
The Lay/Staff Relationship 
 
A crucial component in the effective functioning of boards and committees in JCCs is the 
relationship between lay leaders and the professional staff.  The lines differentiating roles, 
responsibilities and functions between policy groups and staff are not always clear and 
distinct.  There are, however, fundamental standards that lead to a lay/staff relationship that 
is characterized by interdependence, mutual support, and excellence in performance.  They 
begin with the recognition of the unique contribution each makes to the relationship.   
These fundamental standards are: 
 

POLICY FORMATION is a cooperative effort between members of the board and 

committees and professional staff members.  It involves the identification of policy needs, 
formulation of policy opinions, and consideration of policy options.   
 

POLICY DETERMINATION is the sole responsibility of the board.  This responsibility is 

derived from the legal status of the board.  The board actions establish mission, policies and 
direction for the JCC.   
 

POLICIY IMPLEMENTATION is the responsibility of the professional staff, once 

established.  Lay and volunteer leaders may be involved and assist in implementation, but 
staff is ultimately responsible to the board to see that policies are carried out.   
 

POLICY MONITORING is the responsibility of the lay board committees and 

professional staff members.  Periodic performance reporting on implementation to the 
policy-making groups is the responsibility of professional staff.  Based on these results, the 
lay groups are responsible for making judgments about implementation and determining 
future policy actions as appropriate.   
 
The following fundamental principles should be taken into consideration to build strong, 
positive lay/staff relationships: 
 

 The relationship should be based on mutual recognition of and respect for the unique 
and necessary contributions that each brings to the JCC. 

 The relationship should be characterized by mutual trust, sharing of opinions and 
relevant information.  There should be an atmosphere conducive to the sharing points 
of view, feelings and critical performance. 

 The board is the responsible legal body of the JCC, As such, it employs the executive 
director.  The staff, although hired by the executive director, is also legally employed 
by the board.  

 The president is the head of all policy-making bodies, and the executive director is the 
head of all staff.  

 
Duty of obedience: 
Obedience to the organization’s central purposes must guide all decisions.  JCC Executive 
Directors must understand that any power to act comes from the delegation of the board of 
directors.  If there is no delegation, there can be no authorized act.  
 


