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1. Introduction

What is the purpose of these guidelines?

This document provides essential guidelines to ensure effective governance within The Duke of 

Edinburgh’s International Award Malta Foundation. It is designed for use by the National Council, 

the National Directors, staff,volunteers,and advisors.

Who can benefit from these Guidelines?

These guidelines are designed to help the Award in Malta strengthen its current governance 

structure and or recruit new National Council members and Trustees.

The toolkit can be used by:

• Trustees of National Award Authority

• Chairperson of National Award Authority

• Staff /Volunteers who work with trustees and the National Council including members of the 

team who provide governance support for the board

• advisers, trainers and development workers who advise or assist the boards

How to use these guidelines

These notes present guidance on the key elements of a governance board and lay out what the 

Award in Malta needs to have in place to comply with its licensing requirements.

Each section provides a suggested framework and advice to help the National Council develop 

sound operating practices.

The document also defines appropriate possible role profiles for key positions to help each board 

member discharge his or her duties.

As a consequence, the toolkit forms a point of reference and can be used to continuously improve 

the governance of the Award in Malta.



2. The Purpose of the National Council

What is a governance board?

The National Council also known as the board is the group of people who ensure that the Award:

• has a clear set of goals

• creates as well as implements a suitable strategy and policies to achieve its goals

• meets its legal and financial obligations

The board works within a governance framework set by its foundation deed.

Acting as a collective body the board comprises a group of volunteers who seek to improve and 

grow the Award in Malta by taking inter alia the following actions:

1. Create a vision, mission and values: which correlate with those of The Duke of Edinburgh’s 

International Award Foundation and the International Award Constitution in order to 

contribute to our ambition that every young person aged 14to 24years in the world should 

have an opportunity to participate in the Award:

• The vision outlines what the Award in Malta wants to be or how it wants the world in 

which it operates to be and provides an “idealised” view of that world. It is a long-term view 

and concentrates on the future. It can be emotive and should be a source of inspiration.

• The mission defines the fundamental purpose of the National Council, describes why it 

exists and what it does to achieve its vision.

• The values are the beliefs that are shared with and followed by the stakeholders of the 

Award in Malta. Values drive the culture and priorities as well as provide a framework 

within which decisions are made by all stakeholders

The vision, mission and values should be reviewed at least every three years to help the 

organisation achieve its goals.

2. Develop successful strategies

Working together as a cohesive team, members of the National Council and the Trustees 

together with the National Director should develop a long-term strategy to help the Award in 

Malta achieve its mission and operate within the values of the International Award. Meeting 

agendas of the Council should reflect inter alia the key points of the strategy and this approach 

helps keep the organisation on track.



3. Establish and monitor sound policies

The board creates and reviews policies to govern the activities of the organisation and these 

should include inter alia:

• providing guidance and support for staff

• creating systems for reporting and monitoring performance

• developing an ethical framework for use by everyone connected with the organisation

• establishing protocols for the conduct of trustees and national Council business

4. Raise funds from high net worth individuals, corporate donors and other sponsors to 

help finance the activities of the Award in Malta by:

• attracting country benefactors and other supporters through the Friends programme

• holding profitable events that promote The Award and raise money

• persuading corporate donors to sponsor and support the organisation

• seeking in kind donations from suppliers of goods and services used by the organization

• recruiting new World Fellows and Benefactors

The Council ensures all donors and supporters are qualified as suitable people to be 

associated with the Award in Malta. Donors and supporters should be vetted and the 

Council is responsible for ensuring compliance with all relevant money laundering rules.

5. Set up employment procedures and respect the roles of the staff

The National council in consultation with the supervisory board should create fair, sound, 

comprehensive and legally compliant personnel procedures that protect the organisation 

and those who work within it by covering matters such as:

• recruitment and retention of Volunteers /Staff members

• support for Volunteers /Staff

• appraisals for Volunteers /Staff

• remuneration and rewards

• discipline and ethics

The Council should recognise, define and respect the domain of Volunteers / staff 

responsibilities. At the same time it needs to create procedures which guide the activities of 

the volunteers /staff and safeguard the interests of the Award in Malta.

6. Comply with the Foundation deed

The board should create an environment where all work carried out by the National Council 

complies with its Foundation deed and this in turn will help the organisation achieve its 

objectives.



7. Fulfil its obligations

The board must ensure the organisation complies with all its obligations as required by law 

and does this through inter alia following the rules set by National bodies that include:

• Regulatory organisations which govern the activities of NGO’s

• Taxation authorities

• Customs and Excise legislation

• Ministryof Education policies

The board is responsible for ensuring all the organisation’s activities comply with the law and 

that it publishes annual reports as well as properly audited accounts which show a true and 

fair view of the Award affairs

8. Satisfy all stakeholders

The board also ensures the National Council is satisfying all its stakeholders including 

Award participants, volunteers, donors, staff, The Duke of Edinburgh’s International Award 

Foundation, and the general public.

9. Maintain a balanced set of books

The board is responsible for effectively managing its resources and this involves meeting its 

NGO objects by:

• generating sufficient funds to fulfil the mission of the organisation

• approving the prices which are charged for provision of its services

• participating in fundraising activities

• organising and managing appropriate resources needed to achieve its goals

• monitoring and controlling expenditure

• approving the annual financial statement and budget

• putting appropriate insurance covers in place to protect the organisation from risks

• creating and ensuring legal compliance

10. Select and support the National Director

The Council creates the policies that cover the recruitment and employment of the National 

Director. It selects and supports this person as well as reviews his or her performance.

Board members help the National Director create an environment where there is unity and 

constancy of purpose and one in which all stakeholders and the organisation can excel

11. Maintain effective board performance

The Council keeps its own house in order and takes steps to establish:

• productive meetings

• high standards of conduct

• effective committees equipped with adequate resources

• appropriate development activities

• sound recruitment and induction processes

• regular and effective performance reviews that lead to continuous improvement

• partnerships with pro bono consultants and other supporters where necessary



Members of the Council should review and evaluate their own group as well as individual 

performances at least every three years. Clearly defined procedures should be in place for 

removing Council members who are unable or unwilling to fulfil their duties and obligations.

12. Promote the organisation

Through their own behaviours, governance and work carried out on behalf of the National 

Council, members enhance and protect the reputation of the organisation. Effective council 

members help the organisation achieve success and are good ambassadors for the Award in 

Malta.

13. Identify, evaluate, mitigate and manage risks

The Council should take steps to identifypotential risks and implement as well as develop  

appropriate interventions to deal with those risks which include inter alia:

Governance Risk e.g. creating an appropriate organisation structure, putting in  

place the right mix of skills and avoiding conflicts of interest

Operational Risks e.g. equipping volunteers and participants to operate The  

Award programme, other health &safety issues, recruitment 

& training policies, managing staff, charging for services 

provided to others (where appropriate),engaging with  

suitable donors and ensuring the security of physical assets

Financial Risks e.g. raising sufficient funds, ensuring the accuracy of financial 

information, creating adequate reserves for the Award and 

assessing the Award’s dependency on limited sources of 

income

External Risks e.g. maintaining and strengthening the reputation of The 

Award, keeping up to date with changes to demographic 

trends for potential participants, understanding the economic 

climate and complying with government policy changes

Once identified the council should take appropriate sensible actions to evaluate, avoid, 

mitigate and manage potential risks to The Award. Risks can be dealt with in numerous 

ways that include for example putting in place suitable insurance covers, outsourcing work 

to competent specialists and creating policies as well as processes that avoid or manage the 

risk.



3. Roles within the Award set up in Malta

Trustees and Council Members
Trustees and Council members operate within two sets of formal rules: the Foundation deed and 

national lawsparticularly those relating to governance of charities.

In practice, the supervisory board made up of four trustees delegate day to day or operational 

matters to the National Council, volunteers, staff and suppliers of services if appropriate. In most 

cases the National Council will delegate the day to day running of the organisation along with 

some decision making powers to the National Director and his or her team.

Regardless of how much day to day work is delegated the national council together with the 

Trustees retain overall legal responsibility and may only delegate as far as it is allowed to do so by 

the Foundation deed or the relevant legislation.

Trustees and Council Members are mostly expected to focus on council matters and not stray into 

executive day to day running of the organisation but instead provide an independent view that 

helps the Award in Malta achieve success. Members are appointed to bring to the Council:

• independence

• impartiality

• wide experience

• sound judgment

• networks and networking skills

• abilityto help raise funds and generate income

• specialist knowledge

• personal qualities

Other positions can be created and people may be appointed to these roles within the 

National Council to take on specific duties. The holders are appointed by the Chairman as per the

rules laid out in the Foundation deed. For example the National Director is not a council member

but can and should be co-opted to sit on the National Council.

At certain times council members and even trustees may kindly volunteer their time and expertise 

for operational purposes by taking on a separate remit in addition to the work they normally carry 

out as a trustee or council member. In these circumstances trustees and council members should 

provide constructive help and not exert rank over the relevant member of staff within the Award. 

Trustees and Council members should at all-time act as part of the team and respect the expertise 

of the volunteers / staff for the good of the Award in Malta. Providing enthusiastic support for 

members of staff (paid or unpaid) whilst volunteering improves the effectiveness of the activity that 

is taking place and is in the best interests of The Award.



The following suggested roles should be agreed by the governance board as follows:

Chairman of the National Council
The role of the chair is to convene and manage meetings of the governing board. The chair is also 

responsible for managing membership of the board, reviewing members’ performance, organising, 

succession and recruiting new members. In addition, the chair should be regarded as the person 

responsible for achieving a balanced set of positive outcomes and maintaining the financial stability 

of the organisation.

The Chairman is also usually responsible for:

• supporting and mentoring the National Director and acting as a positive channel of 

communication between the council, the trustees and staff /volunteers;

• acting as a figurehead for The Award which may include for example representing the 

organisation at functions and meetings or dealing with the press;

• leading on development of the council and ensuring its decisions are implemented;

• taking urgent action (but not making decisions unless authorised) between council meetings 

when it isn’t possible or practical to hold meetings.

The activities mentioned above are not exclusively the role of the chairman but could be delegated 

to other council members and/ or trustees. The Award’s press spokesperson is normally part of the 

role of the Chairman but in particular cases could also be delegated to another council member 

and/or trustee.

Secretary
The role of the council secretary should be as follows:

• Secretarial duties including the organisation and distribution of minutes of board meetings for 

the National Council and also for the Supervisory Council.

• Manage regular follow ups in an effort to make sure that all decisions are actioned accordingly.

• Handle any confidential correspondence relating to the National Council and the Supervisory 

Council

Treasurer
The role of the treasurer is to safeguard the assets of the Award, be they financial or otherwise. 

This is achieved by:

• Establishing clear guidelines for the collection of funds and expenditure which will incorporate 

good internal controls and checks aimed at minimizing the risks of errors or fraud

• Ensure correctness of the financial record keeping function and, whenever possible, carry out 

such functions him/herself

• Provide accurate and timely reports to the board and the council to assist them in their 

decision making process

• Prepare regular budgets and monitor actual performances to ensure adherence to budgets 

and established guidelines

• Guide the Board, the Council and any of its staff or volunteers in any financial decision

• Assist the Award’s auditors in the periodical review of the financial records

• Ensure compliance with statutory obligations relating to financial transactions including tax 

and vat payments as well as proper recording of same

For a more detailed overview of each role please see the Role Profiles document.



4. Recruiting National Council Members

Who can be a national council member or a trustee?

Eligibility criteria to become a national council member or a trustee are very much dependent on

national laws relating to charities and business governance. Common legal requirements include

rules that trustees must not have been declared bankrupt and also may not be or have previously

been disbarred from being a director.

In most cases trustees are recruited to a governance board because of their expertise in a 

profession and or because they can bring a perspective or specialist experience that enhances the 

performance of the Award in Malta.

As a result National Council members and trustees often tend to be more mature in age and 

this may be due to the time they have taken to become experts in their fields. Young people 

are however not excluded from being National Council members but The Duke of Edinburgh’s

International Award Foundation Malta does have a minimum expectation that trustees must be 

adults and therefore are at least 18years old.

Recruitment process

Recruiting prospective national council and trustees can be a rewarding activity as during the 

recruitment process members of the board will come into contact with a variety of people who 

have an interest in the Award in Malta and wish to share their ideas and views on how The Award 

programme can grow with them as council members or trustees.

The Duke of Edinburgh’s International Award Foundation in Malta promotes equality of opportunity 

and does not condone discrimination on the grounds of race, sex, sexual orientation, age, disability 

or religion.

The Duke of Edinburgh’s International Award Foundation Malta suggests the process set out 

below should be adopted to ensure the right candidate is always selected from a broad range of 

candidates.

• The governing board identifies the need for new council members which may arise because 

vacancies have been created for example through resignations, retirements through coming 

to the end of specified terms of office or that existing members have decided one or more 

additional members with specific skills are needed to help run The Award more effectively. 

Guidance should be sought from the Foundation deed to establish whether or not a

minimum or maximum number of council members or trustees is required for the

governance board to be active

• The council should agree what skills, experience and knowledge are needed and write these 

down in the form of a short job description. The council should look at the requirements set



out in the role profiles adopted by the Award in Malta in the process of such recruitment. 

It is to be noted that some of the work may be delegated to committee members and 

the National Director should also follow such a procedure when appointing committee

members to support the National director in the day to day running of the Award. It is also 

to be noted that the national council should always remain in full control of the process and 

decisions taken in any appointments given on a national basis.

• The national council considers the best methods of attracting a diverse range of candidates 

which could for example include advertising in the local or specialist press or perhaps using 

brokerage services where available.Council members may also wish to refer candidates with 

whom they are acquainted and it is recommended such people should still take part in any 

recruitment or selection activity determined by the whole council.

• Short-listing and interviews take place against agreed criteria. Interviews are carried out by 

a small panel of council members and each candidate is asked similar questions to ensure a 

fair and objective approach with notes kept of each interview

• The preferred candidate or candidates are identified and invited to join the National Council 

subject to references, formal vetting and approval by the full council including trustees. 

Unsuccessful candidates are of course notified and thanked for their interest

• Candidates are asked to consider and declare any existing or potential conflicts of interest 

(formore information please refer to the section on Managing Conflicts of Interest)

• As The Award works with children and vulnerable young adults the trustees may seek

further appropriate checks or references to confirm the suitability of the candidate or

candidates

• In the light of the checks and declarations received from the successful candidate or 

candidates, the national council may decide to go ahead and formalise the appointment of a 

new council member.

• The council should check the Foundation deed to ensure that they appoint all new council 

members in a proper and legal way

• The Chairman of the National Council may write setting out the duties and expectations of 

the position together with a request to each prospective council member to sign and return 

a copy of the letter. Alternatively, the candidate could be asked to sign a code of conduct 

that sets out his or her role and responsibilities as a council member of the National Award 

in Malta. (Please see the Resources section for a trustee code of conduct template).

• An information pack about the Award is sent to each new council member and a full

induction process is arranged. The induction pack should include inter alia the latest

financial accounts, annual report and the Foundation deed

• New council members should not only meet existing members and trustees but also others 

involved with the Award such as members of staff, volunteers and perhaps a few sub-

licensees.

• The new trustee attends his or her first board meeting and is duly welcomed. All relevant 

parties such as funders as well as the Award advisors (if any) and auditors are notified of the 

new appointment or appointments



5. Composition and Meeting requirements

Composition Requirements:

The National Council must consist of at  

least five members,each of whom must  

meet the eligibility criteria as defined by the 

applicable national corporate governance  

lawsand regulations. These criteria ensure  

that all members are qualified to oversee  

the governance of The Duke of Edinburgh’s  

International Award Malta Foundation  

effectively.

Meeting Frequency and Licensing 

Compliance:

To comply with licensing requirements, the  

National Council is required to convene a  

minimum of two meetings annually. However, 

to better achieve and monitor the Foundation’s 

goals, the Council typically meets more

frequently throughout the year.

Meeting Agendas and Documentation: 

Each meeting of the National Council must  

be carefully planned with a written agenda,  

distributed in advance to all members.

The proceedings of each meeting must be 

meticulously documented through minutes,  

which serve to record decisions made and 

actions agreed upon, ensuring compliance with 

the board’s regulatory responsibilities.

Quorum Requirements:

A quorum for these meetings is achieved  

when more than half of the Council members  

are present.This requirement ensures that  

decisions made have broad support and are  

representative of the Council’scollective view,  

thereby maintaining the integrity and legal 

standing of the meeting outcomes.



6. Formation and Function of Committees

The National Council may establish several specialized committees to support the effective 

delivery and expansion of The Duke of Edinburgh’s International Award Malta Foundation. These 

committees are tasked with specific aspects of the Foundation’s operations, allowing for focused 

and expert handling of various critical functions.

Flexibility in Committee Structure:

The structure, chairmanship, and membership of each committee are determined based on the 

specific operational requirements and strategic objectives at the time of formation. This ensures 

that the committees are always optimally aligned with the Foundation’s current needs and goals. 

This framework provides the necessary flexibility for the Foundation to adapt its committee 

structures as needed, ensuring that it can effectively respond to evolving challenges and 

opportunities within its operational environment.

Establishment of the National Award Committee

The establishment of a National Award Committee is mandatory for the effective administration 

and operation of The Duke of Edinburgh’s International Award Malta. This committee is essential 

to ensure that the Award is delivered in a manner that meets both the strategic objectives and the 

operational needs of the Foundation.

Purpose and Role:

Central Role: The National Award Committee serves as the core operational body responsible for 

overseeing the day-to-day management and strategic direction of the Award program in Malta. 

Responsibilities: It is tasked with ensuring that all aspects of the Award are coordinated effectively, 

from participant engagement and program delivery to stakeholder relations and compliance with 

regulatory requirements.

Composition and Appointment:

Appointed by: The National Director, in consultation with the National Council, appoints members 

to the National Award Committee.

Expertise Required: Members selected for this committee should ideally possess an understanding 

of the Award’s framework, along with expertise in youth programs, education, management, or 

related fields that support the committee’s functions.



Operational Oversight:

Functioning:The National Award Committee is responsible for implementing the policies and 

strategies approved by the National Council and ensuring that the Award’s operations align 

with the overall mission and goals of the Foundation.

Reporting: Regular reports are to be submitted to the National Director and the National 

Council, providing updates on progress, challenges, and any adjustments needed to meet the 

Award’s objectives.

Review and Continuity:

Annual Review: The effectiveness and composition of the National Award Committee should 

be reviewed annually by the National Council to ensure it continues to meet the evolving 

needs of the Award program and adheres to the highest standards of governance and 

operational excellence.

This mandatory committee is crucial not only for maintaining the integrity and quality of the 

Award but also for ensuring its adaptability and success in meeting the aspirations of young 

participants in Malta. Through its dedicated oversight and strategic guidance, the National 

Award Committee plays a pivotal role in upholding the reputation and effectiveness of The 

Duke of Edinburgh’s International Award Malta.

National Award Committee

Formation The National Director, in collaboration with the Board, will establish a 

National Award Committee.

Purpose This committee is specifically designed to enhance the delivery of the 

Award and broaden its reach to participants and relevant entities. It will 

develop strategies that best serve the award’s objectives and ensure 

effective engagement across different sectors.

Reporting The committee will regularly report its activities and progress  

directly to the National Director and the National Council to maintain 

transparency and alignment with the Foundation’s goals.



7. Managing Conflict of Interest

Council members are duty bound to make decisions that accord with the best interests of the 

Award and any situation in which a council member or a trustee’s personal interests or loyalties 

might influence or affect the way in which he or she makes a decision may be described as a 

conflict of interest.

Many council members and trustees will have personal and professional connections which 

positively benefit the work of the Award. These connections are often part of the rationale for 

recruiting a council member to sit on the board and as a consequence it is likely that conflicts of 

interest may arise from time to time.

Conflicts of interest would only reflect upon the integrity of the council member/trustee if not 

declared to the board. But an undeclared conflict could result in decisions being made which are 

not in the best interests of the Award programme and ultimately lead to reputational damage as 

well as potential breaches of the law. Potentially harmful repercussions can be avoided by putting 

in place appropriate procedures to identify, declare and manage conflicts of interest.

Conflicts of interest arise in situations where inter alia:

Trustee could gain a direct financial benefit

e.g. through a payment made to a council member and/or a trustee or a company with which 

a council member and/or a trustee is financially associated for a service provided for the 

Award in Malta or as a result of him or her being a member of the governance board. For the 

avoidance of doubt reimbursing a trustee for actual expenses incurred on behalf of the Award 

does not constitute a conflict of interest.

Council member and/ora trusteecould gain an indirect financial benefit

e.g. if a spouse or close relative of a council member and/or a trustee is employed by the Award 

and such an arrangement might increase the trustee’s household income.

Trustee’sactivities could conflict with his/her loyalty to another organisation or person

e.g. if a council member and/or a trustee is employed by a company owned by the Foundation

of the Award in Malta it could affect the way in which the subsidiary organisation operates and

therefore might possibly be to the trustee’s advantage.

It is the responsibility of each council member and/or trustee and the collective governance board 

to identify and appropriately manage as well as declare all conflicts of interest.



Management of conflicts of interest can be achieved by the trustee concerned ideally avoiding 

the situation in the first place and in every case he or she must opt out of discussions where 

there is a conflict of interest.

Where a council member or a trustee declares he or she has a conflict of interest and then 

withdraws from a board meeting there must still be a quorum for the board to continue the 

discussion.

Conflicts of interest should be documented in the minutes of the relevant board meeting by 

stating the nature of the conflict, the name or names of the conflicted trustee or trustees, 

the precise nature of the declared conflict, an outline of the discussion held, details of any 

decisions made and the period for which the conflicted council member or a trustee or 

withdrew from the discussion.

Where a conflict cannot be avoided, any and all benefits received by the conflicted council 

member or trustee must be lawful in line with Maltese law.
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Your centre is more than a place of learning—it’s where young people ignite their 
passion for adventure and acquire a thirst for knowledge. As a Duke of Edinburgh’s 
Award centre, you uphold the highest standards of safety and incident reporting.
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