11 April 2013

As a result of our meeting the day before the January Board meeting, the following memo was sent out to Directors, Vice Directors and Officers:

Date:     28 January 2013

To:       ARRL Directors (& Vice Directors) (& Officers)

From:     Tom Frenaye, K1KI (for the A&F Committee)

Subject:  CEO Job Description

We want your input!

As discussed at the recent Board Meeting, the Administration and Finance Committee is working to update the job description for our Chief Executive Officer position.   This is something we haven't done in many years but as Dave Sumner nears retirement age, we need to have an up-to-date version in hand.

When the day comes that Dave announces his retirement plans we will need to be able to tell candidates for the job what we are looking for, and have a way to evaluate those who are interested.  The goal is to develop a job description for the Board to approve, possibly at the July meeting.

Rather than looking at qualifications first, it has been suggested that we first need to ask ourselves what the questions are we need to answer before we can develop the qualifications and job description.   A few examples are: 


· Is an Amateur Radio license required?   Extra Class?  

· If a license is required, are certain Amateur Radio experiences or activities required/desired? 

· What size budget should the candidate have managed previously? 

· In general, how much managerial experience is required/desired? 

· Is non-profit or for-profit experience required/desired?  If so, how much? 

· Is experience in a service industry required/desired? 

· Is experience in a membership organization required/desired? 

· Is experience with a high-volunteer organization required/desired? 

· How important is international experience? 

· What amount of management experience is required/desired?  Should it be based on size of prior employers, length of time as senior manager, some combination, or other factors?? 

· Must have the ability to write thought-provoking editorials in QST? 


The plan is to get your input on the questions, prepare a summary and analysis, then come back to you for guidance on the relative importance of each of the questions.  From that we can prepare a job description for the Board to approve.  After that, we'll need to prepare a version to be used in any search process where the search description may need to use different terms and phrases than we're used to using internally.

So, what are the questions from your point of view?  Are those listed above appropriate?  What others should be added to the list?

I know that this isn't just an exercise in building a job description we can agree upon.  As a separate process, we should also think about some more global questions we may want to answer before settling on a job description (or after).  Director Fenstermaker distributed a white paper with some ideas at the recent Board Meeting.  Here are some other possible questions for us to answer: 


· Do we need a separate CEO and COO?  Can the CEO also handle supervision of the ARRL operations, and supervision of the managers in charge of the various departments?   

· To what extent should the CEO be involved in international relations work, other than representing ARRL as a figure head at major events.  Can those duties be handled by the CTO, International Affairs Vice President, and our IARU Secretary? 

· Should the CEO be more heavily involved in ARRL promotion and development work within the U.S., along with the CDO? 

· Do we need to answer questions like these before we develop a job description, or will we need to consider these questions when we evaluate candidates, and then adjust the organization? 

· Should the new CEO be the one to lead the discussion on any reorganization of top management? 


Personally, I think the job description comes first - we need to know what we think our ideal candidate should have in experience and skills.   Once we have one or more candidates, then there are likely to be questions about the management structure based on the skills each one brings to the table, and what our vision for the organization is.

We'd like your input in the next two weeks - by February 10th please.  Post the input on ODV if you want, or send to me for distribution to A&F Committee members.  We'll compile all of the input received and then get back to you with the compilation and the second round of requests as we work through this process.

Many thanks!

    -- Tom

PS: A&F members, please provide your input along with everyone else...

=====

e-mail: k1ki@arrl.org   ARRL New England Division Director  http://www.arrl.org/

Tom Frenaye, K1KI, P O Box J, West Suffield CT 06093 Phone: 860-668-5444 

Responses were received from:
Director David Woolweaver, K5RAV

Vice Director Mike Raisbeck, K1TWF

Vice Director Bill Hudzik, W2UDT

Vice President Jay Bellows, K0QB

A follow-up was sent a week later:

Date: Sun, 03 Feb 2013 21:32:37 -0500

To: arrl-odv@arrl.org

From: Tom Frenaye <frenaye@pcnet.com>

Subject: [arrl-odv:21499] Re: CEO Job Description

I've heard from a few Directors and Vice Directors so far, would still like to get your input by February 10th - about a week from today.

The first phase of this is to make sure we have all of the important questions on the table about the CEO job description, not to answer them all.  

So look at the questions suggested in the original memo and see what questions you think are missing.

Once that is done, we'll start to prioritize and answer them.

Thanks!

    -- Tom

=====

e-mail: k1ki@arrl.org   ARRL New England Division Director  http://www.arrl.org/

Tom Frenaye, K1KI, P O Box J, West Suffield CT 06093 Phone: 860-668-5444 

Additional responses were received from:

Director Jim Weaver, K8JE

Director Dennis Bodson, W4PWF

Director Greg Widin, K0GW

The full text from each of the responses is included at the end of this report.  The bold text indicates their comments.
Most of the responses jumped ahead and tried to answer the main questions, rather than try to help us to make sure we were asking the right questions to begin with.  Several good suggestions for questions were raised:
· Is/How much salary administration-personnel evaluation experience needed or desirable?
· Is governmental regulatory experience required?

Additionally, Vice Director Hudzik reminded us to take a look at the references to the CEO in the Articles and By Laws (especially By Law 35).   A full summary of the Articles and By Laws that reference the CEO is attached.

I suggest the next step is to consider adding the additional questions to the list, and work to make sure we get input from all Directors on the questions we agree need to be answered so we can develop a list of requirements for job description.   

Next, that job description needs to be drafted.   Do we think we can do it?  Do we need some outside assistance?   Let’s plan to have a final product ready for the July meeting of the Board..




-- Tom
------------

K1TWF – 1/29/13:

Is an Amateur Radio license required?   Extra Class?  

If a license is required, are certain Amateur Radio experiences or activities required/desired? 

Yes, the candidate should be an active ham, and have been one for more than a a decade

What size budget should the candidate have managed previously? 

At least half the size of our budget

In general, how much managerial experience is required/desired? 

A decade at least

Is non-profit or for-profit experience required/desired?  If so, how much? 

Not-for-profit desirable, but not required

Is experience in a service industry required/desired? 

Desirable, but not required

Is experience in a membership organization required/desired? 

Desirable, but not required

Is experience with a high-volunteer organization required/desired?

Desirable, but less important than service or not-for-profit.  My rationale is that we have internal departments to handle this.

How important is international experience? 

Desirable, but less important than service or not-for-profit.  My rationale is that we have internal departments to handle this.

What amount of management experience is required/desired?  Should it be based on size of prior employers, length of time as senior manager, some combination, or other factors?? 

50+ employees, over a decade as senior manager

Must have the ability to write thought-provoking editorials in QST? 

Yes, though not necessarily on the same topics as Dave 

And one topic that you missed – some government regulatory experience required

-------------
K0QB – 1/31/13

Is an Amateur Radio license required?   Extra Class?  

As a practical matter I believe members would expect the CEO of ARRL to be a “real amateur.” While the interpretation of “real amateur” may vary from member to member at a minimum I believe the expectation includes both holding an Amateur Extra Class license as an indication of the CEO’s understanding and appreciation of amateur radio, the importance of ARRL and the importance of amateur radio in the life of many if not most members

If a license is required, are certain Amateur Radio experiences or activities required/desired?

Building upon my prior reply, I believe participation in contests, other HF activities and an understanding of the role of amateur emergency communications is desired, if not required.

What size budget should the candidate have managed previously? 

This as with most of these questions will depend upon our vision of the duties and responsibilities of the new CEO. Clearly, the CEO needs to be comfortable with leading an organization with a $15MM budget, but depending on the supporting officers the necessary skills may be more directed toward leading and managing the officers reporting to him/her and representing ARRL to members and beyond rather than managing a budget.

In general, how much managerial experience is required/desired? 

We are answering these questions in a vacuum. Perhaps that is always the case. When Dave Sumner was hired as General Manager the size, activities, unrelated business income and advocacy activities of the ARRL were much different than they are today. Few could have envisioned the changes in amateur radio that would occur 10, 20 or more years in the future or the burdens that would place upon ARRL or its leadership.

At that time the Board opted for a thirty- something with ability and commitment to ARRL and amateur radio.  The organization has changed but the basic need for a CEO with ability and commitment to ARRL and amateur radio remains unchanged. The biggest difference is that now our CEO needs to manage the reporting officers who in turn are responsible for day to day management.

Is non-profit or for-profit experience required/desired?  If so, how much? 

Actually ARRL isn’t strictly a non-profit entity. For that matter few non-profits in the 21st century are. ARRL has both non-profit and for profit components. A CEO candidate needs to understand that aspect of ARRL and would ideally have experience in both arenas. 

Is experience in a service industry required/desired? 

It would be helpful but as noted above ARRL has both service and product components. The CEO needs to understand and ideally have experience in each venue.

Is experience in a membership organization required/desired? 

It would certainly be desired.

Is experience with a high-volunteer organization required/desired? 

It would certainly be desired. More importantly experience or the ability to work with and elected Board of Directors, each of whom has allegiance to his or her geographical and interest group members is a necessity so long as the existing governance structure is in place. 

How important is international experience? 

International experience is very important. While not generally appreciated by volunteer leaders and members, ARRL is both viewed with respect and some suspicion in the international amateur community. The success of ARRL in maintaining a vibrant and thriving national society at a time nearly all other societies are facing declining membership and funding issues is viewed with respect. At the same time there is an underlying concern that the structure of IARU is controlled by ARRL and the services provided by ARRL may siphon member dollars from other national societies. Understanding those issues and having the skill to maintain positive and cooperative relationships with leaders in other national societies crucial to presenting amateur radio as a unified force in representing the interests of amateur radio internationally. In a real sense the international stage is the foundation of the spectrum and privileges that are the basis of amateur radio.

What amount of management experience is required/desired?  Should it be based on size of prior employers, length of time as senior manager, some combination, or other factors?? 

As always it needs to be based on a combination.

Must have the ability to write thought-provoking editorials in QST? 

Yes, for the foreseeable future.  

Do we need a separate CEO and COO?  Can the CEO also handle supervision of the ARRL operations, and supervision of the managers in charge of the various departments?   

If we expect the CEO is to have international responsibilities, show the flag to members beyond Newington, be the prime interface with the Board of Directors and maintain a vision of the future of amateur radio we need a separate COO who is responsible for the day to day operation of ARRL.

To what extent should the CEO be involved in international relations work, other than representing ARRL as a figure head at major events.  Can those duties be handled by the CTO, International Affairs Vice President, and our IARU Secretary? 

That will depend on the skills and experience of the CEO. Much of the day to day activities should fall within the scope of the CTO when dealing with ITU and ITU Regional organizations. 

The IARU Secretary has traditionally been an ARRL member but that isn’t a requirement and we can’t necessarily assume that will always be the case. While the IARU Secretary may be an ARRL member (and former official) his responsibilities are to IARU as a whole. The interests of other IARU regions and societies may not always align with the interest of ARRL. The IARU Secretary will have to be sensitive and responsive to concerns beyond ARRL.

The ARRL IAVP responsibilities have varied over the past 25 years and will likely vary as much in the future. Beyond the IAVP duties as an IARU Region 2 Director the responsibilities are assigned by the ARRL President. Assuming the IAVP has the requisite skills and time he or she could take on responsibilities at IARU and ITU meetings currently undertaken by the CEO. 

Whether the mix of activities and responsibilities of the CEO should continue or be undertaken by other ARRL officials will strictly be a function of the skills and reputation of the CEO. It is difficult to imagine there will be a CEO candidate with the combination of knowledge and experience of David Sumner as an active amateur and respected professional in international spectrum and related matters. 

Dave Sumner’s experience and respect is a product of years of work in the arena. We can transition to a different model for ARRL at the international level but every effort must be made to do it over time so as to maintain carefully built relationships. 

Should the CEO be more heavily involved in ARRL promotion and development work within the U.S., along with the CDO? 

Possibly, but again this will depend upon the skill sets of the CDO and CEO.

Do we need to answer questions like these before we develop a job description, or will we need to consider these questions when we evaluate candidates, and then adjust the organization? 

We need to be thinking about these questions while developing a job description. However, in the end the selection of the CEO and his responsibilities will be a function of his skills and experience and the skills and experience of the other officers of ARRL.  Establishing an overly specific job description will unnecessarily limit the pool of candidates to the disadvantage of ARRL

Should the new CEO be the one to lead the discussion on any reorganization of top management? 

Yes, so long as he or she has a good realization of his or her strengths and shortcomings as a executive.

The questions framed in your email look to skills necessary to the organization. As such I believe the questions are important.  In my responses I tried to suggest the most important skill set I thought we should be looking for is the ability to build, work with and a team of officers. Like it or not the CEO is the ongoing face of ARRL. President's come and go, the CEO tends to be the constant.

I’ll take another run at the email and try to formulate a couple of questions that go to that perspective.

---------------
W2UDT – 2/1/13

CEO JOB DESCRIPTION

The paper developed by Director Fenstermaker is a good starting point for developing a CEO job description. My thoughts are that a CEO should be selected first and include what management skills the person may have. These skills can then be used to determine how other responsibilities can be divided up and, finally, what the organization’s vision can be. Obviously, the CEO is the focal point of the organization.

My thoughts on CEO Requirements:

· The person should be an active amateur radio operator, preferably an Amateur Extra.  This is important since one would need to know what Amateur Radio is if he/she is to be CEO.

· The salary is probably the most difficult was we all know the NE is an expensive area to live in.

· Non-profit experience is a plus as the ARRL is non-profit and that does limit one’s ability to pursue funding.

· Management experience is of paramount experience as the HQ staff and volunteers are not small and may actually grow.

· The ability to work within a volunteer organization is important.

· The CEO should focus on day-to-day activities and leave the international realm to the International Affairs VP, the CTO and IARU Secretary. He should know what is going on in these areas.

· A COO should be responsible for supervising the ARRL departments leaving the CEO to concentrate on the above mentioned bullet.

· Even though some items can be handled via various media tools on-site presence of a CEO is still needed.

· Use the job description in the By-laws as a guide.

Other Items:

Although the COO and CDO are nearing retirement age succession planning should be in place for these areas as well.

Are there individuals on staff who can be promoted to these areas? This has been done to fill vacancies before.

73, Bill Hudzik, W2UDT, Vice Director Hudson Division

--------------------

K5RAV – 2/3/13

  
Here are answers to your questions regarding CEO job description. 

Is an Amateur Radio license required?   Extra Class?    No.  Diane Petrilli came to the ARRL four years ago not knowing the difference between a ham sandwich and ham radio.  Today, she is an Extra Class. 
If a license is required, are certain Amateur Radio experiences or activities required/desired? 

What size budget should the candidate have managed previously?   $5 million 

In general, how much managerial experience is required/desired?   5 years 

Is non-profit or for-profit experience required/desired?  If so, how much?   Does not matter 
Is experience in a service industry required/desired?   Preferred 
Is experience in a membership organization required/desired?   Preferred 

Is experience with a high-volunteer organization required/desired?  Preferred 

How important is international experience?  Not important 

What amount of management experience is required/desired?  Should it be based on size of prior employers, length of time as senior manager, some combination, or other factors??   Difficult to quantify.  I would expect applicant to have had decision making experience and personnel management experience.  
Must have the ability to write thought-provoking editorials in QST?  Nice, but not a deal breaker
Do we need a separate CEO and COO?  Can the CEO also handle supervision of the ARRL operations, and supervision of the managers in charge of the various departments?   The ARRL is a small non profit at $15 million/year.  100 employees do not make a large corporation.  The CEO/COO position should be merged.  Eliminating the COO’s position will provide more available funds to tempt a CEO candidate. 
To what extent should the CEO be involved in international relations work, other than representing ARRL as a figure head at major events.  Can those duties be handled by the CTO, International Affairs Vice President, and our IARU Secretary?   The CEO cannot be completely separated from International relations, but the Board is represented by the VPIA and the IARU Secretary. 

Should the CEO be more heavily involved in ARRL promotion and development work within the U.S., along with the CDO?  Yes, I see the CEO as a leader who is in the trenches with the troops.  Promotion is a very important part of a non profit’s operation plan.  

Do we need to answer questions like these before we develop a job description, or will we need to consider these questions when we evaluate candidates, and then adjust the organization?   We need to discuss the generalities of these questions, but there should be no delay in seeking a new CEO. 
Should the new CEO be the one to lead the discussion on any reorganization of top management?  Yes and No.  A new CEO will not have an understanding of the complex operations of the ARRL.  If you mean by reorganization of top management the elimination of the COO’s position, I can answer that question now.  It would be nice to have a COO, but we can’t afford to pay both  a new CEO and a COO in view of the fact that the ARRL is not large enough of an organization to warrant both offices.
-------------
K8JE – 2/4/13
A suggested addition to the CEO question pool:

 

        "Is/how much salary administration-personnel evaluation experience needed or desirable?"

---------------

W4PWF – 2/8/13

For whatever reason, I did not respond to your first email. Mea culpa. I believe the most important question that needs to be answered is, “What will be the role of the CEO?” If that role is to just manage HQ, international experience and being a ham would not be a requirement. If the CEO is going to interface with the international amateur community, then he should not only have international experience but also be a licensed and active ham. In addition, managing of over 100 people is desirable. However, I would look at the size of the budget rather than the number of people. What about fund raising? If so, then experience in that area would be useful. If the CEO is to be the face of the ARRL to all hams both domestically and internationally, then they will need not only to have managerial experience, but also international experience as well as an active ham operator.

 

I may have been redundant, but until we answer the basic question, it will be difficult to look at other criteria.

 

With regards to the COO, I believe we will need one no matter what happens. I am not aware of any organizations where the CEO is also responsible for the nuts and bolts of the organization of over 100 employees.

 

Hope this is of some help.

----------------
K0GW – 2/9/13

Apologies for only sending this at this late date.

Though I am sure there are individuals in the world who could be an effective CEO for ARRL without being hams themselves, I think choosing a non-ham for the position represents an unacceptable risk.  It would be like having couples consult an unmarried marriage counselor; I'll bet that happens all the time, but in a technical field like ham radio, the risk is doubled, because there is the gap in culture of the discipline as well as the gap in interpersonal culture that the individual would need to transcend.

A good candidate needs to be capable of diplomacy at times.  He/she must experience a sense of accomplishment from improving the environment of ham radio as well as of the League's headquarters operation.  Obviously we need someone with some managerial experience.  I also think that an immense advantage would be if the person has some experience in publishing, or working in another organization like ARRL, where communication via publications is such an immense part of the organization.  We need to know what vision the person has for the ARRL.  Perhaps this item should not be asked until after the screening on some more tangible points of the person's resume'.

I'm on another non-profit board in Minnesota, and when our CEO resigned a year and a half ago, we retained an executive recruiter.  I believe this was very important in finding a good replacement.   I think we should seriously consider doing this, even though it would be an expense to ARRL.  What is the cost of finding a "replacement" ourselves, and then discovering that he/she is not what we thought they were.  I don't want to be there.  Sometime, "it's the stingy man who pays the most."

I'm not sure this is what you were looking for, but I hope that a few of these considerations make sense to others and that they can somehow contribute to us finding and obtaining the services of an excellent candidate.

