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To examine the existing committee structures, governance and 
organizational alignment within our Strategic Framework – all 
with an eye to: 

1. Increase the attendance, and engagement of board 
members in committees and at board meetings; and 

2. Ensure committee efforts are working to maximize ARC 
Board engagement and impact. 
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• Engagement – Robert Wood Johnson Foundation (RWJF) talks about 
engagement as the members’ ability to talk about programs, answer 
questions about initiatives, demonstrate familiarity with the 
organization’s budget, and express physical comfort in Board meetings.  
Engaged Boards have a sense of ownership regarding the important 
decisions they make, and should be able to articulate the reasons they 
support or defer regarding decision outcomes.

• Impact – Board Governance is aligned with and effectively provides context for 
important operational decision making. Additionally, a diverse board 
presents a variety of perspectives and knowledge that promotes enhanced, 
nuanced and informed decision making.

In order to make sure we are all speaking the same language, 
first let’s define some of the key terms in the charge
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Rising 
complexity 
of problems 

we face

Rapidly 
shifting 

environments

Economic 
competition 
is both local 

& global

Issues 
connect 
across 

jurisdictional  
boundaries

Growing 
diversity of 

voices 
among 

communities 
we serve

The Metro 
Atlanta 
Region

The environment in which ARC and all our member 
jurisdictions operate is constantly and rapidly changing
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Key Challenges
From Committee Chairs and Liaising Staff

Impact on Governance/Operations

• Committees and Board have challenges consistently 
making a quorum

• Decision makers don’t often have the benefit of 
hearing all factors impacting a particular decision

• The current schedule of committee and Board 
meetings require Board members to come to ARC 
frequently

• Frequency of committee and Board meetings puts 
pressure on Committee Chairs and staff to develop 
agendas that are consistently engaging and strategic 

• Consistent absences by some jurisdictions means 
the full diversity of the Board is not brought to bear 
on regional matters

• Important actions and mandates often depend on 
decisions being made in a timely manner

• Limited information can narrow the perspectives 
brought to bear on increasingly complex issues

• So many meetings risk a loss of clear relevance and 
priority in decision making

• If agenda are neither engaging nor strategic, it begs 
the questions of whether we are engaging the 
Board at the appropriate level

• Consistently missing any voice makes in difficult to 
develop truly regional solutions

While, overall, ARC’s Board remains generally effective, there 
are opportunities for greater efficiencies and effectiveness 
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We are all familiar with the year at a glance calendar.  
However, an analysis of the meeting schedule reveals more…
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Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec
ARC Board

X X X X X X X X X X X

Governance Committee
X X X X X X X X X X X

BARC X X X X

RTC X X X X X X

TCC XX XX XX XX XX XX XX XX XX XX XX X

TAQC X X X X X X X X X X X

LUCC X X X X X X X X X X

SRC X X X X X X X X X X X

CRC X X X X X X X X X X X

A&IS X X X X X X X X X X X

Aging Advisory X X X X X X X X X X X

Workforce Board X X X X

Water District X X X X

UASI X X X X X X

When viewed this way,  one must ask,  “Are all of the meetings 
below necessary for meeting our objectives?”
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ENSURING THAT THE RIGHT PEOPLE ARE IN THE RIGHT 
PLACES, CONSIDERING RELEVANT ISSUES

SEQUENCE QUARTERLY/ANNUAL AGENDA SETTING IN 
ORDER TO STREAMLINE THE CALENDAR FOOTPRINT

ALIGN BOARD GOVERNANCE WITH OPERATIONAL 
CHANGES 

REALIZATION OF GREATER LEVELS OF:  ATTENDANCE, 
STRATEGIC ENGAGEMENT AND SUSTAINED IMPACT
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As we collected information, we imagined a simple relationship 
between the factors we can control and the outcome we desired
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Substance Structure Scheduling

What Issues the Board Considers…

..should be substantive, timely and 
sequenced so that decision, when 
possible, build on each other, and/or 
are additive.

When the Board Considers the Issues…

…should be scheduled in a way that 
ensures both maximum participation 
and timely consideration of mandated 
action items. 

How the Board Considers the Issues…

…should be in such a way that their 
decisions are informed by the best 
information available to them, and the 
impact for their communities 
considered.

We used the factors to help direct our search and 
organization of information
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2

Key Challenges
Impact on 

Governance/Operations

• Committees and Board have challenges 
consistently making a quorum

• Decision makers don’t often have the 
benefit of hearing all factors impacting a 
particular decision

• The current schedule of committee and 
Board meetings require Board 
members to come to ARC frequently

• Frequency of committee and Board 
meetings puts pressure on  Committee 
Chairs and staff to develop agendas 
that are consistently engaging and 
strategic 

• Consistent absences by some 
jurisdictions means the full diversity of 
the Board is not brought to bear on 
regional matters

• Timely actions depend on decisions 
being made in a timely manner

• Limited information can narrow the 
perspectives brought to bear on 
increasingly complex issues

• So many meetings risk a loss of clear 
relevance and priority in decision 
making

• If agendas are neither engaging nor 
strategic, there is a question of 
whether we are engaging the Board 
at the appropriate level

• Consistently missing any voice makes 
it difficult to develop truly regional 
solutions

Solution Set

• Perhaps fewer, more substantive 
meetings would be easier to 
schedule 

• Perhaps opening up “Board
committees” to a broader array of 
stakeholders would bring different 
perspectives 

• Perhaps different kinds of 
meetings would promote 
engagement

• Perhaps coordinating an 
annual/semi-annual agenda would 
allow appropriate level engagement 

• Perhaps annual agenda planning 
and intentional scheduling would 
promote better attendance

Based on observations, conversations with Board members, 
and coordinating staff, we envisioned a solution set..
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• ARC Board1

• BARC1

• Ethics1

• SRC2

• CRC2

• A&IS2

• TAQC1

• RTC12

• Water District1

• Workforce Board1

• SPG1

Current State

• ARC Board
• Governance

• BARC
• Ethics

• TAQC
• Working Groups

• WG – A
• WG – B
• WG – C 

Starting Point

Degrees of 
Freedom

1Limited: perhaps only 
regarding meeting 

frequency and agenda

2Flexible: can combine 
with others, eliminate or 

transfer function

So, what might this look like?:  While many of ARC’s objectives are 
mandated, among the variables we can change, there are some opportunities…

• TAQC – transportation and Air Quality
• TCC – Transportation Coordinating 
• SPG – Senior Policy Group
• UAWG – Urban Area Working Group
• BARC – Budget and Audit Review
• SRC – Strategic Relations
• A&IS – Aging and Independence Services
• RTC – Regional Transit
• CRC – Community Resources
• LUCC- Land Use Coordinating
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To align the governance of ARC with the multidisciplinary 
operational approach, we need something new 

World-Class
Infrastructure

Economic
Competitiveness

Healthy Livable 
Communities

“Working groups” are  
knowledge integration, 
policy recommending 

insight groups, enabling 
better inform 

decision-making !!

Characteristics

• Meets ??
• Representative of all 

committees??
• Invited stakeholders??
• Semiannual, quarterly 

intentionally set 
agenda?

• Facilitated discussion 
engaging various 
perspectives?

• Intentional about the 
potential impact across 
and within 
jurisdictions?

• Others? 13



Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec
ARC Board

x x x x x x x

Governance Committee
(Budget & Ethics) x x x x x x x x x

TAQC x x x x x x x x x

Working Group A x x x x

Working Group B x x x x x x

Working Group C x x x x x x x x x x x x

What do you imagine such a schedule might look like?
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QUESTIONS
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Discussion Questions

1. Substance (Content for and Composition of Working Group Forums)
What do you think the role of the Board should be in governing the content considered by, and composition of the 
Working Groups?

2. Structure
What do you think about the proposed structural changes?

3. Scheduling 
What do you think about decreasing the frequency of ARC Board Meetings?

4.    Overall
a.  I like the direction this is headed in, and would like to see the feedback we gave today integrated into a well 

articulated model for full Board consideration

b.  I would like the task force to start over again, and develop a new approach

c.  I would like to keep the current approach, not change anything
16
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