sources of information collected by using checklist based interview with selected Board members, management members, staff members and volunteers. Focus group discussion and self administered questionnaire was also used for primary data collection. The total sample size for the study was (planned 70, actual 73) i.e. the sample sizes for administering checklist based interview (planned 22, actual 22), for focus group discussion (planned 18, actual 18) and for self administered questionnaires (planned 30, actual 33). 

The study revealed some key findings such as: 

· Efforts needed to avoid role confusion between the Board, EXCO and Management;

· Need for shared vision among all stakeholders;

· Urgency to develop and issue some important policy and procedural documents in the area of Governance and Management;

· Necessity to design clear accountability and responsibility for Area EXCO and volunteers at Work Unit levels;

· Attention needed to attract influential, charismatic, and competent volunteers to the Governance of the Association;

· Much attention needed in identifying, recruiting, orienting, involving and evaluating competent volunteers in the Association;

· Necessity to embrace dynamism and innovation from the leadership side;

· The need to comply to IPPF’s policy by ensuring Youth and Gender composition in the National Board;

· The need to promote openness and transparency in Board/EXCO election/selection;

· Urgency to cultivate and strengthen trust, respect, collaborative action, information processing, and focused action from the side of Senior Management;

Finally, a number of recommendations are forwarded in order to enhance the effectiveness of Board/EXCO Management relationship in the Family Guidance Association of Ethiopia. System development to create clear accountability and responsibility lines and to promote transparency, capacity building both for Governance & Management, redirection of focus from routine to strategic issues by the Governance, vision sharing among all stakeholders are among some major recommendation based on the study results. I strongly believe that the Governance and Management of the Association would positively accept the study findings and implement the recommendations forwarded. 

CHAPTER I

INTRODUCTION

1.1 BACKGROUND

Good governance and management is a key to the growth and sustainability of nongovernmental organizations (NGOs). An NGO’s sustainability, its ability to serve its clients over the long term, depends largely on the quality of the organization’s Board and management. A clear picture of effective governance makes it easier to plan actions that move an NGO in the direction of better governance.  NGOs are directed and controlled by a governing body or a board of directors [Ingram: 1988].
Today’s boards must be informed and want to be engaged, both to fulfill their legal obligations and to leverage their time and talent to advice management. Boards that try to manage often end up generating unintended consequences. They undermine the CEO’s credibility and authority, to the detriment of the organization as a whole [Bader & Associates, 2008].

Management makes operational decisions, keeps the board educated and informed, and brings to the board well-documented recommendations and information to support its policy-making, decision-making and oversight responsibilities. If an organization has a problem in updating itself with the prevailing environment; if there is inability to attract and retain the required talents; if there is failure to comply with rules and regulation, there is a problem somewhere in its governance and management. No single relationship in the organization is as important as that between the board and its executive director. Probably no single relationship is as easily misconstrued or has such dire potential consequences. That relationship, well conceived, can set the stage for effective governance and management (Carver: 1990).

Most studies show that not-for-profit non-governmental organizations, especially, in underdeveloped and developing countries have challenges in succeeding and sustaining their objectives. Hence, this study is designed to assess the relationship between Board and management and its impact on organizational effectiveness in the Family Guidance Association of Ethiopia, an indigenous, not-for-profit NGO.  
Ethiopia has a number of indigenous, not-for-profits, non-governmental organizations working in different parts of the country. All these indigenous NGOs are different in their size, age, areas of activities, organizational effectiveness etc…
Most of the indigenous, not-for-profit, NGOs are founded by volunteer nationals and governed by Boards where most of them are founding members. Hence, effectiveness of each organization greatly depends up on its people, especially; effectiveness of people at Governance and Management level which is a major factor among many factors affecting organizational success. The organization under study, Family Guidance Association of Ethiopia (FGAE) as a not-for-profit indigenous NGO shares common characteristics with other similar organizations.
The intention of this study is to help FGAE in identifying its major limitations, if any, in the area of board management relationships and outline the way outs for its improvement. The study would also serve in indicating future research direction in the area and will be used as a reference for further study. 

1.2 rationale OF THE STUDY

According to training manual on good NGO governance by CCRDA, in Ethiopia and elsewhere studies show that one of the most important ingredients to a successful organization is a high-quality relationship between the board chair and the executive director. As a general rule of thumb, it is said that in a nonprofit organization, boards primarily govern and staff primarily manages. This means that a board provides counsel to management and should not get involved in the day-to-day affairs of the organization. Confusion and tension can arise when this rule is put to use practically, because the distinction between management and governance is not absolute. In order for this rule to work effectively, each party in this relationship needs to understand its own responsibilities and those that fall in the other's purview, and the way in which the board and staff conduct their business needs to reflect this understanding. Clear expectations for the board and the director need to be established and maintained, because a board that is overly active in management can inhibit the organization's effectiveness. Therefore, maintaining a high-quality relationship between the two roles requires a high level of maturity and understanding from both parties filling those roles. However, studies show that this is not the case in most instances for not-for-profit NGOs in Ethiopia.

The past forty four years have been an opportunity for FGAE to draw valuable lessons including that there is still a need to expand services to deep rural areas, more geographical scope especially to cover underserved regions of the country; attracting more qualified staff; establishing and diversification of strong resource base; and to improve program quality in program areas.  The realization of these opportunities highly depends on the effectiveness of its governance, management and staff. 

There have been accusations that FGAE has experienced governance and management challenges which have had impact on its overall achievement in both areas of support functions and programmes in the past. Currently, the Association has launched different interventions to improve board management relationships and maximize contributions of volunteers to its strategic objectives. However, despite all efforts being made to improve board management relationships, questions should be asked on how these efforts attained their objectives. 
The rationale to undertake this study, therefore, is a realization that it is to the benefits and interest of the Association and other similar organizations as their credibility, success, and sustainability depends up on effective relationship between board and management.   

1.3 STATEMENT OF THE PROBLEM

There are a number of NGOs established under the Ethiopian new Charities and Societies Proclamation 621/2009. In Ethiopia not-for-profit NGOs have different forms and structures. Charitable NGOs are one form of not-for-profit NGOs established exclusively for charitable purposes and provide public benefit (Article14 of CSP).  Nobody can deny that nonprofit organizations play a vital role in society, from assisting victims of natural disasters to beautifying our neighborhoods, from educating our children to healing the sick. To ensure that their organizations have the resources, leadership, and oversight necessary to carry out these and other vital activities, there should be board and nonprofit boards must understand and fulfill their governance responsibilities.

Whatever its size, scope, or funding, every nonprofit organization has a governing board composed of people who believe in and support the mission. Board members have the pleasure and the responsibility of monitoring, overseeing and providing direction for the organization’s pursuit of that mission. Those responsibilities, which have legal ramifications, call on board members to develop or sharpen understanding in many areas, from financial management to organizational communication, from fundraising to strategic planning. Effective Board management relationship is vital for the board to properly carry out its responsibilities and for the organization to achieve its purposes in providing public benefits. Where there are effective and positive Board management relationship the organizations keep on advancing and succeed in achieving overall organizational objectives and mission. Like any relationship, the board management requires com​mitment and effort from both partners. Each should take responsibility for their behaviors and actions and be open to constructive feedback not just on the tasks at hand, but on the partnership itself. 
However, local not-for-profit, non-governmental organizations in general, and FGAE in particular, have common problems with regard to Board management relationship. A lot of studies reveal that the common root causes for the problems in Board management relationships are the following:

i) Lack of clear understanding on own roles and responsibilities both by the Board and by the management;

ii) Lack of clarity on governance structure;

iii) Absence of or limited shared vision;

iv) Lack of commitment to the strategic direction of the organization;

v) Absence of some policies, such as:

a. Code of Ethics;

b. Conflict of Interest Policy;

c. Succession planning of Chief Executive Officer/Executive Director;

d. Whistleblower Policy;

e. Document Retention and Destruction Policy;

vi) Absence of organizational diagnosis to check level of compliance to rules and regulations, governance and leadership performance, well functioning of programs and support functions etc…

vii) Absence of the right composition of Board members in terms of professional mix, gender mix, geographical representation and level of commitment the organization’s mission.
1.4 objectives

1.4.1 GENERAL objective

The overall objective of this study is to bring out an overall picture of Board management relationship in the Association and know the extent of its effectiveness or ineffectiveness. The study also puts forward some recommendations as a way out for promoting effective leadership, transparency, accountability and good governance. 

1.4.2 SPECIFIC objectiveS
The specific objectives include:

1. To identify whether the board members and management members clearly know their roles and responsibilities;
2. To identify whether the board members and management members clearly know the strategic direction of the organization and working towards its achievement;
3. To assess whether or not the organization has necessary policies, procedures, protocols and guidelines and if they are adhered to in the course of implementation;
4. To assess if there is inconsistencies, irregularities, miss conceptions, governance and leadership failures etc..;
5. To check whether or not the support and program functions are properly functioning;
6. To assess whether or not the Board and/or National Executive Committee has the right composition and functioning properly;
7. To assess attitude of middle level managers and board members towards Board Management relationships;
1.5 Research Questions

To meet the above objectives of the study, the research will seek to answer the following research questions:
i) Do the Board members and Management members clearly know their roles and responsibilities?
ii) Do the Board members and Management members clearly know the strategic direction of the organization and works towards its accomplishment?
iii) Are there policy documents, guidelines, procedures and protocols that clearly delineate Board and Management roles and responsibilities? 
iv) Is there clear structure that shows communication lines and lines of accountability? Are there problems with regard to Board Management relationships (role overlapping, misunderstandings, intervening, leadership failure etc…)?
v) Do program and support functions functioning properly?
vi) Do the National Executive Committee and National Board have the right composition in terms of qualification (professional mix), geographical representation, gender mix?
vii) What is the attitude of middle level managers and Area Board members on current Board Management relationship in the Association? 
1.6 methodology

The study uses both primary and secondary data. Secondary sources of information includes review of previous assessment reports, relevant published documents including books, project documents, monitoring & evaluation reports, audit reports etc. Policy and procedural manuals and guidelines are also among major documents to be reviewed. 
Primary sources of information includes checklist based interview with selected Board members, management members, staff members and volunteers. Focus group discussion and self administered questionnaire will also be used for primary data collection. 
The total number of respondents for the study is 70 i.e. the sample sizes for administering checklist based interview will be 22, for focus group discussion will be 18 and for self administered questionnaires will be 30. 

Key informants for the checklist based interview includes, President, Executive Director, Program Director, Organizational Development & Management Director, Finance Manager, 4 selected Area Managers, 4 Program Coordinators,  2 Program Managers, 3 selected division managers and 4 other middle level managers. Focus group discussion with 18 employees will also be employed.

Self administered questionnaire will be filled by (5) National Executive Committee members (8) Area Executive Committee members (8) Area Managers (9) Directors and other senior managers.

1.7 SIGNIFICANCE OF THE STUDY

After this study will be finalized the following specific results will be expected:

· A strong and weak sides of Board Management relationship in the Association will be identified, if any, and presented with recommendation for future improvement;
· A strong and weak sides of governance and management of the Association will be identified in the study report, if any, and presented with recommendation for future improvement;
· Recommendations will be given and action points will be spelt out on how to improve weak sides of governance, leadership and management;
· Based on the study results, action plans will be developed based on the recommendation to help the Association to carryout interventions, staff, management and Board development  programs, fulfill policy and procedural documents (if any) etc;
This study contributes to the overall improvement of governance, leadership and management of FGAE by identifying areas for improvement and recommending the way outs. It may also serve as a reference for other similar organizations who want to learn from this study. Some specific contributions of the study would include:

1) Indicates the need for formulating different poleis to institute good governance;

2) Serve as a future reference for similar studies;

3) Indicates future research directions in the area of the study; 

4)  Recommends best options to improve Board management relationships; 

1.8 SCOPE OF THE STUDY
Unless and other wise further capitalized, the study is limited to:

· Academic research purpose in partial fulfillment of Master of Business Administration (MBA);

· Dully collect data, analyze and identify strengths and weaknesses of board management relationships in the Family Guidance Association of Ethiopia and its impact on organizational effectiveness;
· Propose possible recommendations to overcome weakness, if any, identified by the study;

· As any other academic research, this study may serve as the base for further study and future reference for the organization under study;
To the above effect, maximum care is given to make the study more comprehensive and dependable.
1.9 LIMITATIONS OF THE STUDY

Shortage of previous assessments and study reports on the Board management relationship in the area of not-for-profit NGOs in the country in general, and in the organization in particular, may limit the indirect/secondary information to be gathered through literature review.  Furthermore, individuals are reluctant to respond to the questioners and shy out to express their feelings in the FGDs most commonly.  This may limit the collection of direct information which is necessary for the study. 

Limited financial and time resources, to some extent, could also hinder the process of data collection from different work units, volunteers & employees located at different areas.

CHAPTER II

PROFILE OF FAMILY GUIDANCE ASSOCIATION OF ETHIOPIA
2.1 HISTORICAL BACKGROUND

The Family Guidance Association of Ethiopia (FGAE) is an indigenous, not-for profit, volunteer based organization with over 45 years in providing dedicated, quality, broad range of reproductive health (RH) services in Ethiopia complementing governmental efforts. The Association was founded in 1966 by very few dedicated volunteers who were concerned with the growing incidence of morbidity and mortality of mothers as well as the need for family planning. The Association is well known for its pioneering role in the expansion of quality Family Planning and Reproductive Health Services in the country. It is the first NGO to have received official membership status in the National Population Council along with Government Ministries.

Family planning was hardly known concept in Ethiopia when FGAE was established in 1966 as a non-Government, non-profit Association by a few dedicated and concerned volunteers from the helping professions- health and social work. One of its objectives was:  “to promote public awareness and understanding about…responsible sexual life, reproductive processes, family planning and create awareness on the effect of population growth on socio-economic development through diverse educational programs” with the consideration of the high incidence of maternal morbidity and mortality. 

According to FGAE profile bulletin published in 2011, the first few years of the Association's life were difficult times:
· Pro-natal feelings were high among government authorities, religious leaders and the community at large.  This needed wise and careful introduction of family planning program.

· It started small and without much publicity in Addis Ababa.  There was fear that attempt at wide scale might invite oppositions.

· Made clear that was not a program of population control but rather a preventive health measure to be served on basis of need.

· Assured to the Government that family planning would be done without expense to the Government and without any Public statement of policy as well.
· The whole endeavour could have been discontinued if they had found it unacceptable to the Ethiopian people.  The Minister of Health, the Prime Minister and the Emperor had to be convinced on the need and the conditions. 

· It is well known that political leaders do not want to take risky decisions where they think their image could be stained. They wait until the polemic settles one-way or the other. It requires a small committed group who is ready to withstand all the abuses showered at it by the many enemies of family planning. Hence, the small group of volunteers conducted the first advocacy activities and these were geared to justifying FGAE's very existence as an Association.

Since, 1970s , FGAE started to expand and opened regional coordinating offices , whereby 1972 in Asmara, 1975 in Dessie,  1977 in Awassa, 1978 in Addis Ababa, 1984 in Harar, 1985 in Jima, 1988 in Bahrdar, 1993 in Nazareth, 2005 in Mekele and it goes on up to the expansion of SRH Clinics (18) and Youth SRH Centers.(28). 

Historical Involvement of Government Ministries and Public Agencies in the Decision Making Body of the Association:   
· The ministries of Health, Labour and Social Affairs, Education, Agriculture;
· The Municipal Council of Addis Ababa, the Ethiopian Workers Union, the Ethiopian Farmers Association, the Ethiopian Women's Association, the Ethiopian Youth Association were co-opted in the Board with full voting rights

FGAE provides a comprehensive package of sexual and reproductive health services including family planning; abortion care; maternal and child health; treatment of sexually transmitted infections; and a continuum of palliative care in the HIV and AIDS spectrum such as voluntary counseling and testing, PICH, STIs, PMTCT, and treatment of opportunistic infections.
The Association has also increased access to high quality and youth-friendly sexual and reproductive health services. In efforts to reach groups that are increasingly marginalized FGAE is implementing projects to provide sexual and reproductive health services to street children, AIDS orphans, people with disabilities and sex workers, including young migrants in eight of the 11 regions of Ethiopia. By bulding the capacitey of Health Extension Workers and Community-based distributors and reach people living in areas where public services are difficult to reach. 
2.2 VISION, MISSION & CORE VALUES
A) 
Vision: 

FGAE envisages an Ethiopian society where all people, particularly women and young people, enjoy comprehensive, quality sexual & Reproductive health Rights. 

B) 
Mission: 

As clearly stated in its strategic direction, FGAE is committed to: 

· Playing a leadership & catalytic role in increasing access to quality gender sensitive & youth friendly RH service with specific emphasis on: 

· Long Term and Permanent methods;

· Safe motherhood; 

· Prevention care & management of STI/HIV AIDS 

· Prevention of GBV & HTP 

· Advocate for the elimination of HTPs, GBV, rights of people living with HIV, RH rights & for the effective implementation of enacted laws on SRHR; 

· Working in partnership with – the government, volunteers, communities, donors, FBOs, CBOs, Private sectors, Associations; 

· A sustainable center of excellence in evidence-based SRHR information service provision- center of demonstration, capacity building (Training, documentation & dissemination of best practices); 

· Integrate RH interventions with other development ventures (i.e. Environmental, educational etc. programs); 
C) 
Core Values: 

· FGAE respects client’s rights to confidentiality, privacy and equity;

· FGAE values professional diligence, effectiveness;

· FGAE cherishes impartiality, transparency, accountability, integrity, partnership, volunteerism and dynamism. 

2.3 ORGANIZATIONAL STRUCTURE
Currently, FGAE is running its programs, sub programs and projects through a network of its Head Office, eight Area offices that are found across 6 Regional States and two City Administrative Councils. The service delivery modes included: eight Model SRH Clinics, twelve SRH Clinics, 28 multi-service Youth Centers, community based reproductive health sites, outreach points, market place and work place sites and 6 home & community based care centers. In operating its programs, a total of 570 staffs are deployed. In addition there are governance level and frontline program volunteers at different levels level.
The Family Guidance Association of Ethiopia is being governed by volunteer structures at different levels and the overall day-to-day management activities are left for the secretariat led by the Executive Director.
2.3.1 Volunteer Structure
(A) FGAE’s National Level Volunteers’ Structure
FGAE as self-governing legal entity engages volunteers from all backgrounds and encourages their full and active involvement in its effort to achieve its causes. In this regard, the initial step therefore is, to make sure that everyone knows what the governing body does to address the Sexual and Reproductive Health needs & rights in the country.
The Association has a governing body that represents the national level membership committed to carry out the governance responsibilities of the Association. The existing governance volunteers’ structure, accordingly, comprises of the National Council (NC), National Executive Board (NEB) and the National Executive Committee (NEC). Members of the National Council include; the National Executive Committee, volunteer representatives of the Area  Offices of the Associations, and other  none voting  members including the Ministry of Health, the Ministry of Education, the Ministry of Labour and Social Affairs; MOFED; the Ministry of Women’s Affair and CSO Agency. This body forms the supreme organ of the Association.

Elected by the national council, the National Executive Board (NEB) comprises of the National Executive Committee (NEC) members, representatives of Area Office Executive Committees (chairpersons) representative from the Ministry of health. This body is the policy initiating and governing structure of the Association still accountable to the national council. The national executive board has delegate that regularly follows-up the regular business of the Association known as the National Executive Committee. The committee constitutes of the President, Vice President, Secretary General, Treasurer and youth representative. This committee is elected by the National Council.  The National YAM Chairperson,   elected by National YAM Council (NYC) contributes 20% to the governing body of the Association. The National Executive Committee (NEC) members   serve for terms of 4 (four) years. 

The Executive Director (ED) is an ex-officio member of the national executive committee being a non-voting secretary during deliberations. Accordingly, policy making is the responsibility of the volunteers whilst implementation is the responsibility of the management body /staff of the organization.
(B) Area Office Level Volunteers’ Structure

In the same vein to the above, Area Offices’ has a volunteers’ structure represented by the Area office general Assembly.  There is also Area Office Executive Committee (AEC) who is elected by the Area Office General Assembly. This committee has five members: Chairperson, Secretary, Treasurer, one additional voting member and YAM representative.  At this level too, alike the ED, respective Area Manager is a non-voting member of the area office executive committee, and plays secretarial role. Area Office Executive Committee (AEC) is in place to evaluate the performance of the Area Office, over see the revitalization of the volunteers’ base of the area office, performance evaluation, and image building works. This body reports its findings to the National Executive Board to enhance effective control of the system across the Association. But the AEC is directly answerable to the Area Office General Assembly.
2.3.2 Staff Structure

The existing structure of FGAE has consisted of the staff structure both at Head Office and Area Offices levels. The Executive Director(ED) is responsible for the overall management of the organization. Under the overall guidance of the National Executive Committee (NEC), the Executive Director initiates and implement policies, formulates programs, set methods and structure by which programs are implemented. He also functions as the figurative organ of the organization. Under the immediate supervision of the ED, the Program Department, Finance and Administration Department, and Organizational Development and Management Department are responsible for the overall realization of the overall goals of the Association mobilizing all the technical supportive units of the organizations. In addition, the ED oversees the Area Managers (at Area Offices) Research, Planning & M&E/MIS Services; Internal Audit Services and Volunteers Affairs Unit of the organization. Area Managers are responsible for the overall programmatic and resource management activities at their respective Area Offices.
CHART 1 - HEAD OFFICE STRUCTURE 
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CHAPTER III
REVIEW OF RELATED LITRATURES
3.1 INTRODUCTION

According to (Wyatt: 2004), a basic tenet of good governance is that management and governance (Board) are separate. The underlying assumption is that this separation makes possible the checks and balances that ensure the organization is well run and important decisions are made with the public interest in mind.

To understand the logic of this assumption, it helps to look at the contrasting situation. A board that is not separate from management, a board whose membership is the same as, intimately connected to, or dominated by staff, faces real or potential difficulties in representing stakeholders’ interests fairly. These difficulties arise because the people making decisions and evaluating their appropriateness are the same as (or are close to) the people affected by or actually carrying those decisions out; (Wyatt: 2004).

Many experts assert that one of the most important ingredients to a successful organization (nonprofit or for-profit) is a high-quality relationship between the board chair and the chief executive (Corporate Governance - An International Review 2010). However, this relationship has several inherent struggles to overcome. The chief executive was usually in the organization before the chair was appointed and will be around after the chair will be gone. In addition, the chief executive is also much closer to the day-to-day activities in the organization. Lastly, the chief executive usually knows far more about the organization's customers. Consequently, the chief executive may feel that he or she knows far much more about the organization than the board chair. Yet, the board chair is responsible to provide leadership to the board to whom the chief executive is accountable. The board chair leads the board which evaluates the performance of the chief executive. Maintaining a high-quality relationship between the two roles requires a high level of maturity and understanding from both people filling those roles. 

Because of different roles that board members perform in modern organizations we seek to find out what board- management relationships may provide an organization with competitive advantage relative to other organizations.
3.2 EFFECTIVE BOARD MANAGEMENT RELATIONSHIP

Good governance depends entirely on the abilities and experience of individuals in the Board and Management and the effectiveness of their collaboration in the organization. Some studies state that there should be a need for a challenging, supportive, and respectful relationship between board and management.
Effective decision-making also results from the quality and nature of the relationship between the board (including board committees) and management. The Executive Director typically has the power to influence this relationship, including the power to determine how information is filtered, the exposure of direct reports to the board, and, most importantly, how open management is with the board. Trust and constructive dialogue between management and the board and the committees of the board will impact on the success of the board and management relationships.
3.2.1 Characteristics of Effective Board Management Relationship

The board is intended to complement and support the management structure of the organization. Partnership and collaboration between the Executive Director and the board enhances the successful implementation of policies, service delivery, administrative tasks, and financial management. 

The Management, Executive Director and the members of the board must have distinct, well-defined responsibilities. The lines of authority among different people within the organization must be clearly defined. These roles are built upon the mission of the organization. However, while both the management and the board share responsibility for helping the organization fulfill its mission and goals, their responsibilities differ. The following indicators should be fulfilled for effective Board Management relationship to exist (Petch & Associates 2009).
· Clear understanding of roles and responsibilities by both parties;
· Clear behavioral expectations from the Executive Director by Board;
· Effective problem resolution
· Responsive/Receptive
· Shared Vision and Goals
· Knowledge/Expertise
· Trust the Board has on the Executive Director/Management
· Honesty

· Respect
· Effective Communication

3.2.2 Characteristics of Ineffective Board Management Relationship

Ineffective Board Management relationship is a product of factors that create tension between the Board and Management. It is characterized by ineffective communication, lack of trust, lack of respect, lack of clear roles and responsibilities, undefined expectation from Board and Management, lack of shared vision etc… Different literatures states common problems that can adversely affect Board Management relationships.  An article posted on www.worldanimal.net enumerates the following as common problems that can cause tension between Boards and Management and impair the efficient working of the organization: - 

· Organization’s management structure may not be most effective for implementation and feedback; 

· Policy and planning may be inadequate for monitoring and feedback purposes; 

· ‘Gatekeeper’ position of Executive Director or Senior Managers – the distinctive ‘hourglass’ configuration whereby there is a bottle-neck between the Senior Manager(s) and the committee, leading to filtered and one-sided information;
· Board may try to act as a top layer of management – steering the ship rather than agreeing the charted course and keeping a light hand on the rudder; 

· Board taking a reactive approach, rather than proactively charting the organization’s course - leading to lengthy meetings and ad hoc decision-making; 

· Ethic of ‘volunteerism’ in Boards may make Board members wary of monitoring or controlling professional staff – and professional staff resentful of attempted control by perceived ‘amateurs’; 

· Overload for Board members, detracting from effective decision-making; 

· Desire to maintain smooth personal relationships, as part of satisfaction with voluntary role. Avoidance of conflict/’feel-good’ factor. Strong potential for lobbying/alliances; Board members have conflicts of interest. 

· Some Board members feel that their role or special area of expertise gives them a right to tell staff what to do on a day-to-day basis, causing potential conflict. 
3.3 Effective Governance
According to (Arnwine: 2002), running a health care organization is a team sport. It is very important that all members of the team, whether on the medical staff, in management, or on the board, understand the role of governance and what constitutes effective governance.  

(Arnwine: 2002) identified that the wheel of effective governance has 3 spokes: behavior, structure, and expectations. If one of these spokes breaks down, the board will have a flat tire, and the faulty governance process can compromise the organization's ability to move forward.

i) Behavior: - Appropriate board behavior can be defined as functioning in accordance with the board's roles and responsibilities. Thus, board members should know the difference between governance and management, see service as a responsibility of citizenship, and find enjoyment in such service. Appropriate behavior also has key characteristics, the first of which is respect for the organization, the management, the clinicians, the employees, and other members of the board. 
ii) Structure: - Boards may not pay much attention to structure, thinking that it is covered in the bylaws and requires no further comment. Nevertheless, problems often arise from structure rather than behavior. Many board bylaws do not address tenure. Whether the term limit is 2 or 3 years or something different, it is helpful if everyone knows what to expect. 
iii) Expectations: - The final spoke consists of expectations or, more specifically, board members' knowledge of what is expected of them and what they can expect from others. One of the best ways to clarify expectations is to have new members sign a letter that outlines those expectations. Such a document also makes it easier to remove a board member if, for example, his or her attendance has been poor. It also serves to clarify the requirements of board membership when approaching a potential volunteer.
3.3.1 How to Keep the Board Effective

Most literatures written in the area of Effective Governance states that Board has four primary roles: 
· Leadership;

· Oversight;
· Stewardship; and

· Measurement.
Figure 1: Primary Roles of Board



Source:  Petch & Associates – Shaping Success
(Bader & Associates: 2008) suggested that a governing board functions best when it focuses on higher level, future-oriented matters of strategy and policy and performs its oversight responsibilities in a rigorous but highly efficient manner. Managing the makeup, skills and education of the board is an ongoing process. Boards need to consider not only the current composition of the board, but plan for future membership and leadership, while evaluating overall board effectiveness.

· Recruiting, retaining and rewarding good board members:- A key board responsibility is to recruit board members who will help the organization achieve its mission and do what it can to keep those board members active in the board’s work.
· Providing continuity of board leadership:- The board should have a succession plan, formal or informal, that identifies future board chairs, committee chairs, and other possible leadership roles.

· Balancing skills on the board:- The board needs to include individuals who bring particular perspectives and skills to the organization’s work. It is important to have at least several people knowledgeable about budgeting, financial management, investments, human resources, and legal matters. It is also important to have individuals who have a working knowledge of the substantive programmatic work of the organization.

· Evaluate:- It is important that the board establish ways to determine whether it is functioning effectively in support of the organization’s purpose. The board should then develop one or more evaluation tools to facilitate the assessment. 

· Size:- The size of a board represents a difficult balance between diversity of views and skills and the board’s effectiveness of functioning. The smaller the board, the more likely that the board will be able to perform its functions, particularly in relationship to management. The larger the board, the more diverse its membership will be, but the board will be less likely to reach clear decisions quickly.

· Continuity and turnover:- Both continuity and turnover are essential features of good board membership practices. Continuity provides institutional memory. Turnover brings fresh perspective. In general, it is good practice to consider term limits for board members.

· Board education and orientation:- Education on important topics should not be limited to the orientation of new board members. On a regular basis, time should be set aside to cover special topics such as pending legislation, reading financial statements, or fund-raising techniques for board members. 

· Meetings:- Efficient and effective meetings are essential to a well functioning board. Boards should ensure that meeting agendas are planned well in advance. Consent agendas are being used more often to reduce the time spent on nonessential issues, e.g. items that require formal board approval, but there is no need for board discussion on these items before taking a vote. These items are then shared with the board in a consent agenda well in advance of the board meeting. The board meeting then focuses only on important issues for discussion and the presenting of resolutions that require a board vote.
The following extract from (GHARP Guide to NGO Governance: 2006), also states that Board members need information and support from the organization to enable them to fulfill their role effectively. Both board members and staff are responsible for ensuring that they receive this. A thorough induction and proper preparation for meetings are key to ensuring the effectiveness of the board.

· Complete an induction
· Understand the organization
· Prepare for committee meetings
· Ask the right questions
· Take action if necessary 
· Establish good relationships with staff 
· Get advice if necessary
3.3.2 Symptoms of Ineffective Board

According to Norman E. Wallis, if an Association is not meeting attracting or retaining the highest number of potential members, an ineffective governing board is invariably the cause. Serious attention to improving board effectiveness will pay dividends in program. Consequently the elected leaders of an Association must be alert to the following symptoms of ineffective governance; (Wallis: 1989) 

· Board Members Assuming Staff Responsibilities:- One of the most fundamental problems that many small and emerging Associations or other non-commercial organizations face is that board members try to act as staff instead of restricting their efforts to policy making. 

For organizations with paid staff, delegation of the implementation of board decisions allows ongoing evaluation of staff competence. If board members become involved in daily management and administrative issues, staff ability can be masked and even adversely affected. When board members attempt to be both policy setters and managers, time is taken away from the true board function of planning, and the Association operates like a rudderless boat. This can frustrate good board members and drive away talented staff. 

· Unstructured Board Meetings:- Too often board meetings are poorly organized and conducted in an unbusinesslike manner. Board meetings should be held at regularly scheduled intervals. Quarterly board meetings are usually sufficient for most Associations, and even two meetings a year can be adequate if conducted effectively. Meeting too frequently, especially if the meetings are unstructured, can reinforce bad habits. Board meetings should be based on an approved and previously distributed agenda. Concise draft minutes with actions clearly identified by formal motion or consensus, along with a list of action items, should be distributed within three weeks following the meeting. 

· Weak Board Committees:- While it is usually assumed that board committees help the orderly work of a board, they can actually hinder the development of a small organization if not used correctly. If a board has no more than ten members and the organization is relatively small, making committee assignments on paper adds nothing to the effectiveness of the board. It is better for the board to act as a committee of the whole if it is unwilling to rely on committee reports and recommendations. Committee reports that lead to a rehash of the topic by the full board are a waste of committee time and talent. 

· Haphazard Selection of New Board Members:- The selection of new board members, through the nomination process, will impact on the future of the organization more than any other board decision, with the possible exception of selecting senior management. Board members should not be selected because of personal friendships. 

Always consider a new board member as an investment in the future of the organization; and try to recruit board members whose ideas are fresh and challenging, and who are willing to work. Board membership comes with the responsibility to assure the future of the organization, not as a reward for past efforts. While only a minority of members will be active in the organization and will seek a board seat, board members must always recognize that they are representative of the membership, and should never be allowed to consider themselves an elite group within the organization. A board that does not listen to, or work for, the members, will ultimately govern a declining membership. 

· Ignoring the Financial Implications of Decisions:- Before a board acts on any matter, the budgetary implications of the proposed action should always be considered. This is why a strong and respected Treasurer, who has a good grasp of the financial condition of the organization is essential. 
3.4 EFFECTIVE MANAGEMENT TEAM

According to (McIntyre: 2006) definition, “Management team” usually refers to a group of managers at the same organizational level who report to the same person. They meet regularly to share information and make decisions that affect the whole organization or department.  Management teams are part of an organization’s formal leadership structure.

Management teams usually share the following characteristics; (McIntyre: 2006).

· The team’s primary purpose is to make decisions that guide organizational operations.
· All team members hold leadership positions in the organization.
· Team membership and leadership are determined by position, not selection.
· Members often need to work together outside the team setting.
· Members can be more effective individually by sharing information with one another.
Historically, the perceived advantages of relying on a managing group, instead of one individual, include access to the group's collective wisdom –"several heads are better than one"–as well as the ability to spread an increasing management workload over a number of people; (Muir: 2007). 

3.4.1 Factors that Contribute to Effective Management Team 
In order to make a Management Team effective, positive relations and collaboration can be promoted by building trust and respect. A collaborative decision-making climate does not emerge overnight.  Team members require time to become familiar with one another, acquire a common history, and develop shared perspectives.  Two factors appear to be especially important for encouraging collaboration: trust and respect.  Respect can be broken down into two types: basic respect and earned respect; (McIntyre: 2006) 

 

· Trust:  Different levels of trust may exist on a management team.  A minimal degree of trust about work activities is absolutely necessary.  Over time, a highly cohesive team may develop a deeper level of trust, but this is not necessary for members to work together effectively.
· Basic Respect:  Basic respect refers to the respectful treatment we should show to any other person simply because they are another human being.  Team members should always show basic respect towards one another.
· Earned Respect:  Earned respect does not come automatically – a person attains earned respect through their actions, knowledge, or accomplishments.  For a management team to be effective, members need to have at least some degree of respect for the abilities of other team members.  
In the Management Team Research Project, the following five Success Factors appeared to differentiate the most successful teams from unsuccessful ones. When the five factors were present, management teams worked as productive, cohesive groups.  When they were absent, teams had difficulty fulfilling their leadership role in the organization; (McIntyre: 2006)
 

· Strategic Goals: To focus activity and effort, management teams need a clear understanding of their purpose and the goals they intend to accomplish.  These goals should address the organization’s critical strategic priorities.
· Extensive Networks: To make informed decisions, management teams must access critical information from both inside and outside the organization.
· Collaborative Relationships: To cooperate in achieving team goals, management team members must be able to develop positive, supportive relationships.
· Effective Information Processing: To make good decisions, management teams must effectively process the information available to them.  The research results indicate that the leader of a management team has more influence over this aspect of team effectiveness than any other.
· Focused Action: To accomplish results, management teams must make the transition from discussion to action.  A brilliant decision that is implemented poorly will be of no benefit to the organization.  
A Research Center for Creative Leadership study also identified an additional advantage. Effective management these days requires the resources of several people, rather than the lone hero, in order to meet the global challenges of collaboratively connecting across boundaries of all kinds—geography, language, culture and expertise.

According to this study, the members of management team should fulfill the following personal behaviors competencies and capabilities; (Muir: 2007). 

· Exhibit the character strengths of honesty and bravery;

· High in emotional intelligence;

· Aware of their unique expertise and perspectives;

· Willing to speak out and promote their viewpoints;

· Committed to applying the same rigor to making good group decisions as they would apply to making individual ones, and

· Possess the collaborative conflict skills necessary to wrangle effectively over a highly charged issue without seriously undermining his/her relationship with other committee members.

3.4.2 Factors that Lead to Ineffective Management Team

There are different reasons which result in ineffective Management Team.  Marie G. McIntyre states that for many people, “management team” sounds like an oxymoron.  In fact, turning a group of managers into an effective leadership team is no easy task, for several reasons:

· Management Personalities:  Management work tends to attract people who are analytical, action-oriented, and high on need for control.  (This generalization does not apply to all managers, but is true of managers as an occupational group.)   These characteristics are often helpful in management, but usually do not enhance teamwork.
· Conflicting Interests:  Each management team member is responsible for a separate organizational unit.  These units often have conflicting goals, interests, and needs.
· Power Relationships:  Management teams are embedded in a complex network of organizational relationships, which greatly affect their ability to produce results.  To be effective, they must successfully manage relationships upward, downward, and laterally.
· Group Decision-making:  Because their primary purpose is to make decisions, management team members must continually try to reach agreement on critical issues.  Conflicting interests can make this process especially difficult.
CHAPTER IV

RESULTS - DATA ANALYSIS
In this chapter, the results and discussions from the findings of the study are incorporated in detailed manner. The summary of each discussion area is presented in a separate table starting from the respondents’ demographic characteristics. 
4.1 DEMOGRAPHIC CHARCTERSITICS OF THE RESPONDENTS
After summarizing data from the questionnaire of the demographic profile of the respondents the following findings are formed.

Table 1: Profile of Respondents for Questionnaire
	Variable
	    Response
	Frequency
	percent

	Sex
	Male
	25
	76%

	
	Female
	8
	24%

	
	Missing
	0
	0%

	
	Total 
	33
	100%

	Ages
	18-24
	8
	24%

	
	25-35
	6
	18%

	
	36-45
	8
	24%

	
	Above 45
	11
	33%

	
	Missing
	0
	0%

	
	Total 
	33
	100%

	Service Years
	Less than 2 years 
	3
	9%

	
	2-5 years
	12
	36%

	
	6-10 years
	7
	21%

	
	11-20 years
	9
	27%

	
	Above 20 years
	2
	6%

	
	Missing
	0
	0%

	
	Total  
	33
	100%

	Association to FGAE
	Volunteer
	14
	42%

	
	Staff
	19
	58%

	
	Missing
	0
	0%

	
	Total
	33
	100%


Source: Questionnaire 
As shown in Table 4.1, considering the sex of respondents who answered the questionnaire for the survey: female respondents consisted of 24% (n=8), while 76% (n=25) of the respondents were male. Regarding the age of respondents, majority of the respondents were in the age group of above 45 years which represents 33% (n=11). This was followed by the age group of 18-24 and 36-45 each representing 24% (n=8) of the respondents. The remaining 18% (n=6) were in the age group of 25-35 years old. This implies that the majority of the volunteers in the management and governance level are male and above 36 years old. 
Regarding the number of years of service in the Association either as a volunteer or staff, majority of the respondents i.e. 36% (n=12) had service years of 2 to 5 years whereas 27% (n=9) had service years of 11-20 years. Those respondents who served less than 2 years constitute 9% (n=3) while the remaining 6% (n=2) had served above 20 years. From this result, it can be concluded that most of the staff and volunteers had a stay of more than 5 years in the Association and believed to know the historical developments in the organization.

Respondents included in the survey were drawn from volunteers who are on the governance level and staff members who are at managerial positions both at the Area Offices and Head Quarter. 58% (n=19) represent staff members while the remaining 42% (n=14) represent volunteers who are at the governance level.  

Figure 2: Educational Level of Respondents
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As shown in digram 4.1, which shows qualifications of the respondents, 55% of the respondents possess 2nd degree and above while those who had fisrt degree and college diploma represents 18% each. 6% of the respondents completed high school while the remaining 3% were below 10th grade. From this result it can be concluded that majority of the people working at governance and senior management level posses first degree and above. 

On the other hand, 15 staff members (five at Head Quarter level and 10 at Area Office level) were participated on the focus group discussions made in 3 groups. Semi structured interview was also carried out with 4 Area Managers, 4 Program Coordinators, the President, 3 Area EXCO members and 5 senior staff members.

4.2 Policies, Guidelines and Procedures
A Good Governance Training Manual developed and issued by CCRDA in 2010, claims that an effective nonprofit organization depends on policy development and oversight tied not only to its mission and operations but also to its governance. The board approves them in the context of an overall communications plan. For nonprofit organizations, policies are tools for setting priorities, making decisions, and defining and delegating responsibilities. Organizational size, complexity, and maturity inevitably shape policies. An organization needs to identify the policies necessary to direct its activities and decision making. Accordingly, the purposively selected respondents were asked to rate the status of FGAE in fulfilling some major policy documents. The documents are also physically checked by the researcher for availability and completeness. Table 4.2 shows the respondents opinion in this regard.
Table 2: Respondents Opinion towards Organization’s Policy, Guidelines & Procedures
	No.
	ITEMS
	SA
	A
	NI
	D
	SD
	M

	
	
	f
	%
	f
	%
	f
	%
	F
	%
	f
	%
	f
	%

	1
	Family Guidance Association of Ethiopia has Constitution which serves as a base for all policies and procedures 
	15
	45%
	17
	52%
	1
	3%
	0
	0%
	0
	0%
	0
	0%

	2
	The Constitution is formulated taking in to account both the government and IPPF’s requirement
	12
	36%
	18
	55%
	1
	3%
	0
	0%
	0
	0%
	2
	6%

	3
	The Constitution has no any deviations from government proclamation 621/2009
	9
	27%
	13
	39%
	6
	18%
	4
	12%
	0
	0%
	1
	3%

	4
	There is updated Governance & Management manual
	9
	27%
	11
	33%
	4
	12%
	7
	21%
	1
	3%
	1
	3%

	5
	There is code of ethics for board and management 
	5
	15%
	11
	33%
	9
	27%
	7
	21%
	1
	3%
	0
	0%

	6
	There is conflict of interest policy
	5
	15%
	13
	39%
	9
	27%
	6
	18%
	0
	0%
	0
	0%

	7
	The Association has succession planning for the Executive Director and other Director positions
	2
	6%
	8
	24%
	6
	18%
	10
	30%
	6
	18%
	1
	3%

	8
	The Association has Whistleblower policy to protect those who reports irregularities, misconduct and misbehavior of the EXCO/Board members and management members
	5
	15%
	4
	12%
	13
	39%
	5
	15%
	4
	12%
	2
	6%

	9
	FGAE has updated operational manuals such as HRM manual, financial management manual, supplies chain management manual etc….
	16
	48%
	14
	42%
	2
	6%
	1
	3%
	0
	0%
	0
	0%


Considering the first item in Table 4.2, i.e. the statement “Family Guidance Association of Ethiopia has Constitution which serves as a base for all policies and procedures”, 45% of respondents strongly agree, 52% of the respondents agree and 3% of the respondents had no idea. The result shows that the Association has Constitution which serves as a base for all policies. This was cross checked through semi structured interview made with individuals at Governance and Management level and also by physically reviewing relevant documents. 
The respondents were asked whether the Constitution is formulated based on the Government’s and IPPF’s requirement, 36% of the respondents strongly agree, 55% of the respondents agree, 3% of the respondents had no idea and 6% were missing. This shows that the Constitution is formulated taking in to account both the Government and IPPF’s requirement. 
Question was asked whether FGAE’s Constitution is in compliance with CS Proclamation 621/2009. 27% of the respondents strongly agree, 39% of the respondents agree, 18% of the respondents had no idea, 12% of the respondents disagree and 3% were missing. It can be concluded from the result that the Constitution of the Association is in compliance with the SC Proclamation 621/2009; however, it also shows that 30% (those who had no idea and those who disagree with the statement) are not familiarized to both the CS Proclamation and FGAE’s Constitution. 
The respondents were asked whether there is updated Governance & Management Manual. Accordingly, 27% of the respondents strongly agree, 33% of the respondents agree, 12% of the respondents had no idea, 21% of the respondents disagree, 3% of the respondents strongly disagree, and 3% were missing. Thus, the result shows that there is Governance & Management Manual. As it was crosschecked through semi-structured interview and physical observation, the existing manual was under revision and was ready for approval while this study was being done. The existence of code of ethics for Board and Management and conflict of interest policy was asked. For both questions, 15% of the respondents strongly agree, 36% of the respondents agree, 27% of the respondents had no idea, 19.5% of the respondents disagree and 1.5% strongly disagrees. Since these statements are not significantly supported in the result, it was crosschecked through semi-structure interview and physical observation. Accordingly, it was learnt that the Association has no code of ethics for its Board & Management and it also does not have conflict of interest policy.
With regard to whether FGAE has succession planning for the Executive Director and other Director position, 6% of the respondents strongly agree, 24% of the respondents agree, 18% of the respondents had no idea, 30% of the respondents disagree, 18% of the respondents strongly disagree and 3% were missing. Based on this result and semi-structured interview made, the Association has no succession planning for Executive Director, other Director position and for its Board members too. From the total respondents who filled the questionnaire about the whistle blower policy, 15% of the respondents strongly agree, 12% of the respondents agree, 39% of the respondents had no idea, 15% of the respondents disagree, 12% of the respondents strongly disagree and 6% were missing. Even though it was learnt through semi-structured interview and physical observation that the Association has no whistle blower policy, most of the respondents (39%) had no idea whether this policy is available or not or whether it is needed at all. 
Question was raised to the respondents whether FGAE has updated manuals such as HRM manual, financial management manual, supplies chain management manual etc… 48% of the respondents strongly agree, 42% of the respondents agree, 6% of the respondents had no idea and 3% were missing. The result shows that FGAE has updated operations manuals such as HRM manual, financial management manual, supplies chain management manual and other manuals necessary for its operations.
4.3 Structure, Accountability and Responsibility
Respondents were asked whether FGAE has organizational structure clearly shows line of accountability and responsibility between different organs of the Association. The result is as follows:
Table 3: Respondents opinion towards Structure, Accountability and Responsibility
	No
	ITEMS
	SA
	A
	NI
	D
	SD
	M

	
	
	f
	%
	f
	%
	f
	%
	f
	%
	f
	%
	f
	%

	1
	FGAE’s organizational structure clearly shows the accountability and reporting lines between volunteer structure and management structure at all levels
	6
	18%
	15
	45%
	2
	6%
	9
	27%
	1
	3%
	0
	0%

	2
	The volunteer structure of the Association is designed based on the requirements of Ethiopian law
	5
	15%
	13
	39%
	8
	24%
	7
	21%
	0
	0%
	0
	0%

	3
	The volunteer structure of the Association is designed based on the IPPF’s requirements
	10
	30%
	15
	45%
	6
	18%
	2
	6%
	0
	0%
	0
	0%

	4
	Board/EXCO members clearly understands the accountability and reporting lines in the organization
	6
	18%
	12
	36%
	4
	12%
	10
	30%
	1
	3%
	0
	0%

	5
	Management members clearly understands the accountability and reporting lines in the organization
	9
	27%
	20
	61%
	2
	6%
	2
	6%
	0
	0%
	0
	0%

	6
	Board/EXCO members clearly know their duties and responsibilities
	5
	15%
	12
	36%
	2
	6%
	13
	39%
	1
	3%
	 
	0%

	7
	Management members clearly know their duties and responsibilities 
	6
	18%
	21
	64%
	2
	6%
	4
	12%
	0
	0%
	0
	0%

	8
	Board/EXCO makes decision or takes action responsibly and with sense of accountability
	6
	18%
	14
	42%
	7
	21%
	5
	15%
	1
	3%
	0
	0%

	9
	Management makes decision or takes action responsibly and with sense of accountability
	5
	15%
	21
	64%
	6
	18%
	1
	3%
	0
	0%
	0
	0%

	10
	Management is empowered to lead and perform a day to day operations while EXCO/Board focus on policy matters
	6
	18%
	12
	36%
	6
	18%
	7
	21%
	2
	6%
	0
	0%

	11
	Area EXCO feels that it is empowered to function in its full capacity  for the attainment of organizational objectives
	7
	21%
	11
	33%
	5
	15%
	9
	27%
	1
	3%
	0
	0%


Question was raised whether FGAE’s organizational structure clearly shows the accountability and reporting lines between volunteer structure and management structure at all levels, 18% of the respondents strongly agree, 45% of the respondents agree, 6% of the respondents had no idea, 27% of the respondents disagree and 3% strongly disagree. The result reveals that the existing organizational structure clearly shows the accountability and reporting lines between volunteer structure and management structure at all levels. Question was raised whether the he volunteer structure of the Association is designed based on the law of the country. As a result, 15% of the respondents strongly agree, 39% of the respondents agree, 24% of the respondents had no idea and 21% of the respondents disagree.  This shows that the volunteer structure has some unique nature as compared to the templates given by the Civil Societies and Charities Agency and other endogenous NGOs. It was also asked whether the volunteer structure of FGAE is designed based on the IPPF’s requirements. Thus, 30% of the respondents strongly agree, 45% of the respondents agree, 18% of the respondents had no idea and 6% of the respondents disagree. It can be concluded that the volunteer structure of FGAE is designed based on the requirements of IPPF.
With regard to whether the Board/EXCO members understands their accountability and reporting lines in the organization, 18% of the respondents strongly agree, 36% of the respondents agree, 12% of the respondents had no idea, 30% of the respondents disagree and 3% of the respondents strongly disagree. Though 54% of the respondents positively view the understanding of Board/EXCO, around 46% were either indifferent or disagree with the statement. Therefore, here there is confusion on roles, accountability and reporting lines in the organization by Board/EXCO. It shows that there are a considerable number of people who views Board/EXCO members do not clearly understand the accountability and reporting line in the Association. The same question was asked whether the management members clearly know the accountability and reporting lines in the organization. As a result, 27% of the respondents strongly agree, 61% of the respondents agree, 6% of the respondents had no idea and the remaining 6% of the respondents disagree. The result significantly (88%) shows that the management members clearly know the accountability and reporting line in the organization as compared to Board/EXCO members. 

The other question raised was whether Board/EXCO members clearly know their duties and responsibilities. 15% of the respondents strongly agree, 36% of the respondents agree, 6% of the respondents had no idea, 39% of the respondents disagree and the remaining 3% of the respondents strongly disagree. The result shows almost the same thing with the questions raised above for accountability and reporting lines. Though it is about 51%, the statement is not significantly supported. A considerable number (about 49%) were either indifferent or disagree to the statement. The same question is raised whether management members clearly know their duties and responsibilities. About 18% of the respondents strongly agree, 64% of the respondents agree, 6% of the respondents had no idea, and the remaining 12% of the respondents disagree with the statement. The result significantly (82%) shows that the management clearly knows its duties and responsibilities and compared to Board/EXCO members.
It was asked whether the Board/EXCO and management members make decisions or take actions responsibly and with sense of accountability. 18% of the respondents strongly agree, 42% of the respondents agree, 21% of the respondents had no idea, 15% of the respondents disagree and 3% of the respondents strongly disagree that Board/EXCO members make decisions and take actions responsibly and with sense of accountability. About 15% of the respondents strongly agree, 64% of the respondents agree, 18% of the respondents had no idea and the remaining 3% disagree with the statement that states management members make decisions and take actions responsibly and with sense of accountability.
The other question asked was that whether the management is empowered to lead and perform day to day operations while EXCO/Board focus on policy matters. 18% of the respondents strongly agree, 36% of the respondents agree, 18% of the respondents had no idea, 21% of the respondents disagree and the remaining 6% strongly disagree. Though about 54% of the respondents supported the statement, a considerable number (46%) of the respondents were either indifferent or feels that the management is not empowered sufficiently. In the same manner, it was asked whether the Area EXCO feels that it is empowered to function in its full capacity for the attainment of organizational objectives. About 21% of the respondents strongly agree, 33% of the respondents agree, 15% of the respondents had no idea, 27% of the respondents disagree and the remaining 3% strongly disagree. This also shows that even though 54% of the respondents supported the statement, a considerable number of people (46%) were either indifferent or feel that Area EXCO is not empowered to function in its full capacity for the attainment of organizational objectives.
4.4 Communication and Relationships
Effective communication is the base for effective relationship between different organs of the organization specifically between the Board and Management. Question was asked to get the opinion of respondents towards communication and relationships in the Association. The result is discussed here below.
Table 4: Respondents opinion towards Communication and Relationships

	No.
	ITEMS
	SA
	A
	NI
	D
	SD
	M

	
	
	f
	%
	f
	%
	f
	%
	f
	%
	f
	%
	f
	%

	1
	Board of the Association respects formal communication channels and lines in the Association and acts accordingly
	6
	18%
	14
	42%
	8
	24%
	5
	15%
	0
	0%
	0
	0%

	2
	National EXCO respects formal communication channels and lines in the Association and acts accordingly
	5
	15%
	12
	36%
	4
	12%
	10
	30%
	2
	6%
	1
	3%

	3
	FGAE’s Management respects formal communication channels and lines in the Association and acts accordingly
	6
	18%
	17
	52%
	6
	18%
	4
	12%
	0
	0%
	0
	0%

	4
	FGAE’s Management properly updates and reports to the National EXCO on regular basis and whenever required
	8
	24%
	12
	36%
	10
	30%
	3
	9%
	0
	0%
	0
	0%

	5
	The National EXCO reports its accomplishments and keeps the National Board updated
	5
	15%
	14
	42%
	11
	33%
	3
	9%
	0
	0%
	0
	0%

	6
	There is strong and smooth relationship between the Board and National EXCO
	8
	24%
	13
	39%
	6
	18%
	6
	18%
	0
	0%
	0
	0%

	7
	There is strong and smooth relationship between the Board and the management
	6
	18%
	9
	27%
	7
	21%
	10
	30%
	1
	3%
	0
	0%

	8
	There is strong and smooth relationship between the National EXCO and the management
	6
	18%
	8
	24%
	8
	24%
	9
	27%
	2
	6%
	0
	0%

	9
	There is shared vision among the Board, EXCO and the management of the Association
	10
	30%
	12
	36%
	4
	12%
	5
	15%
	2
	6%
	0
	0%

	10
	The National Board members clearly know the strategic direction of the Association and committed for its achievement
	5
	15%
	13
	39%
	9
	27%
	5
	15%
	0
	0%
	1
	3%

	11
	The National EXCO members clearly know the strategic direction of the Association and committed for its achievement
	7
	21%
	10
	30%
	9
	27%
	6
	18%
	1
	3%
	0
	0%

	12
	The management members clearly know the strategic direction of the Association and committed for its achievement
	7
	21%
	23
	70%
	3
	9%
	0
	0%
	0
	0%
	0
	0%


For the statement which stated as “Board of the Association respects formal communication channels and lines in the Association and acts accordingly”, 18% of the respondents strongly agree, 42% of the respondents agree, 24% of the respondents had no idea and the remaining 15% of the respondents disagree with the statement. The same question was asked whether EXCO of the Association respects formal communication channels and lines in the Association and acts accordingly. Consequently, 15% of the respondents strongly agree, 36% of the respondents agree, 12% of the respondents had no idea, 30% of the respondents disagree, 6% of the respondents strongly disagree and the remaining 3% were missing. It was also asked whether management of the Association respects formal communication channels and lines in the Association and acts accordingly. As a result, 18% of the respondents strongly agree, 52% of the respondents agree, 18% of the respondents had no idea and the remaining 12% disagree. This result significantly supports that the management of the Association respects formal communication channels and lines in the Association and acts accordingly which followed by the Board of the Association. EXCO of the Association takes third stage in which considerable number of respondents (49%) were either indifferent or disagree with the statement.
It was asked if the management of the Association properly updates and reports to the National EXCO on regular bases and also when need arises. About 24% of the respondents strongly agree, 36% of the respondents agree, 30% of the respondents had no idea and the remaining 9% disagree. The result shows that the management of the Association updates and reports to the national EXCO on regular bases and whenever required. But there are a considerable number (30%) of people who do not know about this. In the same manner, it was asked whether the National EXCO reports its accomplishment and keeps the National Board updated. 15% of the respondents strongly agree, 42% of the respondents agree, 33 % of the respondents had no idea and the remaining 9% disagree with the statement. Though the majority (57%) of the respondents supports the statement, a considerable number (43%) of the respondents were either indifferent or disagree with the statement. This may show that there are some gaps in updating the National Board EXCO about their accomplishments.
On the issue whether there is smooth and strong relationship between the National Board and National EXCO, 24% of the respondents strongly agree, 39% of the respondents agree, 18% of the respondents had no idea, and the remaining 18% disagree with the statement. The result shows majority of the respondents support the statement even though it is not significant. The same question is raised whether there is smooth and strong relationship between the National Board and the management. 18% of the respondents strongly agree, 27% of the respondents agree, 21% of the respondents had no idea, 30% of the respondents disagree and the remaining 3% strongly disagree. This also shows that there are some gaps between National Board and the management or their relation is not clearly known. In the same manner, it was asked whether there is strong and smooth relationship between National EXCO and the Management. 18% of the respondents strongly agree, 24% of the respondents disagree, 24% of the respondents had no idea, 27% of the respondents disagree and the remaining 6% strongly disagree. The result clearly shows that there is better communication between National EXCO and National Board as compared to the relationship between National Board and management and the relationship between National EXCO and management. 
Question was raised whether there is shared vision among the Board, EXCO and the management of the Association. 30% of the respondents strongly agree, 36% of the respondents agree, 12% of the respondents had no idea, 15% of the respondents disagree and the remaining 6% strongly disagree. Hence, majority of the respondents (66%) feels that the three bodies i.e. Board, EXCO & Management have shared vision. 
With regard to whether the National Board members clearly know the strategic direction of the Association and committed for its achievement, 15% of the respondents strongly agree, 39% of the respondents agree, 27% of the respondents had no idea and the remaining 15% disagree. Though the majority (54%) the respondents supported the statement it is not significant and about 46% of the respondents were either indifferent or disagree with the statement. In the same manner, it was asked whether the National EXCO members clearly know the strategic direction of the Association and committed for its achievement. 21% of the respondents strongly agree, 30% of the respondents agree, 27% of the respondents had no idea, 18% of the respondents disagree and the remaining 3% of the respondents strongly disagree. Though above 50% of the respondents supported the statement it is not significant and it shows there is some gap in understanding the strategic direction of the Association by all EXCO members. It was also raised if the management members clearly know the strategic direction of the Association and committed for its achievement. 21% of the respondents strongly agree, 70% of the respondents agree and the remaining 9% had no idea. In general, the result shows that the management of the Association clearly understands the strategic direction of the Association and committed for its achievement. The focus group discussions made and semi-structured interview conducted reveals that there is high level of commitment by FGAE’s volunteers both at governance and program levels.  However all agree that there is some gap in understanding the strategic direction of the Association at all levels.
4.5 Composition and Credibility
Composition and credibility of Board and Management of an organization has its own impact on the effectiveness of different organs and also has implications on their relationships. In some cases (in FGAE/IPPF) it is also a compliance issue to maintain some level of gender and youth composition at Governance and Management team. The respondents were asked to give their opinion on composition and credibility of different organs in the Association. The result is discussed below:
Table 5: Respondents opinion towards Composition and Credibility
	No.
	ITEMS
	SA
	A
	NI
	D
	SD
	M

	
	
	f
	%
	f
	%
	f
	%
	f
	%
	f
	%
	f
	%

	1
	The National Board has the right composition in terms of professional mix, gender mix and geographic representation
	7
	21%
	14
	42%
	7
	21%
	3
	9%
	2
	6%
	0
	0%

	2
	The National EXCO has the right composition in terms of professional mix, gender mix and geographic representation
	6
	18%
	12
	36%
	7
	21%
	5
	15%
	3
	9%
	0
	0%

	3
	The management of the Association  has the right composition in terms of professional mix and gender representation
	3
	9%
	17
	52%
	4
	12%
	9
	27%
	0
	0%
	0
	0%

	4
	The National Board is viewed as credible and capable organ by volunteers and staff of the Association  
	7
	21%
	15
	45%
	6
	18%
	4
	12%
	0
	0%
	1
	3%

	5
	The National EXCO is viewed as credible and capable organ by volunteers and staff of the Association  
	8
	24%
	11
	33%
	7
	21%
	2
	6%
	3
	9%
	2
	6%

	6
	The management of the Association is viewed as credible and capable organ by volunteers and staff of the Association  
	7
	21%
	20
	61%
	3
	9%
	3
	9%
	0
	0%
	0
	0%


In Table 4.5, the first question asked was whether the National Board has the right composition in terms of professional mix, gender mix and geographic representation. 21% of the respondents strongly agree, 42% of the respondents agree, 21% of the respondents had no idea, 9% of the respondents disagree and the remaining 6% strongly disagree. Though the majority supported the statement a considerable number of respondents (37%) either does not know the composition of the Board or disagree with the statement that states the Board has the right composition. From a focus group discussions made and semi-structured interview conducted, the participants believe that FGAE has a unique composition that its Board is composed of members represented from each Area Office. Thus, it certainly fulfills the issue of geographic representation. However, when it comes to gender mix, there are 5 females out of 13 Board members which accounts to 38%. With regard to professional mix, the participants believe majority of the Board members are educated. However, they argue that the board lacks diversified and relevant field of study that can support the Association. 
The National EXCO is composed of five members and the Executive Director as nonvoting member. These five members are also represented in the National Board. The question was asked whether the National EXCO has the right composition in terms of professional and gender mix and geographic representation. 18% of the respondents strongly agree, 38% of the respondents agree, 21% of the respondents had no idea, 15% of the respondents disagree and the remaining 9% strongly disagree. The result shows that the majority of the respondents supported the statement (51%), but this is not significant. This means that a considerable number of people either does not now the composition of National EXCO or disagree with the statement. From the focus group discussions and one to-one interview made, most participants believe that the National EXCO has not the right composition in terms of professional mix. With regard to gender issue, it is mandatory to have at least 50% female in the EXCO as per the IPPF’s requirement. As a result, FGAE’s National EXCO fulfills the right gender composition. Some participants in the focus group discussion claim that the members of the National EXCO do not have charisma and are not well known and are not influential people as it used to be.  They also added that the National EXCO is dominated by one or two persons and the remaining are simply followers. 
It was also asked if the management of the Association has the right composition in terms of professional mix and gender mix. 9% of the respondents strongly agree, 52% of the respondents agree, 12% of the respondents had no idea and the remaining 27% of respondents disagree with the statement. From this result and the semi-structured interview administered, it was learnt that the management has the right composition in terms of professional mix. But when it comes to gender mix it does not fulfill the right composition. At Head Office management level there is no any female representative and also there are only two females among 8 Area Managers. 
The next issue is about credibility and capability issue of different organs i.e. National Board, National EXCO and Management of the Association. It was asked whether the National Board is viewed as credible and capable organ by volunteers and staff of the Association. 21% of the respondents strongly agree, 45% of the respondents agree, 18% of the respondents had no idea, 12% of the respondents disagree and the remaining 3% were missing.  From the result it can be said that the National Board is a credible organ. For the question that stated as “National EXCO is viewed as credible and capable organ by volunteers and staff of the Association”, 24% of the respondents strongly agree, 33% of the respondents agree, 21% of the respondents had no idea, 6% of the respondents disagree, 9% of the respondents strongly disagree and the remaining 6% were missing. Though the majority of respondents (57%) supported the statement a sizeable number (43%) of the respondents either indifferent or question the credibility and capability of the National EXCO. The last question raised was that whether the management of the Association is viewed as credible and capable organ of the Association. Accordingly, 21% of the respondents strongly agree, 61% of the respondents agree, 9% of the respondents had no idea and the remaining 9% disagree with the statement. The result significantly shows that the management organ of the Association is viewed as credible and capable organ of the Association.
4.6 STRENGHTS, LIMITATIONS, CHALLENGES AND IMPACT OF bOARD/EXCO AND MANAEMNET RELATIONSIP ON THE ORGANIZATIONAL EFFECTIVNESS IN FGAE
It was discussed in the previous sections that strong and effective relationship between Board and Management is vital for the effectiveness and success of organization whether it is profit making or not-for-profit organization. Degree of strength and effectiveness of the Board Management relationship varies from organizations to organizations based on their nature, size, age, complexity etc… However, no organization is free of limitations with regard to Board Management relationship. In this section opinion of the respondents on the strengths, limitations, challenges and impact of Board/EXCO/Management relationship and its impact on the organizational effectiveness is summarized from the open ended questions on the questionnaire in the table below. 
Table 6: Summary of respondents’ opinion for open ended questions
	No.
	Questions
	Response

	1
	What are the strengths of Board Vs EXCO, Board Vs Management and EXCO Vs management relationships in the Association?
	General:

· The Board has large number of members which may enables it to contribute its share if utilized appropriately;

· There is strong desire to see the objectives of FGAE being achieved among the majority of Board, EXCO and Management members 
· They do conduct regular meetings;
· There is an established culture to direct their relation even with absence of written directives;
Board Vs EXCO

· There is designated  role for EXCO and Board in the Constitution;

· Board members are coming from All FGAE Area Offices and have meetings on quarterly bases and give necessary support/solution, decision accordingly to the EXCO/Management
Board Vs Management

· The majority of Board, EXCO and Management members have commitment
· Board members are coming from All FGAE Area Offices and have meetings on quarterly bases and give necessary support/solution, decision accordingly to the EXCO/Management
· Some members of the Board are committed, knows their mandate, learning, appreciates challenges & trusts the management to ensures that the Association is going a step forward;

EXCO Vs Management

· EXCO is easily accessible to give a day to day support for the Management body;

· EXCO has its regular meeting and also come together when there are issues to discuss and pass decisions. So since the members are nearby they provide support to management when needed. Follow-up of the implementation of the decisions and activities of the management.

· Working together for the advancement of the Association (in decision making, recruitment of volunteers etc…)
· Management carry out the decision passed by the Board/EXCO, brings issues that needs decision by the Board/EXCO and carry out regular activities and report to EXCO/Board on regular bases.



	2
	What are the limitations and challenges, if any, of Board Vs EXCO, Board Vs Management and EXCO Vs management relationships in the Association? 


	General
· Delay in annual volunteers meeting and it is not uniformly held all across the Association

· Lack of checking and  ensuring  healthy relations and managing crises, (Conflict resolution) 

· Lacks transparency at all levels

· Lacks strong mutual communication and understanding at all levels

Board Vs EXCO

· Ill representation of the Board by the EXCO in terms of professional integrity, experience and charisma

· The board is highly susceptible to legal liabilities as the EXCO are highly vulnerable to commit mistakes or manipulation,

· Limited practice of coaching & closer follow up of the board on N/EXCO

· Due to lack of governance manual, there is unclear job description for the Board and EXCO. Hence, there is some confusions of which task belongs to which body (including the Management body)

· EXCO seems to be dominated by one or two individuals and this has its own implication on the EXCO/Board relationship.

Board Vs Management

· Their relation is highly over-shadowed or influenced by the relation of the management (ED) and N/EXCO,
· The FGAE management, except the ED, has limited/no room to formally get in touch with Board on regular basis,
· Important management issues can be either overlooked or influenced by the ED before reaching the Board,
· Board decisions are susceptible to misinterpretation & manipulation before such decisions are shared to the management both by the N/EXCO and/or the ED
· The management sees the Board/EXCO as an apendoz which is dependent on the management;

· The management sees the EXCO/Board as it is doing the activities of the management;

· Although it is known the EXCO/Board can come in some major instances to work with the management, to collaboratively work activities attached to the management there is perception that it is totally crossing borders and invasion to the space of the management. 

EXCO Vs Management

· Limited effort & capacity to coach and influence the ED & the rest management team,

· The EXCO Seems to be highly influenced by the ED,

· The EXCO has limited room to regularly and closely consult the management team as it is frequently meeting the ED,

· It is highly susceptible to misunderstanding and manipulation of the ED if irregularities occur between the ED and the management team,

	3
	What impacts do the limitations and challenges will have on the organizational effectiveness? 


	· Loss of direction and lack of strategic focus;

· Being dependent upon foreign support;

· Susceptibility of breaching organizational rules, regulations and acts against the lawful provisions to the board;

· The board , being the supreme and legally liable entity, is highly vulnerable as there are potential grounds for irregularities happen at any time;

· Unethical and unlawful enrichment or use of authority could prevail;

· Reduce the image and visibility of the Association;

· Unable to attract and groom strong governance & leadership in the future;,

· Unable to win the trust of stakeholders & development partners & thereby face serious challenge to withstand the existing futile competition & leverage of resource to meet its causes;

· Difficulty in getting the required number and quality of volunteers  that join the Association;

· Staff turnover and failure to attract required talents;

· They may have negative impact on the image of the Association

·  The pace of the organization’s growth and activities will be retarded, because there will be failures in interest to act responsibly and with sense of accountability

· Reduces efficiency and effectiveness of programs, activities and services

· Reduces trust and creates crack which threatens the integrity and the pride of FGAE

· Creates gap of information among Board/EXCO

· As the organization is not constituted based on chartered policy, it is usually being affected by unexpected governmental policy changes.



	4
	What do you recommend to improve relationships at all levels in the Association?
	· Strengthening awareness of concerned personnel.

· To help the whole actors in the Association to understand deeply and clearly the rules and regulations  of the Association

· There has to be a clear policy and regulation in the FGAE Constitution for proper succession plan of the governance and management, particularly for senior positions,

· Unless and otherwise FGAE works on making up of its Board and thereby the EXCO  with recruitment of highly experienced, figurative, senior academic training ensuring professional and gender mix, maintaining the current trend will not take it any longer as to the requirement of the dynamic and competitive environment of the day,

· Until a vibrant, capable and charismatic governance coming in to the seen of FGAE leadership, it is of necessity for the Board to limit the role of the EXCO and bestow its accountability building the capacity of the board members on relevant issues, such as:

· Regular updating of the national & global scenarios that affect the Association,

· The recently enacted laws, regulations and proclamations regarding the Civil Societies and Charities, GTP, etc

· The IPPF strategic directions and shifts in strategic focus,

· There must be transparency, mutual understanding and respect to each other at all levels

· Governance manuals that clearly show the responsibility and accountability of each body ( Board, EXCO,  Management) should be prepared

· There should be positive thinking and try to fill the gap when even faced challenges

· Board, EXCO and Management should work together in an integrated manner by giving due respect to the autonomous of each body (avoid interference on matters to be handled by respective body)

· There should be a regular meeting between Management and Board/EXCO

· There should be cooperation and strong relation among all parties

· If a right communication lines are established things will be improved

· 

	5
	Any additional idea? 


	· Carefully facilitate the playground where volunteers and the management do their best in closest relationship in the Association

· We hope that the Board will consider the outcome of this and other recent study findings such as that of the TWG while the organizational restructuring to fill the gaps pertaining to the governance. 


4.7 SUMMARY OF RESULTS FOR SEMI-STRUCTURED INTERVIEW AND FOCUS GROUP DISCUTIONs 
Semi-structured interview was administered with 10 (3 females and 7 males) purposely selected volunteers and staff and also focus group discussions were held with 20 (9 females and 11 males) selected volunteers and staff members. The content for both data collection methods are the same and consolidated under one summary table. The result for both methods is in agreement with the result discussed above for questionnaire. Furthermore, some additional information from the summary of semi-structure interview and FGD is used in the conclusion and recommendation part. Please refer the summary of results in annex 4.
CHAPTER V

CONCLUSION AND RECOMMENDATION
Despite all its limitations, this study has revealed some important findings with regard to Board/EXCO and Management relationship and its impact on organizational effectiveness in the Family Guidance Association of Ethiopia (FGAE).
5.1 CONCLUSION
i) Clarity of Roles & Responsibilities of Different Organs:

· Board: There are general roles and responsibilities of National Board which is written on the Constitution. However, it needs detailed guidelines and procedures to be included in the separate by-laws and Governance Management Manual in order to be effectively implemented. It is also found from the study that most Board members even don’t clearly know what the Board mandates and roles of individual Board member are as per the Constitution. 
· EXCO: There are general roles and responsibilities of National EXCO and Area EXCO which is written on the Constitution. However, this also needs detailed guidelines and procedures to be included in the separate by-laws and Governance Management Manual in order to be effectively implemented. The roles and accountability of Area EXCO in the Constitution lacks clarity.  It is also found from the study that most Area EXCO members don’t clearly know what the Area EXCO mandates as a team and roles of individual Area EXCO member as per the Constitution. There are also instances where the National EXCO engaged in micro management and intervened in the Management roles and responsibilities which are described in the job descriptions and functional descriptions of each individual management member.
· Management: There are job descriptions for individuals and functional description of units and departments as per the organizational structure of the Association. However, Management of the Association has no written mandates, roles and responsibilities as a team at all levels. This created confusion as to what the Governance & Management boundaries are and resulted in some misunderstandings between EXCO (both at National and some Area) and the Management as a team.

ii) Knowledge of Strategic Direction of the Organization:
Generally, there is lack of shared vision among different internal stakeholders of the Association at different levels. There is no proper induction and orientation on the strategic directions and priorities of the Association especially to volunteers and lower level staff of the Association.

· Board: Most Board members do not clearly know the strategic direction and priorities of the Association. During Board regular meetings they tend to discuss on the micro and routine (general service & miscellaneous fire fighting) issues rather than strategic directions and priorities of the Association. As a higher governance organ, the Board is not giving direction to the EXCO and the Management by taking in to account internal and external changes and developments.

· EXCO: The National EXCO members have better understanding of strategic directions and priorities of the organization than the National Board members. But still there are few National EXCO members and Area EXCO members who do not clearly know the strategic directions and priorities of the organization. 
· Management: The Management clearly knows what the strategic directions and priorities of the organization are. However, it is not proactive and not sufficiently open to new ideas and changes which have impacts on the current strategic directions and priorities of the Association.
iii) Policy Documents, Guidelines, Procedures and Protocols:

· Family Guidance Association of Ethiopia (FGAE) has different operational and policy manuals in the area of resource management and program management. It has also Constitution which serves as a base for other policy and procedures development. As part of compliance to IPPF’s policy, staff and volunteers of FGAE sign annual conflict of interest declaration. However, some important guidelines, manuals and by-laws are missing in the area of Governance and Management such as:
· Separate Code of conduct/ethics for the Board/EXCO and Management;

· By-laws which derived from the Constitution and shows clear roles and responsibilities of different organs in the organization;

· Governance Management Manual (recently developed & issued while this study is being conducted);

· Though staff and volunteers of the Association sign annual conflict of interest declaration as part of compliance to IPPF’s policy, there is no written separate policy and procedures on conflict of interest;
· There is no policy and procedures on succession planning for Governance and Management;

· There is no Whistleblower Policy and Procedures to enable individuals to report wrong doings at Governance and Management level;

iv) Clarity of Structure and Line of Accountability and Responsibility:
· Organizational structure of the Association clearly shows reporting lines and lines of accountability and responsibility (for staff and volunteers) of the Association especially at the national level. However, lines of accountability and responsibility of the Area EXCO and volunteers at work unit level is still area for improvement. The degree of accountability, responsibility and relationship that the Area EXCO has with the national EXCO and Area assembly was not clearly indicated in the pertinent documents. Their relationship with the Area Manager is not also well articulated.
v) Proper Functioning of Program and Support functions:
· The study reveals that program and support functions of the Association are working and producing results individually.  However, working as a team and providing support for internal stakeholders are cited as an area for improvement. Lack of focus, inability to build reasonable trust, lack of initiating new ideas, not being innovative and proactive starting from the top leadership to the bottom was also indicated as area that needs attention.
vi) Composition of National Executive Committee and National Board: 
· Board: The national Board has a representation of different Area and geographic locations which can be taken as a positive thing. The Board is composed of members with different educational background and experience which fulfills the professional mix requirement. However, this has not been utilized properly as an input and their competency is not cultivated through capacity development and involvement to get the required contribution from the Board as a team. The Board has not the right gender and youth composition. 

· EXCO: The national EXCO fulfills gender and youth composition requirements as per the Constitution. However, there is a lot of work to be done in the area of professional mix and competency. 
· Composition has a lot to do with identifying and recruiting members and election/selection of EXCO/Board. Though it is currently given due attention, the recruitment of new members to the Association was focusing on the number rather than quality of volunteer members. The induction/orientation, involvement and evaluation issue were not also considered seriously before. The election/selection of Board/EXCO members has its own criticism for lacking transparency. Many consider the selection/election of EXCO/Board is being done on the basis of friendship or close relation than competency and merit. The study participants claim that the senior management (both at National and Area levels) actively work and facilitate to bring those members who do not challenge them to the Governance.
· The management, administration and follow-up of volunteer affairs had been neglected until recently and this resulted in inability to attract capable and influential volunteers as it used to be long ago. Even the existing volunteers have not been utilized at the required level. However, the Association has recognized the challenges and designed strategies to overcome these problems including the assignment of Volunteer Affairs Officers at national and area levels.

vii) Perception of Middle Level Managers and Area EXCO Members on Board/EXCO Management Relationship in the Association: 

· The relationship between Board and EXCO and Board and Management of the Association are considered good by most middle level managers and Area EXCO members. However, they feel that the instances whereby the Management and Board meet/communicate are very limited.
· The same group considers the relationship between EXCO and Management at different levels as area that needs attention and improvement by mentioning some incidents that ailed their relations to some extent. 
In general, the gaps identified above did not seriously damage the relationship between Board/EXCO and Management, at least for the time being. However, they still have negative implications and eroded the trust between EXCO and Management and the trust within the Management itself to some degree. 
One cannot also deny that they have had impact on the Association for not being proactive, innovative and embrace changes and new ideas. The study reveals that there is a general tendency to stick to old ways of doing things and statusquo at all levels in the Association. Everybody seems comfortable to leave in the old days by telling the past history of the Association. It is true that the Association was a pioneer in initiating FP Services, Youth Friendly SRH services, SRH Trainings and innovative community based approaches and services in Ethiopia in the past. But currently, new emerging organizations are posing a tremendous challenge to the Association by threatening to take its leadership position in the SRH arena through innovation and dynamism.    
Finally, if the problems happened on the relationship between EXCO and Management here and there persist and not addressed wisely, they may cripple the Association in the near future. The dynamism of Governance and Management of the Association is also a serious area of attention in this competitive environment.    
5.2 RECOMMENDATION
Based on the findings of this study, the following recommendations are suggested to the Board, EXCO and Management of the Association.

· Based on the Constitution of the Association, there should be written by-laws, manuals and guidelines which clearly show mandates, roles and responsibilities of the Board, EXCO, and Management at all levels. The Constitution shall also be amended to sufficiently include roles and responsibilities of each organ;

· Vision, mission and organizational values should be shared among all stakeholders (Governance, Management, volunteers and staff) of the association. There should be proper orientation training of Board/EXCO members on the direction and priority of the Association and support them to align their roles and responsibilities towards this;
· Given that the current policy and procedural documents in the Area of Governance & Management are found to be insufficient, there should be efforts to develop and issue the following documents:
· Code of Conduct/Ethics for the Board/EXCO & Management;

· Bylaws which clearly shows roles & responsibilities of each organ;

· Comprehensive Governance Management Manual;

· Conflict of Interest Policy;

· Policy & Procedures on Board/EXCO and Management succession planning;

· Whistleblower Policy and procedures;

· The accountability and responsibility lines and roles for Area EXCO and Work unit should be clearly designed;

· Trust, respect and confidence among Senior Managers should be enhanced through different OD activities. Positive relations and collaboration can be promoted by building trust and respect. There should be capacity building interventions in the area of leadership in order to promote dynamism, innovation and effective leadership.

· The Management should create an environment whereby volunteers both at Governance and membership levels contribute to the success of the Association. They should effectively support the Governance in order to carry out its strategic responsibilities. 

· Influential, charismatic, and competent volunteers should be attracted to and involved in the Governance of the Association. There should also be gender and youth balance at National Board level.
· Election/Selection of the Board/EXCO members should be done based on merit and competency.

· The Governance of the Association (specifically National and Area EXCO) should not involve in the micro-management of the Association: rather they should focus on the strategic issues such as:

· Setting strategic direction;

· Formulating Policy;

· Measuring organizational performance and accounting to stakeholders;
· Monitoring conduct of business and safeguarding resources;

· Recruiting, monitoring and evaluating Executive Director.

·  There should be a forum whereby Board/EXCO meets with Senior Management as a team to discuss on the strategic issues and performance of the Association on regular bases. A conducive and enabling environment to encourage innovation and new ideas should be created.
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“No single relationship in the organization is as important as that between the board and its chief executive officer. That relationship, well conceived, can set the stage for effective governance and management.”
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