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AMERICAN MEDICAL ASSOCIATION HOUSE OF DELEGATES

Resclution: 103
(A-96)

[ntroduced by: Pennsylvania Delegation
Subject: Financing Terminal Care Under Medicare with Life Insurance

Referred to: Reference Committee A
(Douglas G. Smith, MD, Chair)

Whereas, Because the majority of persons die with Medicare coverage in effect; and

Whereas, Approximately 20 percent of Medicare expenditures pay for the last year of a bene-
ficiary’s life, suggesting the same proportion of Medicare-designated employment taxes could
be spent on premiums of life insurance policies, payable to Medicare, with an effect which
would largely be invisible to patients and providers; therefore be it

RESOLVED, That the American Medical Asscciation study the desirability of devoting a
portion of Medicare payroll contributions to life insurance premiums (on the individual’s
life with Medicare as the beneficiary) for the purpose of reimbursing Medicare for incurred
costs during the last year of the individual’s life.

Fiscal Note: No significant fiscal impact
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Council on Medical Service
American Medical Association
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Washington, DC January 24-26, 1897
1- Call to Order: 8:00 am
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REPORT OF THE COUNCIL ON MEDICAL SERVICE
CMS Report 3 - [-96

Subject: Financial Incentives Utilized in the Management of Medical Care
(Resolution 114, A-96)
Presented by:  William A. Fogarty, MD, Chair

Referred to: Reference Committee A
(Robert W. Higgins, MD, Chair)

During 1996, hundreds of bills were introduced in state legislatures that would regulate a variety of
health insurance practices, particularly those involving managed care. The issues generating the
most publicity have been the establishment of minimum maternity length-of-stay requirements and
the prohibition of “gag” clauses in physician contracts. Nonetheless, increasing attention has been
directed toward so-called ‘““financial incentives,” such as capitation, withholds, and bonuses.

Interest in financial incentives also has been generated as a result of the Health Care Financing
Administration’s (HCFA) March 1996 final rule, which implemented provisions of the Omnibus
Budget Reconciliation Act of 1990, regarding requirements for physician incentive plans in prepaid
health care organizations in the Medicare and Medicaid programs. The final rule, which the AMA
strongly supported, prohibits plans from making specific payments as an inducement to reduce or
limit covered services, requires plans to disclose information on financial incentives to HCFA and
Medicare beneficiaries, and requires plans to provide “stop-loss” protection for physician groups
designated to be at “substantial financial risk.” Originally scheduled for implementation beginning
May 28, 1996, HCFA delayed implementation until January 1, 1997.

The following report describes the principal types of financial incentives, presents recent data on the
prevalence of such incentives, summarizes relevant AMA policy on this subject, and presents several
policy recommendations. The report also responds to Resolution 114 which was referred at the 1996
Annual Meeting. Introduced by the American Academy of Dermatology, Resolution 114 (A-96)
calls for the AMA to establish as policy that no health insurance payment be made to any physician
that would constitute payment for rationing appropriate medical services to any patient.

TYPES OF FINANCIAL INCENTIVES

In general, most physicians are paid by health plans, hospitals, and group practices through a variety
of methods, such as fee-for-service, salary, and capitation. Increasingly, financial incentives are
becoming an intrinsic component of these forms of payment, usually to encourage “appropriate”
levels of medical services and referrals, as well as the provision of high quality care. Incentive
payments typically take the form of capitation payments in excess of costs, returned withholds, and
bonus payments. These forms are briefly described below:

AMAOHFA %G TER
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. Capitation - a set dollar amount per member per month that a health plan or other entity
pays to a physician or physician group for a specified set of services, regardless of the
actual volume of services provided.

. Withholds - percentages of payments or set dollar amounts that a health plan or other entity
deducts from the payments to each physician or physician group (i.e., from fee-for-service or
capitation payments). The amounts withheld are often pooled to pay for hospital inpatient
services and referrals to specialists. Withholds are returned, in whole or in part, to the
extent that referral costs do not exceed budgeted ceilings for such services. Conversely,
physicians or physician groups may be at risk for financing withhold pool deficits.

. Bonuses - payments that a health plan or other entity makes to a physician or physician
group beyond the physician's or group's base salary, fee-for service payments, or capitation
payments. Bonuses are often based on a variety of factors such as quality of care,
productivity, patient satisfaction, level of referrals, and overall performance of the plan.

In addition, a number of other factors may affect the level of financial risk to physicians, such as
whether incentive payments are based on individual physician performance or physician group
performance; the size of the physician group; the length of time for which performance is measured;
and whether there is some type of “stop-loss” protection to limit the financial risk to the physician or

group.

PREVALENCE OF FINANCIAL INCENTIVES

There are several recent sources of information regarding the prevalence of financial incentives in the
management of medical care. Table 1 presents data from the AMA's 1995 Socioeconomic
Monitoring System (SMS) core survey of nonfederal, patient care physicians regarding the percent
of physicians with capitated contracts and withholds in 1995, as well as the share of practice
revenues capitated or subjected to withholds. As indicated in the table, one-third of all physicians
had capitated contracts during 1995. Of those physicians with such contracts, capitated payments
represented an average of 19% of their total practice revenue. Pediatricians (63 %), family
practitioners (50%) and general internists (45%) most frequently reported having capitated contracts.
Similarly, well over half (63%) of physicians in practices with 25 or more physicians reported
having capitated contracts, compared to only 27% of physicians in solo practice.

With respect to withholds, nearly half (48%) of all physicians had revenues subjected to withholds
during 1995. On average, however, only 8% of the total practice revenues of those physicians were
subjected to withholds. It is worth noting, that the prevalence of withholds varied substantially
across geographic regions during 1995. For example, the percent of physicians with practice
revenues subjected to withholds ranged from 33% in the West South Central region (Arkansas,

Louisiana, Oklahoma and Texas) to 75% in the New England region (Connecticut, Maine,

Massachusetts, New Hampshire, Rhode Island and Vermont).
A June 1996 report by the Physician Payment Review Commission (PPRC), entitled, “Arrangements

Between Managed Care Plans and Physicians [1,” contained the results of a mid-1994 survey of 108
managed care plans (29 group or staff model health maintenance organizations [HMOs], 50 network
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or independent practice association [IPA] HMOs, and 29 preferred provider organizations [PPOs})
in 20 metropolitan markets. A portion of the survey, which was conducted for the PPRC by
Mathematica Policy Research and the Medical College of Virginia, addressed the methods used by
managed care plans to pay physicians. According to the survey respondents, 68% of group/staff
model HMOs and 84% of network/IPA HMOs paid for primary care services using capitation,
and/or withholds or bonuses applied to salary or fee-for-service payments. In contrast only 10% of
PPOs paid for primary care services using these methods (the remaining 90% paid for these services
using “straight” fee-for-service). Capitation was the predominant form of payment for pnmary care
services for 34% of group/staff model HMOs, 56% of network/IPA HMOs, and 7% of PPOs.

With respect to specialty care services, the survey revealed that 59% of group/staff model HMOs
and 56% of network/IPA HMOs used capitation, and/or withholds or bonuses applied to salary or
fee-for-service payments to pay for these services. Again, in contrast to HMOs, only 3% of PPOs
paid for specialty care services using these methods (the remaining 97% used straight fee-for-
service). Capitation was the predominant form of payment for specialty care services for 31% of
group/staff model HMOs, 20% of network/IPA HMOs, and none of the PPOs.

Finally, a more recent survey of HMOs by InterStudy, a managed care research organization,
showed that 45% of primary care services covered by HMOs nationally in 1995 were paid for
through capitation. Of the remaining primary care services covered by HMOs, 27.3% were paid for
under fee-for-service arrangements, 7.2% were paid through “relative value scale” systems, 6.5%
were paid based on salary, and 14% were paid using a “combination of payment methods. On a
regional basis, however, the percent of primary care services covered by HMOs through capitated
arrangements was diverse, ranging from 24% in the East South Central region (Alabama, Kentucky,
Mississippt and Tennessee) to 61% in the Pacific region (California, Hawaii, Oregon and
Washington).

CURRENT AMA POLICY

Over the years, the AMA has adopted a number of policies that, in the aggregate, balance a
physician's right to contract with the need to exercise due caution in the use of financial incentives.
Key among these policies are the following:

. Policies 165.989[4] and 285.998]4], AMA Policy Compendium, support the right of
physicians to enter into whatever contractual arrangements with health care systems they
deem desirable.

. Policies 140.978[1], 165.951[3e4], 285.982(3] and 285.998(4] state that financial
incentives should not result in the denial of appropriate medical services or access to such
services. '

. Policies 140.978[4][5], 285.982[3a], and 285.998[4] state that physicians and/or managed

care plans must disclose any financial incentives that may limit diagnostic and therapeutic
alternatives that are offered to patients, or restrict referral or treatment options.

. Policy 285.982[3b] states that limits should be placed on the magnitude of withholds,
bonuses and other financial incentives.
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. Policies 285.982[3b] and 285.998(4] state that incentive payments should be based on the

performance of groups of physicians rather than individual physicians.

. Policy 285.998(4] states that incentive payments should not be based on performance over

short periods of time.

) Policy 285.996 states that physicians should obtain legal counsel prior to signing contracts
that contain financial incentives to assure that such incentives do not inappropriately
influence clinical judgment, as well as their own accountants to assure proper auditing and
distribution of withholds when financial incentives are included in contracts.

DISCUSSION

As a result of widespread publicity over the inclusion of “gag” clauses in physician contracts by
some managed care organizations, there has been growing interest among some members of the press
regarding capitation and the use of withholds and bonuses. An April 1996 article on managed care
in the Chicago Tribune, for example, referred to capitation as “the new bully on the block™ which is
“driving a wedge between doctor and patient because now doctors get paid more by doing less.”
Similar concerns also have been raised by some consumer and health care organizations in certain
regions of the country. In Oregon, for example, voters were to decide on an initiative in November
1996 that would prohibit capitation as a form of physician payment.

Much of this concern is due to capitated payments and other financial incentives being viewed as an
extension of efforts by employers and health insurers to reduce employee health benefit costs by
placing physicians, rather than insurers, at risk for excessive costs. Yet, as the Council on Medical
Service noted in Report 3-A-95, capitated payment arrangements present opportunities for
physicians in a number of ways. First, capitated payments increase clinical autonomy because they
often eliminate the need for external utilization review. Second, capitated payments may permit
physicians and group practices to direct and control a larger share of the premium dollar. Third,
capitated payments improve cash flow and eliminate the risk of bad debt expense. In response to
requests from the House of Delegates and numerous AMA members, the AMA has developed
several products and services during the past two years to help physicians with capitation. Such
products include the AMA publications, Capitation: The Physicians' Guide, and Evaluating
Capitation Payments: A Guide to Calculating Benchmark Capitation Rates.

The concept of capitation--paying a set dollar amount for a specified set of services regardless of the
actual volume of services provided--is not new. In addition, as the SMS, PPRC, and InterStudy
survey data cited in this report indicate, physician and health plan experiences with capitation and
withholds have become more common as well. Close to half of the primary care services covered by
HMOs are presently paid for through capitation. Similarly, one-third of all physicians currently
have capitated contracts, while nearly one-half of all physicians have some portion of their practice
revenues subject to withholds. On a national basis, however, the overall percent of physician
practice revenues derived from capitation (6.3%) and subjected to withholds (3.8%) remains
relatively small.

In an earlier era when traditional health insurance plans dominated the marketplace, and in which
most insurers paid physicians on a fee-for-service basis, concerns were raised that the financial
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incentives inherent in that type of financing and delivery system had the potential to lead to an
overutilization of medical services. Today, 1n an era in which 83% of all physicians have at least
one managed care contract, and a growing number of insurers are paying physicians through a
variety of methods including capitation and the use of withholds and bonuses, concerns have been
raised that the financial incentives in these types of financing and delivery systems have the potential
to lead to an underutilization of medical services. It 1s not yet clear, however, whether the use of
capitation and withholds will continue to grow. In some regions of the country, it has been reported
that while health plans continue to capitate the group practices with which they contract, many of the
group practices are moving toward more “neutral incentive” compensation arrangements for their
individual physicians that are often based primarily on salary.

What is clear, the Council believes, is that in a pluralistic health care system there will always be
some concerns raised regarding both the possible underutilization and overutilization of medical
services. The Councll strongly believes, however, that the vast majority of physicians, based on
their training, professional commitment, and adherence to the code of medical ethics, will continue to
do what is best for their patients and will provide the appropriate level of medical care, irrespective
of any financial incentives inherent in their methods of compensation.

As cited earlier in this report, existing AMA policy clearly supports the right of physicians to enter
into whatever contractual arrangements with health care systems they deem desirable while, at the
same time, cautioning against financial incentives that may encourage the demal of appropriate
medical services or access to such services. The Council believes that these policies not only remain
appropnate, but adequately address current concerns regarding financial incentives. The Council
does recommend, however, that a “modest” consolidation of several of these policies into a single set
of policy statements on financial incentives be adopted to further enhance the utility and clarity of
AMA policy on this subject. In addition, the Council believes that Policy 285.982[3], developed by
the Council on Ethical and Judicial Affairs in its 1994 report on ethical issues in managed care,
already addresses the intent of Resolution 114 (A-96). That policy reads, in part, as follows:

Efforts to contain health care costs should not place patient welfare at risk. Thus, financial
incentives are permissible only if they promote the cost-effective delivery of health care and
not the withholding of medically necessary care.

Finally, in reviewing the AMA’s extensive policy base relative to the development of this report, the
Council identified three long-standing policies that it believes are worth noting. These three policies,
all of which embody the importance of pluralism, continue to serve the AMA well in addressing a
multitude of issues, such as financial incentives, as well as in supporting efforts to recruit and retain
AMA members. These policies advocate AMA support for the following:

» Free market competition among all modes of health care delivery and financing, with the growth
of any one system determined by the number of people who prefer that mode of delivery, and not

determined by prefercntial federal subsidy, regulations or promotion (Policy 165.985[1]).

» Physicians retaining the freedom to choose their method of earning a living (fee for service,
salary, capitation, etc.) (Policy 165.960[8]).
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Recognition of the need for multiple methods of delivering medical services and encouraging and
participating in efforts to develop them. In the interest of attracting the most highly qualified
candidates to the field of medicine, the AMA supports making every effort to maintain and
create incentives in medical practice. Among these incentives are a multiplicity of practice
options, maximum professional independence, and freedom of choice for both physicians and
patients (Policy 160.997{2]).

The Council on Medical Service will continue to monitor the use of financial incentives in the
management of medical care, and will report further to the House of Delegates as appropriate.

RECOMMENDATIONS

The Council on Medical Service recommends that the following be adopted in lieu of Resolution 114
(A-96), and the remainder of the report be filed:

I

That the AMA reaffirm Policy 285.982[3] which provides guidelines for ethical issues in
managed care.

That the AMA replace Policies 165.951[3e4], 285.996[1-2]{4] and 285.998[4] with the
following policy statements:

The AMA believes that the use of financial incentives in the management of medical care should
be guided by the following principles:

a) Patient advocacy is a fundamental element of the physician-patient relationship that
should not be altered by the health care system in which physicians practice, or the
methods by which they are compensated.

b) Physicians should have the right to enter into whatever contractual arrangements with
health care systems they deem desirable and necessary, but they should be aware of the
potential for some types of systems to create conflicts of interest, due to the use of
financial incentives in the management of medical care.

¢) Financial incentives should enhance the provision of high quality, cost-effective medical
care.

d) Financial incentives should not result in the withholding of appropriate medical services
or in the denial of patient access to such services.

€) Any financial incentives that may induce a limitation of the medical services offered to
patients, as well as treatment or referral options, should be fully disclosed by health

plans to enrollees and prospective enrollees.

f) Physicians should disclose any financial incentives that may induce a limitation of the
diagnostic and therapeutic alternatives that are offered to patients, or restrict treatment
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or referral options. Physicians may satisfy their disclosure obligations by assuring that
the health plans with which they contract provide such disclosure to enrollees and
prospective enroilees.

Financial incentives should not be based on the performance of physicians over short
periods of time, nor should they be linked with individual treatment decisions over
periods of time insufficient to identify patterns of care.

Financial incentives generally should be based on the performance of groups of
physicians rather than individual physicians. However, within a physician group,
individual physician financial incentives may be related to quality of care, productivity,
utilization of services, and overall performance of the physician group.

The appropriateness and structure of a specific financial incentive should take into
account a variety of factors such as the use and level of “stop-loss™ insurance, and the
adequacy of the base payments (not at-risk payments) to physicians and physician
groups. The purpose of assessing the appropriateness of financial incentives is to avoid
placing a physician or physician group at excessive risk which may induce the rationing
of care.

Physicians should consult with legal counsel prior to agreeing to any health plan
contract that contains financial incentives, to assure that such incentives will not
inappropriately influence their clinical judgment..

Physicians agreeing to health plan contracts that contain financial incentives should seek
the inclusion of provisions allowing for an independent annual audit to assure that the
distribution of incentive payments is in keeping with the terms of the contract.

Physicians should consider obtaining their own accountants when financial incentives
are included in health plan contracts, to assure proper auditing and distribution of
incentive payments.

Physicians, other health care professionals, and third party payors through their

payment policies, should continue to encourage usc of the most cost-effective care
setting in which medical services can be provided safely with no detriment to quality.
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Table 1

Physician Experience with Capitation and Withholds

All Physicians

Specialty
General/Family Medicine

General Internal Medicine
Internal Medicine Subspecialties
General Surgery

Surgical Subspecialties
Pediatrics
Obstetrics/Gynecology
Radiology

Psychiatry
Anesthesiology

Pathology

Emergency Medicine
Other Specialties

Census Division
New England
Middle Atlantic
East North Central
West North Central
South Atlantic

East South Central
West South Central
Mountain

Pacific

Practice Size

I physician

24 physicians

5-9 physicians

10-24 physicians

25 or more physicians

Percent of
Physicians with
Capttated
Commercial
Contracts

33%

50
45
30
19
22
63
21
31
17
16
26
25
21

43
30
35
30
27
26
28
38
40

27
3t
28

63

Percent of
Practice
Revenues

Capitated®

19%

21
19
14
20
13
23
16
14
31
17
10
17
25

15
18
19
18
15
18
18
21
26

16
15
18
15
31

Percent of
Physicians
with Revenues
Subject to
a Withhold

48%

56
53
44
54
50
57
50
35
30
36
32
22
49

75
38
51
54
39
51
33
S0
54

50
49
48
42
48

Percent of
Practice
Revenues
Subjectto a
Withhold”

8%

—
o N

—
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* Among physicians with capitated contracts.
® Among physicians with revenues subject to withholds.
Source: 1995 Socioeconomic Monitoring System core surveys.
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YRR —HTUBAMARMZFE P> TEZ LN TWE, by FERIZ, AMABREBR L —BTE



DOEFIZE S THELARLTWHIEICRDZ 2B L7 (Breo 1991, 3307) .

by FRIZVBELDREZANVE, 2., @ful VWS EETEB L7 (Wolinsky and Brune 1994,
36-7) . £7=. TFEORVITEERSFA)] [FLE-T. ThEBRITLIEHELLS] &
WOERBTH -7 (Breo 1990, 514) , by FRIZHTEAFT 4 7ORFL., RiEEZMA~
BRI R Z AN (Washington Post Oct.8, 1991) L \Wo=bDTho T,

hy FRIZETZ, BORAHDRVEWIZIZSIET, Thick o TREEBESZ & 2320
THhIZWTFRY, EVWIEEEL TS (Breo 1990, 515) ., ZDZ &1k, AMAZATLIEE
FHRERIK, KRARELODOLLHEBEINEZDT, BERIEL TSRV ORER
DHEFERTHD, 9 by FEOERICHLEDLNL TWS (Wolinsky and Brune 1994, 194) .

Fy FREDYH O —2DRKEIT, Z20OmBEIPOSBANRERETHD, THiE, by FROBT®
BEILLERNTWVD, BEOAEFECHEDEIIZ, BRxORE~OEHREBEZHITEHT
BV, INAROBEEFFTT) . [HRFIBEIVRIFE2 L L0, BRET.
BELZL ATAX TR KGHRIESHWTHRELZ TISENRH S]] (Breo 1990, 514-5)

SHIZhy FRIZ, AZ vy 70AE2HEKRKBICFALE, Thy Fo (EVPELTD) —FH
X, =T VR ITETH o7 (FBE) - FIIEVPE LT, —ELERICHE 7= L2 0,
BRI EZ T REPEMDZDIC, BEFETHIAF Y TDE I I LICEEBESELXHIT 5
(Breo 1991, 3307) ,

(5) &

Py FRIZ, BICHEEM T, HEAHZAMNORBRLELFEIND, BEFOFRAETE72TCI
2V, MROEODAMAENIA A=V I DICKESEBRLE Y & Lz, LEBC, BEXE
DTETxzyafrl LT, BARVER (EMOMBEESE, BEICKLER S 7 OH
2E) I BoTTHFOLRTNERLRWVWEEWTI-2, by FERBEVPERIZELED
BT, EVPAREIZEERIIEI LT TR, BLAMADOEEREZFE> T - BB LT
LTW3, ¥72, Py FRIEATATOREBE TAMADAR = A< e LTHL LWER
Zllz, Py FRPBETILUROEES, FIZEELEER (Chair of the Board) I~y F
KEOAMANTTORZ Y RT L= BN oTmD TRV, EEbRLTWS, 7.
HER~YFa2—ky YHMRR N HEOHRIR, N—NN—FOBZELVWINRy I TS5y
R, AMADOHOHT (FRICEEH., FHEE) OFAELHLEOBERHEVHE LRI
TEDEESHD, —ERBENZEHFINEZL0O0, RENIZEVPELTEEIESEZHE
T, BOZFOBERY /-,



M—3. AU— KK (P.John Seward, {£81 : 1 9 9 6 &£~)
(1) EADOREE

19 39FAETN, AU/ AIMHEH, 196 5%, AU/ A RFERFREFER, (U /MMa
77— F s AEDT N« RACSNMITA v F—2, IxYHMa—FcAZ—0r (327
=y ZICTHEMEREERA D,

AV IAMT 4 ZSN—TFREE L 2 2EMBO DL, T4 ZAA—IBEZE AU JAMNEES (1
975~198 1HFICHE, 197 9FIZaR) 2B U TEMMEOIEENICEDLS L 5125,

AT —FKIZ, EVPIZHAETS 1 7481 (197 94F) »b, REBEEZEVHLICAMADOEH
RS Bb-o T2, AMAEBEZRSERK (198 7~19884) | AMARMMAM SRS
EBEXEESaRE (1992~19934) | ERMAKAECHAZESAMAREKREZR (1992~
1994%) . AMABESEE (1994~19954) #Ff. AMABESHITES, IR
ER AMARERLER (Hearn 1996, 1) .

BHEZ., ERREREMNESHBEOHELEO TS, iz, ST DS (Sudden Infant Death
Syndrome) M, — 7 A% F - hL o VEEARKLRIITLED D,

(2) EVPICEBIINT Rk

AT—FRRIZ, 1 644DFEFHEOTNL, BERICL->TEVPIZRIEINE, BEOESIZLN
X, hy FROARTEZ AL FBRHEBEICZLTEMNSDETAT A TR LEOE R TWEBEE
LER, SEIZEVPIZHEV ARy b I MBRYUELRVWERE, T L THEZSOEVPICXT D
ay b= ERODFAEBRLEOTIERZWNEWN), TORNOETEIINTZON, AT —
FETHoT,

(3) EVP&LTOIE

AU— FRIZ, by FROBFRNOOBEZSISHRE, BE 1 FIE EORIC 3 D ORa#E &2 FATIC
BLi,

® AMAEFZEH (AMA Ethics Institute)
B A ) T —<id, 3] [#EE¥ HEMEER OCoryzvyyatrXh) | £

LT ==Y R 71 O4-5ThbD (Goldsmith 1997, 1268) . i 5 DOFEMIZ EEMICT
Ju—F L, MBEERE. GEAT. BEEHOMRA EOR CHREMKREZ R+ b2 HE



ELTWA,
@ 2EBREOEOOLZE2MME (The National Patient Safety Foundation)

BEO-DOREEMHOBEIL, @ TOBENNIRIRBICBVTHEEICERY — 22
oD ZEaMEICTIEDIC, AN, BHINRESHZEZ T2 L THD, L EEANLERE
. TEE-BHFRIZBNT, EEIR, BEZELZADYLIZLOFERE FRHIZOWTERE R
o528 RETHD, 8

® XEEHREFH (The American Medical Accreditation Program)

T AV W ERBEFNE T, ERKOBXY OEMBET 07T LOEENE, HEFEMHE2REET IO,
2EBEOBREMEELRE L L) ETRATHD, ZOFBETIE, EFHOART7r—<r A%,
T WBERE., EBANEH, DERE, BAEE, BEBREE LV 5 OB ANLHE, BE
T35, AMADRAREZITDITIE, AMAREDFEEOBBEOFR "L —2L L3 BATREEL®
. &5, AMADERGHBREIZHNTZZ EX2LK, EEUBL NI Z &R ERngi
B, T

(4) EV PRROIEEI DR

AT — RFRWbL, TRfEOEVPEL EBEW, FATMBEEIICL, @8N AX vy X AVICHLERL
Ty (Breo 1996, 21) .

AU— RFRIZ, AMADOEBRHESEOXREE, 2k, HERXBER, S§ZRS0ZEROIE D BPHHED
WCRETBALHAEAHELRBRRITND, EHICAUY—FRITZ, BE2HBEITF50BEVPOER
TR, HLETEMS25HACHIDOELIZDIIA VALY L —2 a2 52503 %ET
HDLEWBHE LTS (Hearn 1996, 12)

MEWVNST, AVU— RERAEEBEY, ZEBHREVPTHDLEWVWIDIE, B¢ 20 5THA 5,
BT, AMADZRE w7 [V RZHW] Tholedd, RMIFD L OIREZFE2EZ T\,
ROEETHE, BVWEE. BWERY Y arX—N— FEEFEELHELFIERIRD Lo &
F, BWERETIER Y, Rz, Exld, EMCEEREmT S, #L25MECE LT, KE
RATENE L DVNENSH D] (Breo 1996, 21)

6 %% . http://www.ama-assn.org/med-sci/npsf/goals.htm,
T % : http://www.ama-assn.org/ad-com/releases/1997/amap0523.htm,



(6) £&®

EVPO®BE %R la—F, T773 ) T5F—F— AVAEL—Varz522&, PBE525%)
(Breo 1996, 20) s FHRTHRAUV—FKiZ,. EVPREE, HER, XRF vy T7LORNT L ADH
TEYHLBERVWESIZ, L THHEBECEERZZRLTVWDI LI THD, 2FEV. HEDEVPE
LOBRBRNOLEL ZEVC, AMAZBUTIEEOHBHRERY, EBRLEI S L LTS, bRAIZ,
EVPIZBELT., EEN1IFETHD,

M—4. EVPOBRBOEE (1974~199 748F)

197 0FE/N5199 0FERIENATT, AEZFESZ3ADEVPREEL T2, BOBIEN
BEoC, HkEr U —FLEVEL XK, BiEL AR 5T, AMADA A—VH EIZEBRKLE
Fy FE, 2L T, BFL2 b2 ¥ v 7% X2, BRBEZEITHREE>THALAIRATY—-FR, IThb
SAPEVPIR., FRNFROBRROEFZICAILEABTHAH, AT EL L —BPICHEMBEINT
WAEHEUARAFIMTELEXTEZL, BICAMAOBEEIR., THORRICIZH O RWERE
BUEPF St BENRAZANADEINLYTEL AREFOITELENI L0 E, OO
FILIZRET B0, MORZA N ANMEEVPILTALERh-T2] LWIRGT %
LTW3, 90, AMAREMNTWARERILELE>T, KDLENDEVPRIZEILT D,

195 8HPDEVPREOENLNLASDE, EVPOREN, LI VHAMKICHRINS FMIZEATZ X
SicBbh3, BESLEVPORESZOSHIOHMOLHBORE (F7 v v FA4 LK, YV
A, by FEORR) BEOBAH LR 5O TIERVD, AMARIZBWT, EVPOREIZHE
THRBROEEL T BRIZITORATWBDEIENTHD, LrL, ZOREZOVWTIE, £EH
WEWREZHED,

BIFOEVPRRE 3L DEREENHFHK

HFELURK by FEK AU — RNEK
EET & L COEMLE FEE ARE FEE. REF
E V PRfERF OB 4 7 5 8% 57
o s Chair of the Board Senior Deputy EVP Chair of the Board
AMAIRB 5 R (BHELHE) (E V P E&ERH) (BELHE)
EV P & LCOERIIM 154 6 4 (BHE) 185288




M—5. TAUVDEMESIZBITZEVP
(1) EVPEHEDRE

MFEAMATI, EVPORIIEEL TELEEZRETEOLRL P, O~y K« VT4
TR EFLEL, BOAMEBBHICELICW EWIHIFREZALTHS, ZhiE. TAU I
BIIOHHBRERMERED MW R FETHE, LrL, THETIZRTE~EY. AMARNE
DHFEFICELTWVDIAY (HERRE) BSBHEVPIIBIIN TS, FOHEHBL LTI, BES
FEESNTVWHIHERLLTH, LZHEEZBSLY, KLOMNEMHO—AEZRZ v T7DEL LT
BREEIBRLIEENIZE, £, EVPIEBRELTHLMEL MNP ->TAMAD T & 255
DTITHALPICERBZ N NI Z L THD, E2ETHHALAEL I IZ, BIZAMAOHEE T,
EVPOREELWRED—DIZ TAMADEHNAREETHHZ L) LWHIEHARH S, X5IT,
WEDEVPELIZ, AMADZRGT, FOEEALR ETHLRBRE2EATHLEV P OEIC
DUNTW 3B,

EVPEEZEOToERARKIE, EEHE THBIEHNTHS, FRAIRE—IZ, EVPORBHIIESEIZ &
DEEBIZIVITORDEINLTHD, EHIT, FOREITIZ, KEXARFERKLNLTH S,

(2) EVPO¥RK

EVPOERBERDOEEFEEIZ, > (AMAKEORZ v 7%8) | Ui hDC (EFREEK
ROHELE) | ToMmEH (HTRPEMEZD & D) 3. BEMWIEBLZ 35D 1F5THS L
s (Breo 1991,3307) , EVPOEKIZ, UTO LI ICKXL 2008 SN 5,

AMADHER & OFEMICEET 2 ¥H5 (X0, B0 5aE)
AMADORHE COHIE, EEICHETAEE (L) KEWREE)

AMADH @RI, EVP RN REFICECBEOEAIT. 20 78REFSH LEL
Zo ZOFEIGE., EVPEAOHKICIIVELRTSEI THD, MBEBIZLS L, EVPAAEIC
Mr>T IZhEETT5) CESTDI2OREHTHER., AMANT OB AR L 240
BLAPLEBICZOXNERET O, FFEICRETHD L VS, REEBICBITSE —BEDCHY
EBOET, EVPIMEBROKBEERLRTNIZROGRW, FH Vo BEHT, EVPIRELT
HZER TRV,

AMADHI L OEMIZBED L EV POEBSO -G, ERAMSE (JAMA, 5 EMSEE

WMl BIO—E (ma—3—2 - FA X, UL by BRAM, YT RYPa—i
E) ~OFERTHD, AMAIZINOLOHRBE LICBWT, EEOFEEFY . —BiFRO- & %



BEIZEZ TRV LT, Mo fitllans 2 EREV, AMAIZH L TEHEENRELEFE
FOEFIZLTBLDIZ, AMAZ S TRRTH D, D2, EVPRELERT —F&2Hiz T
Feawl., AMARRFIEH TR, ZOXHI—BTRIZABRL TS LW Z E2@HATLIEN D
RE—=U NI AbNE, #EPORE~OKBRIZBELT, EVPIIFEEBHIIC, & IR ENICH
g ﬂﬁféo_miaﬁﬁéﬁﬁmﬁ AMADA A—=VRAE, PR ELA AT T T DS

TEERLTWAS, EERMEFIIBVTIE, EVPORBONES»Z2YEMM, BENICRSLZ
k%%éo

RIEVPO Ry FRIZX, MERICOZEDOLIIZS o7, RO EDHIZZD (EVPD) {EHF%
JEZFEOTERY, ZOAFRHRATRELBMINREFEO—2TH LTI (Meyer
1990, 2) . EBWCEVPELTHEIREF LD THLLDO My FKERWHDL, EVPEWSIHERIZ, & T
FEREIN, L OBEEZADLENIHETHD LV, 2TEWVWI DML, BRH., &H, BHHR
oz LEETEEDbND, WMEOHHOONEEFIESNTWAIHED LD, —FHELBAT
FRTHDY ] , Z0XHic, iz TELW, HEE2TIZenfiffahTtndénsos, EVP
AN BERERT Ly ¥y —Thb, £72. BRLBE, FEEBRZBEIL TWDHIOT, £
A#4151186 K/ (199 244K, H4900FMHMAEDN) LWVWIRALHERTHD LD
FHETH D (Medical Economics Sep. 21, 1992, p.208) .

(3) EVPHHER

HELEREAYAALTIEERII. EVPR2EMLE, FIE. BLUOWMITTHEREZELALN TS,
EVPI, BEA2IC L THETAYRIZCHD, EVPLHEHESE, BEICEKLE2ILY SO BERKIC
H5b,

HES EVP, RZ v 7 L9 3BEERIX. @%%%@%K%ﬁ%?&éoAMAwﬁ%ﬁﬁt
kAL, EVP (RHEALTEAF v TY) CEEROREHSHIZ, 2, 3FEITLTLTHEROTER
&EU\=ﬂiW0iﬁEL?O%UkiﬁH#&PWET%5&W9°:ﬂHAMALTT&<\
@®§<®ﬁﬁﬁﬁﬁf5%5?%0\EVP&E$%&@EE@%%%%@3<E%&%@T%
5. PIIRBEOETHE, EVPO®RE, ZL CHo®ELEO0BESKRE, EVPEAOHEICX
EIABRKEN, FIXIE. BOTHCTHLEERZEASAI LTIL4ATDEVP ThHhE, @%A
SLULMERICIESEY, BFICHEBICRY BV, &F. BE2EE. EVPO=3%RET. AMA®D
AR—=T R R=J v DREEZLOLH>IIHBET BN, EWVWHZETHD, 2D, #» EDOMHE
ZOWTAMAZRATENE2H- T, REL, BEE, BEBELDARERERDH D,

PELAENEVPOEIZH- 71 98 2FEIEBIEHBRIBEICRELEZHDIXF (BB 1)
., FERCHEL LR v 7ORBENELEVIBBIZSEALTWS, ZORTEZICLS L, AXE
KD 2 HAE RN E LTEM L, b, THEESTREZRIRY RO OMEHICHEET 2 7-DIC
BHELSL 2y 7OXKEPARCERINBREINDIZLOFEERE) #BFATLL VI BB, BX



O THEASBLUORZ vy 7OREEBRICESW - —RHKEOSE] 2BETIL0VIEMNTH
5, ZOXFIZEDE, flziE. BEEO—D20HHiIX, EORLSNVOMBEIZOWTE —h LR
BEEFOTNWAEIE, —FHFARAZy 7ORAIF, BRVALOMBEICINVE A LTHPb> TS Z
ETHD, HESOFHRIE, AMAOERKIZEDZRBOFHIRL, ERSBFUSAOEMBFZORE,
AE vy 7 DFFRIL, 2—ANRLNVICEBWTERZLCHBICETABEAERLRVWI LR ETH
% (AMA 1981,2) (F1) ,

PECAKIE, EVPOREIZONWTIZIIBRRITWS, TL &2, RRIZESOKREN, — ARTICH
EEZ520NT=8 50V OBE L, @%A@%*ﬁbhééiéi@aﬁ@@ﬁ%?ﬁﬁ&%
BFEEENVD 2OOPMICMBEL TS LSICES, AFZ v 73, BEARZAN»>TROLHIIZED
LEIZE, MOMBIZLBEAENRY, [EhH, FERIHIICLTLEZY, TH, ZhiZ
FMEOCEEBMHR T, N HELXORETYT, BREFZEMITIIABRRTCETCVWEYT, | MESREZS
DiZ. AEZ Y TIBIAELER-T, REZBEBSELOESEEZR_hotzxThs] . [ [FHx1X
ARPOBRIZITEREWN] LEHS>OIE, BIRRETH Y, RBERKESCHESNITORETH S,
Ll ADLBADITER, —DOEFINLHOBH~ED LI EYEI D, Thid<xY
AVEDRETHY, THIEIARAZ vy 7OEETHS) (Campion 1984, 420-1) .

AU—FRiX, EVPOHZREEKRDOLIZED LTS, HELIHALLERL, EVPREE
*ﬂé?ékb@i&%ﬁ##é - (PEg) BESPEEAENAI LHEELS A S L, BE

WERKRBEEZMLY, MRREBERETIONPROAEETHD, 2o, FTADE2 77V T
—5 FEB-oTWE, MERIEL V- TNEI E, R ZHDEEARY BRI TVWEZ &%
BrDDOBEETHS] (Breo 1996, 21) .

FEAHEOBRERXFEEIIOWTEINEDHEIAL, HYUEKE (EVPARY) OKREN, BItESE
D> TBREERTDET TERNIEEZRMAL NS, Thickdé, [BEESNEELR
FL, RF v 7Dk (executive) BENEERITTH] VH, —EUTZTITANRLRTWBER]
. BT ULHIERETRY, EREE, BE2b, KOOEBAORKRE, BALRKMLOFER L, 1THH.
BIEMREBEZEAONTWD, —F, R¥ vy 70k, BES~ORERLYE2ELTEEZ HI
DD, TNET TR, BEEEDORNT, AZ vy 70RRBEEFIEARILEZRET S, Th b
D—=D—DODREPFRLERNIL, HESOKHFORELFABECPEKREEZ L > TL 5 (Houle
1989, 88-9)

£z, AUV—FRIE, RZy70FR T, BERTHEIREVPOMULEETHD, A¥ v 74 (E
VPOBRBLIZ) EEBEFRCHETALIECR-FELESL, THERAKEAZMETHS) LE-
77 o THIEERIZ, EVPRE [Secretary-General Manager] 72-7%1 95 0ERET, A

AZBWNTITOR TN Z L THD, RIETHHRBALZBED, 4k, JAMA RER L AMAY
UMV EEFNIE. RY v 7 DR THD [Secretary-General Manager] @S TIC., HEHES
CHRETDHIZ LT R>TWe, AU—-FROBEER, FEfHEOEERBEEICOVWTRA-EE



CEoTHEMTLNG, RFyT7OROEBEZH/TIZ, BREIL AL vy TOEENR I Z T
FARfTOREES, ala=r—rart BRREOMBEMEREND WRERH D, WENEY
REENORLNARLS D, BELLOBANI AL FRBESNZEER, EERL L TRITANRD
N, BEEAFIEAHES N, HEREEOHKARKLE LD - (PHE) A ¥ v 7 DROEEIZ
Lo, BESNEBEEHICOWTE, BESLAZ vy VOB THELADPND Z b H D, FIIE, &
SINFIZETIREEZERIT. BEAHEZEISNRTVWIRY v 7 EBEIHFLTOILERDH DT
A5, L, ETFEFDLIREAICBNTH, Ay T7OEN_FEMO=a 27 bEERL, £
DFERZMS SNDEXTHD] (Houlel989, 112) ,

EEWIC. EVPRAEESOARLETIC. HBOKHEACHIWELZ T T &0, MEEAD,
BELVRARBIEO—2DXosniT e Ro 88 AFT Y A NVO—HBREDOH TH-T-,



IV. ##R . BREMES~ORE LIS

IV—1. EVPHREOK A

(1) EfEoiEEioEE M - it

LELCHIESZEOLH I EENELS . HHIchbZ2HEN B TRWES. EV PO
MR HEHTA—oOFLERVEL, DEVEVPII. OB 2EBRIIZH-> TV REEE
BORE 2R,

(2) BB OHMME - EHMEOHER?

Ay TDEZEVP W), MARKERELEICTLAIZLICLY, R v 7#EEOEEMEICRT
LB BN TEE S, FRICHEVY., Ry 7AKLEEREGYE S BT EMMSY
Bor bithdEA9,

(3) EAB~D LY BEER5HE

EVPIE, AAEMSOBRERIBRE. FICENNRBERSTCRN T, BEERFEHZRZTHO
CHIREEND, LVEKNIZIE., EVPRUTORTEMKRIZHBRTDITHS I,

EMiESIcl > CTEELEDNABURGEEY, FEBARELICHFEZICRTITD
2By TDHBERREBEL TIToEEREOWBIOEY LiF-#E%2, BERITRT
XFESEARBRCHETIEMESOARXRME ., SEMARE TEAS, —RHRICRT
(4) EfEOHEHEE
EVPI., TEMORMEEFAFITOEMESTIIR W] W) 22/ RTHEEZLEY,
AMADEARIZ, Yy FERREVP ThomERIZ, oAEMEoMAICKSILEL S TH D,
EVPIZ. 2E.  BHES X¥oyT7rLWAL, UTD 285 %2¥k1 5,

EHiSICE T, EDOLDI RIBBHAA—TE2 DI ERERD

C BELVEMESDAA—VE, FOXOICLTHEEAL, FLHRITRESED



¥ HEVPORU—FNKIZ, BAREMSICH LEV PIZHY T2 RIBOBRELEIEDH, LD
BERTho, TOTREHIT., MBOMBELES AL v 7O ThHo7=, AMA, HH
MR TH D, LoT, EVPOLSIZ, AF, AMOFEHFIZHELZEEEFNLETH D,
SE (E#1E) | BESER (I 1EZS, RUASS 280X 3B O -6H £ 0)
DIEMOBEINLIRET 2R G %, EV P OfkEetEN#i-> T2,

V—2. EVPREICEITABE
(1) EVPHHEHES, BLOSREEOMOEE

AMAOHING LB LR E S, EVP EHFESOMIZIE, FICRREAREH D, BHERXIPBUR
FIEL., EVPRENEFETTALEVIETHIE, EVPREREZFMOT5 WS EE, &F
EEVPOMFRIZ, KO EAMATH EFVMBEERORNVWE I THD, FHIE, AMADERD,
HLBHE., BRXORBEZA-> T2 VBB L2006 TIERVD, TORIZBVWT, &K
WWHRWEERERNEZ 50N TWA BREMESNAMAZZEIZTH2OEE LY, BARIZBWNTT
MENDL2DE, EVPELEHEFERLOBEIV L, DLAEVPESREDOHODEBETH S,

(2) EVPERZ v 7O

EVPBAMBHRTIIESES I ABICELELADONRTVADLEY FiX, B THH, bLAT R
DRI FED &, Ay 732D T vy vy —h 520605, DFEV, EVPRERIIND,
FLORAERB LAY, MBBEEZ2IT-o720 75006 THDE, W, XT AL ED &,
AH o 73K LOWREIZE S,

(3) EVPEHOBERICHIT A HLi

AMADORBRIL LB L O, EVPORBICEL TX, BESHNMCBWTHEFICEIEHI 2
HEENAETS, BAERSIZBW TS, EVPERIL, Hi-RBURNBSF AL LIl THA
50

(4) EVPOERESE

1989 FEIIX. XED3 2 90 EFORREHE OFBEOHT T, AMADEVP (Y4FFHE
AK) X, E2MOEBEZITIR-> T\, F 1AL, MEBRIEERSOSEDO6T7TH2590 K

o YEUXKIZ, 6 2FH3167 RAZBWE, E3IMNOT AV - La—F 4V ITEXHED
5551731FKVEE. 2ynELEZDIF TS (Matlack 1990, 3011)



AMARZZO X912, BAROHGHMEBIZCEVNT5000 /A% FoRVWEFET, EVPRE
STW5E, FHOLTHH T, AMARBBRTECEVPOHEDE L EXZHFBTE TS, ZORKREM.
5. BREMES~DOREBLE LTUTO 2 AREXHINS,

EWHEZOEVPELTOEBERFHESTZAMBL VL0 ETFREND BRIZBWT, EH
FREHIT, O~y PN T AU FRFICEELEE LT REU RICHETH 5,
ZFOLEOBRBIZBNTE, HYOEFBTRTNIE., ENZEVPEMELEXTITH
NN THA9,

FBAMEBICE IR VWEHAREMSAZ v 7, OWTIEHBARO KB REEFIRERZ v 70
AEHEROFIZ, BRHLTHBERBMEZZITROEVP VI RBELRBTHZ 413, A
AREMRAMIBN TR E SRS & 5,

(5) 2R ERAZ v 7T HEMENIOUER OB

ERZEHHRERETD2AREMS LI AXORFZ, £HWBRICIBREND O TR
W, SRS, EVPEWIH LWEERBMINDETIZR, ) OFME2ETI LD LR
bivd, MBEOBENEEZCH, FZTEHIANELOEBIEDLLRTNIE., HE L EBEOM®
RN, HELBEARIILIERDEEAS,

IV—-3. EVPREOCPEODEE S
(1) EVPHREMHADOHMENL

BAEMSPEVPREZHRHNTHOTHNIE, [REEVPE2HRETION 2HO0nUHHER
MIEZTBLVERD S, BIb, BROLYINRESNDIERD)) TEVPITMEPHET S
Doy EWVIBWVIX T 2AEEREBEZEZABTEI L THD, B2ETRRZL I, AMADH
BRET. BEaVIAZ U NOF MY TEFEDKRE: [Secretary-General Manager] D&%
B L., THSEEBoBEIcL 29 TAMAIZIVSED LWEBLOERA] LWHEV
PREOHEHB T, '

(2) EHENLEZHELTDEVP
AIETHEANZE I, EVPRAERTEH VAR, F2ETLRZ LT, AMAICKT
LEVPOREBEZES LIE~T— « LR — MO T, KD [Secretary-General Manager|

I, SAROMEICHECIIFEIN T, AU —FRRBEHFEZROOLNTZV T2 L, Kz L 6N T
WHOT, MEEZFE., HiE, BHET DLV REUIREFIRSRKFHZE T R2NTND, &



W) HBRRRED—>TdH -7~ (Robert Heller and Associates 1957, 11-2) , L7283 -T, EVP
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MEMORANDUM

— o — o — — —

October 1982

T0: Board of Trustees
FROM: Joseph F. Boyle, M.D., Chairman
RE: Organizational Roles and Board Procedurcs

At 1ts mectlog of Seprember 9-10, 1981, the Board approved
the attuched document whilch revicws the appropriote roles of the
Board and the Staff and defines a process to cuhance the efficiency
and effecciveness of AMA policy development.

This document was developed Jolntly by wysclf and bDr. Coury
in concert with Dr., Sammoas and the Scnlor Sitarf. 1t stresses the
crucial nced for the roles of the Board and Scaff to be clearly
defined and understood for the organizatlon to operate as effee-
tively and efficilencly as possible, and supgpests u taxounomy for
general functlong which bullds upon the strengths aud llwitutionu
of both the Board and Staflf.

The document also discusses ways in which the actual operation
of the Board itself might be changed to freec up more Board meering
time for addressing the critical 1ssues on which the Association
should focus, and to minimize the amount of time devoted to routine
matters.

I recommend that the Board reafflrm Lts adoptlon of this
document during its October 1982 meeting.

Atrtachment

AMADFFE 2B TER



aiA board ofi Trustees

September 9-10, 1981

ORGANIZATIONAL ROLES AND BOARD PROCEDURES

In a ctypical corporation, the Board of Directors is the final policy
making authority and focuses on providing direccion for the corporacion
through the establishmenc of policy. The Bourd determlnues what should be
accomplished. The chiuf axecutive officer Ls Lhen responslble for dutur-
wining how policy will be implemented and has broad auchority to ilmplewent
plans conslstent with policy. Sctockholders "vote" through the aecuricics

market and once a year on directors but have no direct lnput to poliey de-
cialons.

In a voluntary assoclation such as the AMA there 1s o nwore complex
policy and fmplemencacion wechanisw, primucily becauss of Lhe nowd for
wore direct mowmber (utockholder) lnput o dectulon waking, It ia o wmora
tuprasuntative declulon-nuking procusu. Honcu, thu AMA has u Huuse of BDulu~-
gutes that eatabllshcu broud policy, a Board of Yrustecs that Ls the re-
spondible fiduclury agent as well as the body thut incerprets House pulicy
and directs the Executive Vice President to tmplemenc 1c¢, and a chief execu-

tive officer who is responsible for developing and executing implementuation
plana.

Hence, in terms of direct and active involvewment in the policy process
8 voluntary ussociution has a three-tler structuce where o typical corpora-
tlon has ouly two tlers, In addition, the corporatiun hue stuckholderuy und
the AMA hus itu gunoval wembership whilch are lovolved Lu a more fndivect and

generally leus active wuy in the policy process. Thu uctive policy proucess
of c¢ach 1s depicted in figure A.

Corporation Assoclacion
Establish broad policy Establish broad policy House of
Board of | 4 fiduclary responsi- Delegaces
Direcrors bility Incerpret lHouse policy,
Interpret policy and eatablish incerim policy, Board of
CEQ and implement and execute and flduclary responsl- Trusteed
employees | )/ - billry :
Establish operations pol- CEO and
lcy and lmplement and sraff
exécute plany

While the additional level of decision making and activity is consls-
tent with the voluntary and democratic nature of the organizacion, ir makes
it espectally imporcant to define the specific accivicies, responsibilicies,
authority, and accountability of each level. The Board of Trustees of che
AMA 18 1un a partlcularly difficulc posicion siluce it has many of the re-
gponsibilicies usually cxercised by the Board of Directors of a public cor-
poration but 1s aluo subject to a much more acgpive higher policy authority
(Houwe of Delugntes) thun L8 a public corporatlion (stockholders). Acr che
dawe time, the AMA Board 18 expected co help tuterpret policy, a function
perforuwed by cthe chief executive officer of a CLypilcul public corporution.



AM& Beard of Trustwees
-2 - Septewber 9-10, 1981

Therefore, the role of Board and of staff must be clearly defined in order
to have an ufficlent divigion of labor, and utilize the talents of both
wost effectively for the benefit of the organizaction.

As a practical matter, the diviusion of reuponslbility between Board
and staff 1s not difficulc to deflne because the strengths and liwmicacions
of the two are complementary to wuch othur.

Board of Trustecu Staff

ftrongthy 1. Currunt local perspuctive 1. Full-tlwe lnvolvement with
on problems at the grass nacional level 1ssues and
roots level (working re- perspectives (legtslative,
laclonshipg with other natlonal prewss, financial
professions; hospltral coumunity, ecc,)
scaff issues, etc.)

2, Firsc-hand familiaricy 2. Access to full-cilme, broad
with currenc day-tu-day experclse In wany arcas
problems of wedical (legal, financial, and sub-
practice (direct impuct Ject matter expertise)

of regulacion, developing
practice patterns, etc.)

3. Relacively frequent con- - 3. More frequent countact at the
tact with other physi- natiopul level wich other or-
clans ut the local level, gaunlzatious (AHA, business,
both members snd non- ‘ goverient, eLc.)
memberd.,

4. Contact with pactloents 4. Contluulty of uctlvicy
(nuburs,atcituden,ute.

Limftacions 1, Limlced time 1. Limlted exposure to local
physilcluns and prublews

2. Limited access {(dis- 2. Removed from current expo-~

' tance) sure to wedical practice on

a firsc-hand basis

J. Limited rechnical ex-
pertise in non-scien-
tiflc/medical arcas

4. Limlted continulty of
exposure. Only inter-
mictent participation
1s possible

As the diagram indicates, the limitatlons of the Board are offser by the
streagths of the statf, and cthe limltations of staff are offsec by the
strengths of che Board. This should be the basis for establishilng the wost
efficient role for each In maincaining a functional relacionship cthut pro-
Vides for wfflclency, effactivenuss, und coutinulty.
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The followlng ruxonomy of general functlons 1is suggested:

Board of Trustees

1. Flduciary vesponsibility as required

by law.

2, Policy Devulopment

a. Board Reports to the Housu
presenting 1ssues and recouw-
mending che course of action
1t selects

b. Stiwmulate, review, and procuess
Council Reports to che Board
and House, Cowwmwcut to thu
House on Council recomwenda-
tlonu Lf uppropriute

c. Follow-up to House action to
uddure lwplewmencatlon by wsealf
and wake any policy declsiony
necendury to enuble staff co
proceod

3. Planning

a. brlng grass roots perupective
to Buard discussions of issucy
on the horfzon that the AMA
should prepare to deal with.
Give guldance ro Councils and
receilve input from Counclils on
such topics

4. Staffing
a., Hire Executive Vice President
b. Keep inforuwed on general or-

ganization and key senior man-
agement personnel decisdlonu

l.

Staff

Legal and financial advice
to support Bourd declislona
in exerctulng Lea tlduclary
responuibilicy

Pulicy Support

4. Ldentlfy fusues, provide
background and anualysis,
evaluate alternative
courses of accion, and
make a recommuendation to
tha Board

L. Iduntify lusuca the Bourd
cun usk Counclle tu ad~
druss; review Councll cu-
porty and provide brluf
ynupu by wd roecommenda-
Liun tuce Buurd actlon

C. Plun und wxecute program
reaponse to policy deci-
slond. Keep Board in-
formed of progress

4. Malntain operational pluan-
nilny proceud to provide
appropriate prograwm re-
sponse o policy and long
term AMA needs.  Assist
Board by helping to iden-
tify (based on staflf work
as well as iaput from direct
contact with members and
otliers) topics on the hori-
zon that AMA should begln
to address

4. Maintain o staff with ap-
propriate expertlse

b. Maintain a manageuwent sys-
tem chat will be reapon~
slve to Board and luude
policy and nceds
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Board of Trustces staff
3. Spokuswmunuhip

a. Appearances before appropri- 8. Appearances bufore appropri-
ate audlencus ute nudluncuw

b. Tustiwmony on lagislative b. Testiwmony on leglslativae
luguas lusues

c. Parcicipacion in public re- ¢. Malntailn a public relations
lations aud wedia relaciouns and wediu relations acilvity
activicy

d. Contuct with appropriace in- d. Lialson with other organiza-
dividuals and organizations tionsa

In summary, there is a natural diviston of labor between the Board and
staff that flows from the inherent strengchs and llwltatlons of cach. Each
brings unique perspective snd taleats to the jub of running the AMA., 1a oc-
der cto get che wout out of the partacrship, che Board shauld focus on cuoor-
dinacing the efforc to identdfy dsuuss, developluyg recownmendat Loy Lo cutub-
1iuh policy, and enorclulng fiu flductary declufon-makluy reaponudbillicy.
Thu Bourd whould uxpuct atult to madintaly the vapertlua to Jdu Ll backyrowt
wurk nacusuury tu Ldeatliy and dublnu fusuue, wnelyzo altoruatlive coursus of
uctlon, lwplement programd to accomplish the lutent of policy, und malntualn
the expertise and operating systemd necessacy Co support the Board in LCs
fiduclary responsibilicy. Of courue, close communlcution Ls essentiul to
avold duplication of effort, workdng at cross-purposes, etc. ‘The trademarck
of a good Bourd 1s fts abtlicy to focus on essentlal Llussucs and gulde the
organizatlon to responsive and respounsible policy declslons. The cssence of
good staffing la to provide the continulty and support that will free the
ever—changing Board from non-essenciul activity so it can focus on guiding
the fucure of the organization,

-Cucclnu It Done

There are, of course, many ways in which the principles discussed above
can be implemented. ‘The AMA Board and staff have had #:well coordlnated and
very efficient working relationship for wany years, one chat has gone Chrough
an ongoing process of vrefinewent.

Perfodic assessment 1s necessary in order to assure that the refinement
process contlnues. There are two related areas for which refilnements should
be coiuidered at cthis time. One relates to the kind of coplca on which che
Board spends Lfts tlwe, and the other relates to Board proceduras.

The substuntlve nuture of where the Board should focus its acttention s
“an lsnortant conslderation, because the Board has llwited tlime in actual
sddelon and Ly reusponsible for not only respondlng Lo ftems of buulocus gen-
4rated by tlouss action, but wlso for unttclpating luuueu and excrelulng bsg
leadershlp vole fn gulding the AMA to approprisce poslitlons. lencu, Lt
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utilizatlon of Bourd mecting time {8 a critlcul factor. To the greatest du-
gred pouslblae, the Board should winimlize che tlme Lt spends handling routine
ituws and spend ua wuch time e pounible deallng with Llawuss on whleh che
Advoclation fu In need of somue raeal divectlun,

For example, the current "heatlng up'of the total manpower lssue 1s one
on which the Board should spend some time developing tes thinking in wbroader
context than just the AMA's position on the GMENAC Report. Siwilarly, the
current economlic cllmate plus the changluy wanpower sltustlon with regard to
physicifans as well as che allied healch profusslony ralscy the queutlon of
whut will be the emerglog compebitive situacion in medlecal practlce.  Thus
far, discussions of competition have focused on the pro-competltion leglula-
tion, but a much broader view of cowpeticion and its lmpact will be neces-—
sary for the AMA to cuuslder. These kinds of toples should be the focus of
a relactlvely larger percentage of Board ctime than they have in che past, In
order co make this possible, sowe procedural changes should Le lustlruted
that will enable the Bourd co discharge lis routdine Lunctiond more etblcicatly
and thus frec moru tiwe for deallng with lusues of mujur concern,

One way of reviewlng the Board's activicy {rom a procedurul pecopectlve
18 to look ut the several cowponenty ol a bourd mectliuy we lollows:

1. Developing the agenda

2. Prepaving for the mecting
3. Conductlng the wecting

4. Follow-up

The development of the agenda s a shared vesponsibility of the Chalrman
and the Executdve Vice Presldent. They should review Houuc actloneg, pundiig
Bouard buslnvus trom priov mectingu, snd Lusucs ralued by ladividual Trusteeu,
Offlecers, wembersu, staff, or otheru, These should be reviewed to deturaloe
which requice Bourd sttentlon and which can be handled Lo snother way. Thede
that require Board attention should be classifled as routine buslness ltowms
or as dlscussfon items. This discinccion is fwmportant because the Cwo should
be presented separately.

Recoumendatrion #1: That ewuch agenda conslst of an IYI
book (For Your Informacion), a Consent book, and an Ac—
cion book.

Thie ¥YI book will contain those ftemns with which the Board members should be
fumiliar but whlch requlre no action. The Consent book will contaln those
1semi: priwarily reports of the Board and reports of the Cuunclls bhelng puuuu4
cthfovsh che Board, that have already been well-thoophic oul, und requlre redu=
tively llctle further dlgcussion.  The Consent buok will alwso contaln roulb fnd
Board responses co llouse requests or to House referrals. ALl ftems LO be con-
calned in the Consent book will be carefully ruvicwed by the Chalbrouwdl und
Vice Chalrman or the Exccutive Commlitec prior to the board mecting snd r
ommendatlona for specltfic actionsa to che Board vn thede frems will bg udﬁ; by
the Chulrman and Vice Chalowan of the Board. Thls process will cnable tAu_
Board to expedite the routlne processing of Councll reports and other regus
idf_budincuu irems. Of course, tndlvidual Board wemberw leL_huvu the pre-
rogutive of siugling out any particularly contruversial lrem for further dis-
tusslon or to request the addicion of other ltems Lo the apenda.

pa -t
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The Accion book will contain those itews that require a declslon by the
Bourd and which need to be dlacussed by the Boavd prior Lo reaching a con-
Muhwue, This wlll Llioclude toplcee Lhat urce controverslul ur wvhat the Bourd
has not doalt with dn wny depth proviously, The Actlon buok will aluu con-
tain che background material oa major lswues that the Board will discuss at
each wouting. While thouse discusslons will not alwuys rusult in a formul
vote for action by the Board, they will luvolve a process through which the
Bourd will arrive at a general consensus regarding the Llmportance and gen-
erul lwplicactons of the toplc belng discussed.

Wich thie agenda presenced in o somewhat different manner, the members
of the Board will bLe able to focus thelr attention on the wajor discuasion
items as choy review the agenda material tn preparatlon fur the wmeeting,
Hisvorically, the AMA Bouard has been very fortunate in that Lts meaberus huave
beea dedicated enovugh to review the vast quantity of muturiul curulully and
come preparud fur tha mestings.,  Thore ure cervaln additlonsl thidnge Lhat
can bu donu to hulp wowu that bucdeu,

Recomnendocion #2: ‘That the Chalrwan auslgn one or
two meubuery of the Executlve Coumdbttee to review cer-
tuln toples 1o depth and to "lead” the dlucusuton of
the assigned tople during the Board weetlng,

This will uxpeditu the actual diucusuton durlng the Board vaswlun aw woll uu
sduuly that no kuy polintu have baoh sduuad becauwnoe of tho veluse of aaterlal
the Boucd muut hundda. This approach will be used La relation Lo purtlcu-
luvly controverslal or complex lwsucu, wnd uluu vccsslunully to hwalp "pre-
digeat” repores of wujor stalf cusk lorces on lwportunt toples.  lo such 1o=
stances, the assigned Board wmember would be briefed by the task force as well
a4 have access to background materials in addition to the report itself.

A danger of usling this approach that will have to be guarded against 1s
the identificatlon of one or two mewbers with 4 particular subject area to
the eatent that cthey might become the "resfdent cxperts' on cercalun subjetcu.
This would be a dlsservice to the individuals as well us to the rest of the
Bowid becusse one of the key strengths of the AMA Board should continuc tu be
the brdadeh of knowledge of all of 1tu members.  LEach Trustee should be a
Benuralint, lence, subject areas will be rotated so that no one addiclonal
individual always ends up with a particular toplc.

A3 a further means of enhancing the preparation for Board weetings, Che
Clialrman and Vice Chalrman will rtoutlnely plan on gpending the day belore
guch meotdng with thu Executive Vice President golug vver the entire ugﬁhdu~
i will assure cowplete famlliaricy wlch all the topies to be cuvefed and
ghould telp to vxpedice the actual meetings.

In addition 9 the clunges that can hielp Lo strecawmline the agendas and
wake the process of preparing for the weetlngs wore cowplece, the actusl
Weeiiitgs can be wade wore efficient.

Recommendarion #3: That each Board meeting be carefully
schedulcd in advance s0 that specific times are allotted
for each ctopic.
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This will have several cffects. Filrsc, 1t will provide the basts for ausur-
ing that there L adequate time for handling ull of the Board buuincuss with-
out ghortchanglng Ltews that are at the wad of the sewsion.,  Saecondly, Lt
will c¢nuble thu mewbers of cthe Board to focus thele"lust mlaute preparations®
during thue evendngs or early worningu of euch duy of the meellng wore pre-
¢lgely, Thirdly, it will enable appropriute staflf to budget thelr time wmore
efficlaently during the Board meeting so they are not "on call™ wich no real
idea of when the items for which thelr presence 1s required will come up.
Laatly, 1t will give cthe Chalrman and the Lxpecutive Vice Presildent a more pre-
clue i1dea of whether the material in the agenda can be adequately handled in
the ctime scheduled for the meecing, and adjustwents in schedullng or in cthe
agenda itself can be wmade in advance.

Anocher aspect of schedullng the meetlups will dnvelve 4 change in the
use of executive gesuwlons. Inscead of having an executdve seuslon ut the
vary baglonding of wach meeting, thoy will be acheduled tor latur fo the ses-
lon, posuibly at the very end. At the beglunlug ol the board mectiag the
Chatrman will ask Lf any wembers of the Board have any Lliews to be considered
In executive sessfon.  Thede itemws will Le added to the ones that have been
1dentified praeviously, und the excecutlve sesslon will be scheduled for later
in the meeting unless one of the icems 18 of an urgent nature. [Executive
sedgsions should be used primarily for discusslon of itews cthacare polltically
sensitive, reluate ro personnel matters, or require confidentialicy tor sowme
other reason. Other business will be discussed as part of the open desslon
accovdling tu the ucheduled ageuda.

Swuwour Y

The 1ideas presented above represent some thoughts on how to make the
Board wore efficient as 1t continues to take on more difficult and challeng-
lng 1s8sues. I urge you to adopt the recoumendattons that have been made and
to add your own ideus to cthe ongolng procesas of refining the Board's acti-
Vity.
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