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ASNR Strategic Planning Process 

Subcommittee Report on: Developing ASNR leadership 
 
INTRODUCTION 
Arising from the needs posed by broad financial challenges and healthcare 
reform, the ASNR leadership has embarked on an effort to revisit and refine its 
strategic plan. Discussions held during the March 2013 executive committee 
retreat and other venues arrived at several key arenas for focus. This 
subcommittee, comprised of Carolyn Meltzer (chair), Robert Barr, Jacqueline 
Bello, Suresh Mukherji, Gordon Sze, and Achala Vagal, was charged with 
evaluating the goal of “developing future ASNR leadership.”  Among the specific 
issues/questions considered were: optimizing the ASNR governance structure; 
roles and expectations of ASNR officers and committee chairs; volunteer and 
staff selection, performance evaluation, and succession planning. Additionally, 
the relationship of the ASNR to other radiology organizations, particularly the 
ACR, is considered. 
 
EXPLORING THE ISSUES 
The ASNR is facing the need to engage new and existing society members, and 
invest in strategic value-add initiatives such as development and health policy.  
Particularly in the field of radiology, which includes >50 professional societies, 
there is greater need for collaboration and cooperation. Further, the successful 
organization requires a leadership structure that fosters transparency and 
accountability, effectiveness coupled with efficiency, and adaptability to a rapidly 
changing healthcare, research, and education environment.   
 
The ASNR has enjoyed more than 50 years of success built on a structure that 
developed empirically with the overarching aim of best addressing the needs of 
its members. At this juncture, particularly given the many challenges and threats 
to the sustainability of radiology societies, it is appropriate to consider more 
rigorously applying standard principles that guide the success of non-profit 
organizations. In preparing this report, the subcommittee critically evaluated the 
current committee and governance structure of the ASNR and researched the 
organizational principles underlying exemplar medical and non-medical non-profit 
societies.  
 
DISCUSSION AND CONCLUSIONS 
Overview of Organizational Structure of ASNR 
In most non-profits, a board of directors is responsible for many oversight 
functions. These may include:  

– Select, regularly evaluate and, if necessary, replace the chief executive 
officer, determine management compensation, and review succession 
planning 

– Review and, where appropriate, approve the major strategies and 
financial and other objectives, and plans of the corporation 

– Advise management on significant issues facing the corporation 
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– Oversee processes for evaluating the adequacy of internal controls, 
risk management, financial reporting and compliance, and satisfy itself 
as to the adequacy of such processes 

– Nominate directors and ensure that the structure and practices of the 
board provide for sound corporate governance 

Additional considerations for best practices in board oversight include conflict of 
interest disclosure and board self-assessment.  
 
What body comprises the governing board for the ASNR? The Executive 
Committee functions primarily as an operations group and also in part as a 
board, yet the expectations and accountability for the responsibilities listed above 
may benefit from greater clarity and communication. A board should also be 
empowered to seek periodic external review for evaluation of appropriateness of 
compensation for key staff, operations of the ASNR staff office, and contracts, 
which is currently not a defined duty of the ASNR Executive Committee or 
Administrative Committee. 
 
We propose a Board of Directors for the ASNR (see Figure 1); this body would 
oversee the functioning of the ASNR Central Office (through the ASNR Executive 
Director), the ASNR Executive Committee (through the Administrative 
Committee), and the ASNR Foundation Board of Trustees. Members of the 
ASNR Board of Directors would include:  

1) ASNR President 
2) 1st Past President 
3) 2nd Past President  
4) 3rd Past President 
5) Editor in Chief, AJNR 
6) Chair, Health Policy Committee 
7) Chair, ASNR Foundation Board of Trustees 
8) Two elected members 
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Figure 1. Schematic of proposed governance structure  
 

The ASNR Board of Directors would be required to meet two to three times per 
year; the ASNR Executive Director would join the board meetings in ex officio 
capacity yet be excused for the board’s executive session during which review of 
the senior management team and any confidential matters of importance may be 
addressed. Board terms would be commensurate with position and a minimum of 
three years. The Chair of the Board would be appointed to a three-years term; 
this individual should have also served as an ASNR president and is appointed 
by the ASNR executive (operational) committee.  
 
Effective organizational leadership is highly dependent on thematic and 
chronological stability. Integrated efforts by leadership working with executive 
staff members serve to reinforce an organization’s core mission and coupled 
vision.  In an attempt to promote stability, for example, the ASNR past presidents 
might take on “ownership” of core elements, endeavors and engines of the 
society (see Figure 2).   
 
ASNR Committee Organization 
The committee structure of the ASNR is central to the membership input and 
progress of the society’s strategic plan and associated initiatives.  Committees 
are optimally functional when the active membership is kept of manageable size 
(e.g., no more than 15 - 20 members), expectations of committee members are 
clear, accountability is reinforced, and where there is integration with both the 
objectives of the volunteer leadership and staff functions. Larger committees may 
benefit from division into sub-committees.  Defined terms (three-year term; 
renewable once) for each committee member is important to foster new leaders 
within the society and continuously assemble new input from individuals with 



4	   ASNR	  STRATEGIC	  PLAN:	  LEADERSHIP	  SUBCOMMITTEE	  REPORT	  
	  
complementary expertise; committee chair-elect or vice-chair appointments can 
promote seamless leadership changes.  For each committee or other structural 
component, expectations need to be clearly defined, and accountability 
monitored by the Executive Committee. The board should periodically evaluate 
the strategic alignment of the existing committee structure, and may suggest 
modifications where indicated. 

 
Figure 2. Proposed committee organization  

 
Greater ASNR component committee interaction and transparency is needed.  
Each component committee of the society should have a dedicated 
administrative and/or executive committee member and staff member assigned 
to it.  “At large” members of the component committees could be 
appointed/recruited from the society’s membership as they are currently, in 
numbers proportional to (and not in excess of) the task(s) undertaken by the 
committee.  When appointing committee members, attention should be paid to 
ensuring geographical representation and promoting gender and ethnic diversity.   
 
The proposed graphic (Figure 2, above) suggests a re-organization of existing 
elements and introduction of four distinct elements: 
 

1. Intersociety relations- in the realm of society engagement and engines 
 This is important in establishing our place in organized medicine, both 
within radiology (ACR) and the House of Medicine (AMA) and in preserving our 
central role in neuroscience by building bridges to pertinent clinical and research 
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specialty societies.  This component would promote ASNR collaborative projects 
e.g., ACR Head Injury Institute. 
 

2. Infrastructure (society website and portals) - in the realm of society 
engagement and engines.  

This is key to survival, remaining relevant and emphasizing modern 
communication strategies as a promotion of neuroradiology’s role in clinical 
medicine. 
 

3. Compensation and Human Resources – in the realm of administration 
Regular evaluation of staff engagement and performance is essential to any 

top-performing organization.  Best practices such as compliance with federal, 
state, and local hiring and affirmative action guidelines, structured entrance and 
exit interviews, risk mitigation, and development of transparent and equitable 
staff benefit policies. It would also undertake succession planning for key 
positions and explore leadership development. 
 

4. Social Program and Networking- in the realm of meeting related efforts 
This is increasingly important to maintain enthusiasm and energy in the 

society, and create opportunities for junior members to network and senior 
members to bond for leadership opportunities, e.g., “How can we help you 
pursue an ACR fellowship?”  
 
Succession Planning for ASNR Officers 
In principle, the current presidency succession planning allows for six years of 
continuous executive involvement in the organization (i.e., vice president – 
president-elect – president - 1st past president - 2nd past president – 3rd past 
president) for the society to benefit from experienced leadership.  This is aligned 
with other comparable organizations, such as the ACR.  Yet, in practice, the past 
presidents are variably involved with ill-defined accountability and formal 
mentoring of incoming presidents is lacking. 
 
The Matter of Elections 
The ASNR has had a history of employing both elections and appointments for 
officer positions.  Both approaches have advantages and disadvantages.  A 
concern of the more recent practice of selecting officers via executive committee 
confirmation of nominated candidates is a diminished role of the broad 
membership in leadership selection.  The ASNR Administrative Committee 
recently amended this process to provide greater transparency and procedural 
clarity. We endorse continuing this process, with period reassessment.  
 
In short, the nominating committee, chaired by the President-Elect, will put out 
the usual call for nominations.  The nominating committee will vote accordingly 
and present a ranked list of top three candidates to the Executive Committee for 
selection.  
 
We would add that official appointment of officers requires approval by the Board 
of Directors.  
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Succession Planning for the Executive Director 
Unknown to most of the ASNR membership, the Executive Director plays a key 
role in the functioning of the society.  The ASNR has had only two Executive 
Directors in its history and the imprint of their leadership styles runs deep. 
 
Because of the importance of the role of the Executive Director, because of the 
fact that this leadership search is only undertaken at many year intervals, and 
because of the consequent inexperience of our membership in this process, it is 
wise for the ASNR to prepare itself for any succession change years in advance. 
 
Once the need for successional planning has been identified, a formal Search 
Committee should be established.  The Search Committee should consist of the 
current Administrative Committee and five past-presidents selected by the 
Administrative Committee. The Board will charge the Search Committee with 
criteria and benchmarks for guiding the search process after review of methods 
at other radiological societies, other medical societies, and non-profit 
organizations in general. The position should be held for an initial two-year term, 
at the conclusion of which reappointment can be undertaken based on the 
decision of the Board of Directors. After that, yearly reappointments can be 
made. 
 
GOALS AND STRATEGIES 
1. We propose clarification and reorganization of the ASNR governance guided 

by accepted principles of non-profits to include the formation of a Board of 
Directors as described above. This board would oversee operational 
committees (Executive committee) and provide high-level oversight of the 
ASNR headquarters.  
 

2. ASNR committees should be reviewed to sunset or modify any that may have 
outlived its utility (e.g., AV Committee), ensure geographic diversity, avoid 
“size creep”, and reinforce accountability and expectations of members, term 
limits and succession planning. 

 
3. A Search Committee for the Executive Director should be formed once the 

need is identified.  Preparation for the search process would include 
establishing benchmarks for compensation, including a potential incentive 
system.  

 
4. The Executive Director should undergo performance evaluation annually as 

overseen by the Board of Directors, including 360-degree evaluations with 
anonymous input of direct reports, ASNR leaders, and internal and external 
stakeholders and staff. 

 
5. All key staff hiring should be presented to and approved by the Board of 

Directors after presentation of a formal pro-forma strategic/business plan. 
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