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Terms of Reference
A governance tool for delegating authority with clarity and accountability

	How to use this template
A Terms of Reference defines what a committee or executive director is expected to achieve, what authority they have been granted, and how the board will know the work is on track. It protects the people doing the work by making the boundaries clear — and protects the board by establishing accountability before problems arise.
Complete one Terms of Reference per committee or executive relationship. Review annually or after any leadership transition. Available on the ASCA Affiliate Exchange.



A.  Identification
	Association name:
	[Full name of your state association]

	Committee / Role:
	[Name of committee, ED position, or other delegated role]

	Reporting to:
	[Board of Directors / Board President / other]

	Date prepared:
	[MM/DD/YYYY]

	Review date:
	[Date this ToR should be revisited — recommended: annually]

	Prepared by:
	[Name and title of person completing this form]




B.  Purpose

	
	Why does this committee or role exist?
Describe the results this committee or role produces for members — not the activities it performs. A strong purpose statement answers: 'What would be missing for members if this committee or role did not exist?'
 
 
 
 



C.  Scope of Authority

	
	What decisions can be made without board approval?
List the areas where this committee or role has full authority to act. Be specific. Clarity here protects the person doing the work from second-guessing — and protects the board from accountability for decisions that were properly delegated.
 
 
 
 



	
	What decisions require board notification or input?
List any actions that must be communicated to the board before proceeding, or that fall outside the delegated scope. This is not about approval — it is about keeping the board informed on matters of significance.
 
 
 



	Financial authority
	Type of expenditure
	Threshold amount
	Board notification required?

	 
	 
	 

	 
	 
	 

	 
	 
	 







D.  Accountability

	
	How and when will the board know if the work is on track?
Define the monitoring mechanism in advance — before work begins. A good accountability structure answers: 'What information will the board receive, how often, and in what form?' This is not about supervision. It is about the board fulfilling its governing responsibility.
 
 
 



	Reporting format
	Frequency
	Delivered to

	 
	 
	 

	 
	 
	 




E.  Boundaries

	
	What limitations apply regardless of scope?
These are the non-negotiable constraints that apply to all delegated authority — financial, legal, ethical, and operational. The committee or role may not act in ways that violate these boundaries, even if the action would otherwise fall within their scope.
 
 
 



	Standard boundaries — check all that apply and add association-specific boundaries below
1. May not commit the association to multi-year contracts without board approval
1. May not make public statements on behalf of the association
1. May not take actions inconsistent with board-established policy
1. May not exceed the approved budget without board notification
1. May not engage in activities that create legal or reputational risk for the association
1. May not compensate staff or contractors without board-approved authority

Association-specific boundaries:
 
 
 




F.  Duration and Review

	Effective date:
	 

	Expires / review due:
	[Recommended: one year from effective date, or after any leadership transition]

	Review process:
	[Who reviews? Full board vote? President approval?]




G.  Acknowledgment
By signing below, the board and the committee chair or role holder acknowledge that they have read, understood, and agreed to the terms described in this document.
	Signature — Board President
	Date

	[Name]
	



	Signature — Committee Chair / Role Holder
	Date

	[Name and role]
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