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The Ideal 
Board/Staff 

Relationship
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Dual Pyramids

The difference between for-profit and non-profit structure

CEO

Senior 
Management

Middle Management

Line Level Staff

BOD

Executive 
Committee

Committees

General Membership

SlowFast MISMATCH

CORPORATE NON-PROFIT

Dual Pyramids

CEO

Key Staff

Managers

Line and Contract staff

BOD

BOD Chair

Members/Stakeholders

Non-board Volunteer
Leadership

Communication
Oversight



11/9/2018

3

What is the proper relationship between a 
CEO and a Board Chair? 

a) Board Chair supervises CEO and leads the 
board

b) Board Chair and CEO should be friends and 
confidants to one another

c) CEO keeps the Board Chair informed of the 
direction of the association

d) The two are partners with specific areas of 
focus: CEO on operations and the Board Chair 
as the link to the volunteers and members

Know Your Lanes

Chief 
Executive

Staff

Board

Committees

Interprets Vision and 
leads execution
(Management)

Establishes Vision
(Strategy)

VISION STEWARDS
Sets parameters 

for action
(Governance)

Exercises authority 
within parameters

(Operations)

OPERATIONALIZERS

Committee Chairs

Board Chair

© Leading Associations 2018
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You are a new Chief Staff Executive of the American 
Widget Association. 

You have made an operational decision that significantly 
impacts the budget of your governmental relations 
program. 

The staff member most affected by this decision 
approaches your president seeking a reversal on your 
decision. 

The President acquiesces and informs you in writing, 
reversing your decision. 

What is your BEST short-term solution? 

a) Fire the staff member for gross insubordination

b) Negotiate clear boundaries of authority with 
the Board

c) Ask the President to withdraw her reversal of 
your decision

d) Meet with the staff member to understand 
what he was thinking in this action 
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Which would be your WORST response? 
a) Acquiesce and do nothing

b) Fire the staff member for insubordination

c) Require the President to withdraw her 
reversal of your decision

d) Meet with the staff member to understand 
what he was thinking in this action

Transparency

No
blame

No
surprises
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How can a CEO be successful in 
negotiations with the Board?

a) Avoid all types of conflict

b) Have data to justify decisions

c) Make counterproposals right away

d) Operate from a position of being 
trusted 

Trust Model

Sincerity

Competence Reliability

Trust 
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Overcoming 
Board 

Challenges

Key issues 
from 

interviews:

Micromanagement

Disengagement/unresponsiveness

Second-guessing decisions

Generational issues

Don’t roll up sleeves and get to work

Overcommitted

Strong personalities / personal agendas

Meeting attendance / participation

Board size
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Individual Structural

Cultural Strategic

First step is to identify the source of the challenge. . . 

Domain Strategy for Optimization
Individual Addressing the individual’s behavior

Structural Adopt systems/processes/procedures

Cultural Establish expectations for group behavior

Strategic Address the other domains, create space
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Individual

Key Examples

Destructively divisive individual
Personal agenda

Conflicts of interest
Undermining the board
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Always put a volunteer 
between you and a 

problem

Individual Issues

MessengerMessage
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Potential Strategies

Prevention Containment Removal or 
Resignation

Explain that it’s not just a good idea. . . 
It’s the law

Duty of Care

Duty of Loyalty Duty of Obedience

Fiduciary – noun 1. a person to whom property 
or power is entrusted for the benefit of another.
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Structural

Guidelines
Composition

Training
Selection

Succession

Structural

Key Examples

Role confusion
Lack of bench strength

Recycling
Lack of diversity (including age)
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Be intentional

Do you have a volunteer system?
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Time/Frequency Once Monthly Weekly

5 Minutes Send a tweet
Table host during
networking event

Social media

1 Hour Registration volunteer at 
conference

2 Hours Awards review

Multiple Hours Technical editing X
Source: Cynthia D’Amour http://cynthiadamour.com
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Shorten the Ladder
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Board Selection Process

Selection criteria

Job description

Formal interview

Formal application

Strategic FocusCulture

Role Clarity
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Cultural

Key Examples

Rubber-stamping
Micromanaging

Infighting / factionalism
Passive or disengaged
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Turn expectations into 
agreements

It all begins with expectations

Expectations 
must be 
explicit 
(written) and 
consensus-
based
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Strategic
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Key Examples

“Reporting out” at meetings
Committees operate in silos

Shiny object syndrome
In the weeds most of the time

Unfunded mandates

Keep Your Eye on the Ball
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Duty of Foresight

Strategy
Driven

Future
Focused

Ready
to learn

STEEP Trends

Social
Technological

Economic
Environmental

Political
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Board Health Test Survey

https://www.surveymonkey.com/r/VMAE

Or: https://goo.gl/JLnKhD

Average completion time: 4 - 6 minutes

Evolutionary 
Governance
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Board Evolution

Founding
“Disorganized, 
Driven, Doers”

Organizing
“Do and 

Document”

Double-Hatter
Board members 

chair committees

Single-Hatter
Board Members 

only wear 
governance hats

Visionary
Creative, 

innovative 
and strategic

INTERNAL, OPERATIONAL FOCUS

Transition Point

EXTERNAL, STRATEGIC FOCUS

Fundamental Shifts

Stage 1:
Founding

“Disorganized, Driven, 
Doers”

Stage 2:
Organizing

“Do and 
Document”

Stage 3:
Double-Hatter

Board members 
chair committees

Stage 5:
Single-Hatter

Board Members 
only wear 

governance hats

Stage 6:
Visionary
Creative, 

innovative 
and strategic

Transition Point

Doing

Structuring

Reporting

StrategizingImprovement Transformation

Activity Results

Recording Designing

Everything Appropriate Things

DelegatingManaging Defining/directing (Governing)

Stage 4:
Transitioning
Strategic and 
Operational
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Individual Needs

Founding
“Disorganized, Driven, 

Doers”

Organizing
“Do and 

Document”

Double-Hatter
Board members 

chair committees

Single-Hatter
Board Members 

only wear 
governance hats

Visionary
Creative, 

innovative 
and strategic

Transition Point

Transitioning
Strategic and 
Operational

Driven Doers Organizers Builders

Select based on 
leadership 

skillsets/mindsets

Governors/ Leaders Visionaries/Innovators

Fill Seats Be Deliberate Diversify and Design

Individual

Structural Needs 

Founding
“Disorganized, Driven, 

Doers”

Organizing
“Do and 

Document”

Double-Hatter
Board members 

chair committees

Single-Hatter
Board Members 

only wear 
governance hats

Visionary
Creative, 

innovative 
and strategic

Transition Point

Transitioning
Strategic and 
Operational

Define 
Board Roles

Form 
Committees

Hire Staff/
Delegate

Move Board out of 
all operations roles
(delegate to staff 
and committees)

Provide Direction/
Clarify authority

Foresight process /
Revisit business model

Structural
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Cultural Shifts 

Founding
“Disorganized, Driven, 

Doers”

Organizing
“Do and 

Document”

Double-Hatter
Board members 

chair committees

Single-Hatter
Board Members 

only wear 
governance hats

Visionary
Creative, 

innovative 
and strategic

Transition Point

Transitioning
Strategic and 
Operational

Working

Empowering

Leading

Cultural

After today. . . 

What action steps are you going to take 
to move your board to the next stage?
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5 Elements of 
a World-Class 

Board

Five Elements of a World-Class Board

52

Aspirational 
Culture

Strategic 
Focus

Governance 
Process 

Self-
Development

Wide Circle 
Leadership
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World Class Board
Element 1: Aspirational Culture

“Culture eats strategy 
for breakfast.” 

Peter Drucker
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Aspirational Culture Enhancers vs. Inhibitors

Culture Enhancers Culture Inhibitors

• Collaborative
environment

• Professional attitude 
during meetings

• Visionary leaders
• Passionate members

• Time poverty
• Old-timers’ faction: 

“We’ve always done it 
this way”

• Piling on –adding 
services, but no support

• Loudest voice in the 
room wins

World Class Board
Element 2: Performance Improvement
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Board Development

• Effectiveness and structure
• Role clarification / meaningful work
• Succession
• Orientation and training
• Self-evaluation and assessment

Consider: Transforming Nominations Committee 
to a Board Development Committee

World Class Board
Element 3: Strategic Focus
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Five Principles of Strategic Leadership

Principle 1: Build the dream house

Principle 2: Strategic leadership is people-focused

Principle 3: Less is more

Principle 4: Align culture, resources, and strategy

Principle 5: Keep your eye on the ball
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Principle 2: Strategic Leadership is People-Focused

Some things to all 
people

All things to all 
people

Some things to 
some people

All things to some 
people

Principle 3: Less is More
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Business Plan

Budget

Staff Priorities

Committee Activities

Strategic FocusCulture

CEO’s
Responsibility

Board Chair’s 
Responsibility

Principle 4: Align Culture, Strategy and Resources

Board Pacing Calendar

January February March April May June
Final Budget Approval Elections

July August September October November December
CEO Performance 
Review

Strategic Planning
Retreat

Goal 1, Objective 1 due 
date (Planning 
Committee)

Goal 2, Objective 1 due 
date (Finance 
Committee)

Goa1 3, Objective 1 
due date (Board)

Draft budget presented

Green = Strategic Plan
Black = Operations/Fiduciary
Red = Governance

Principle 5: Keep Your Eye on the Ball
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World Class Board
Element 4: Deliberate Governance

Difference 
Between 

Management 
and 

Governance

Deciding on whether to have 
chicken or steak at the 
conference banquet

Establishing an asset 
protection policy that assures 
event insurance is in place for 
the conference

Managing

Governing



11/9/2018

35

Vision/Mission

Strategic focus areas

Finance strategy

Reserve policy

Broad Budget Policy

Reserve investment policyMost 
Organizations

start here

Start here

End here

World Class Board
Element 5: Wide Circle Leadership
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Mine

My constituency

Board of Directors
Organization

Stakeholders
Public

Planet /
Humanity

Me

Interests Served

Lead from the Widest Circle First

Lead

Influencer

Serve


