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l.  What are your biggest concerns working with the Board?

Il. Issues of Board Governance
ACase sharing and discussion
ATips on serving the Board

I1l. A Governance Health Framework
LUNCH BREAK

V. Board Management Relationships
ASharing by an NGO Board Chair + CEO
ABuilding constructive partnerships



5 Biggest Challenges in Working vildtardg
from 39 ELDP (2021)



5 Biggest Challenges in Working vidthardg
from 25 Senior Executives / CEOs (2017)

1.

Understanding of the social service business and board
members competency

Expectation difference

Clarity of role and responsibility, tendency towards micro
management

Trust and relationship building

Board composition and dynamics



Common Issues

They think they know better than the Board, but
management ability is actually not up to standard!. .. Y~

They do not respect us as bosses, and
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Seeing the matter on both sides )#’: eeeeeeeeee B

Are you with us
or against us?

By HikingArtist.com
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1. Shape Mission & Steer Direction

2. Ensure Executiveeadershi@® Resources

3. Oversight, Ensure Performance & Sustainability
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role of the CEO

Unengaged Members

Allowing the Unacceptable
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Understand where they are from. 2 NR aSY0 SNAQ

A Passionate, visionary, idealistic, tend to mionanage

A Reputationfocused, social network, resourceful, ceremonial, calm, remote, busy

A Efficiencyconscious, actioriented, costeffectiveness, think oubf-box, busy, egocentric, commitment
problem

A External identity, rational, idealistic, nanterference, restricted scope of interest

A External identity, influencers or connectors, layrfimperspective, straigHorward logic

A Restricted in working relationship only, add corporate credibility
A Key informants of needs, impacbnscious, restricted mentality, either passive or vocal

A Pragmatic, key linkage, stabilizer or defensive, vested interest, manipulative
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Board Members

AA group of representing key stakeholders or
members of the civil society to ensure the mission of the organization are
delivered and public resources are properly managed.

AThey should be working collectively in the

AfildeadBoard members:
A A team player with independent thinking
A Prepare to commit in time and effort
A Inspire ethicabehavioursn enhance the organizati@s reputation
A Take strategic but flexible approach to key issues

A Questions intelligently, debates constructively, challenges rigorously & decides
dispassionately

A Commit to the Mission, Vision & Values of the organization



Analysis of Problems of Governance
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Problems in Workingvith Governance

AProblems ofgnorance U Education, empowerment

AProblems ofnission identity U ©Orientation, engagement

U Lobbying processes,
chairmarts preparations,
set criteria, composition

AProblems ofion-engagement ~ review

U Engagement mechanism,
replacement

AProblems of/alue diversity



AProblems ofmicro-
management

AProblems of
Indecisiveness

AProblems ofntegrity

AProblems of
conservatism

U Agenda setting,
empowerment, improve
trust on the management

U Chairmaids preparations,
executiveled, engagement
mechanism

U Systems in place, discipline
measures

U Strategic review, _
performance benchmarking,
expose Board to needs






Learning Enabling Actions by CHOr Chair) agoard organizer,
facilitator and developer:

AManaging the group dynamics to allow and support members
participation
ADeveloping group identity, shared goals & ownership

AAttention to the individual, understanding motivations, expectations
strength in contributions and board career planning

AGroup and individual leadership development



An Expanded view @fEOship; CEO as a Board Capacity Builder
(*Extraordinary Board Leadership, Daiaglie 2001)

1. Being Lead Designer
A assist in mapping board composition, recruitment & succession planning

A Assist in developing effective board processesmnual committee schedule, options
for board structure

A Assist in framing strategic decision & provide concise, essential, adequate
Information

2. Being Lead Psychologist

A Understand the motivators, remove barriers & show appreciation for Board
engagement

A Build ownership & commitment

3. Being Lead Facilitator
A Facilitate constructive meeting, decision and oversight processes
A Assist in identifying and facilitating board development opportunities
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Board Chair as your PARTNER

BEST PRACTICE
Agree on Key things to achieve together

Confirm mutual Expectations

Confirm how to interact
protocols of boardstaff communications

What support & advise does the CEO wants

126 [/ 9h gAff NBLRZNI g K2g¢ [/ 9h
How board meetings will be organized /serviced
Role of CEO in making board effective

Clarify what information is needed & not needed

Confirm who will be the principal external spokesperson
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http://www.eu.gov.hk/en/reference/publications/guide_to_cg_for_so2015.pdf
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3 Dimensions 3 ﬁ% 873
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1. Contextual Dimension: Board Design & Processes

2. Functional Dimension: Board Role Execution

3. Interactive Dimension: Board Dynamics & Behaviour




Board Composition

Contextual Dimension ( )
BOARD DESIGN &
PROCESSES

Board
Engagement

Functional Dimension ( )

BOARD DYNAMICS &
BEHAVIOUR

Interactive Dimension ( )

Board
Development

Board Leadership

Board Processes

Board Structure
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3 Dimensions 3 O Elements9

Board Design & Processes Board composition
Board structure

Board processes

Elw@bhE

Steer Mission & Direction

Board Role Execution 2. Ensure Executive Leadership & Resour¢

3. Monitor Organisational Risk &
Performance

-

Board Development
Board Engagement
3. Board Leadership

Board Dynamics & Behaviou
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BoardManagement Relationship )39/*@ eeeeeee 225

ADelicate paradoxical relationship between Board &

Executive:
A Hires, fires and supervisesA Knowsmore, serveas
the Executive educator of the Board
A Holdsfinal decision A Holds functional authority
U Strong Board not to U Strong CEO not to capture
dominate the Executive Board

A Not to stifle initiative & dampen
performance for both sides

DANGER 24
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AA matter ofrole recognition
A Separate vs collaborate
A Stakeholder vs Principle/Agent

relationshipc do you see the value of
Governance ?

A Organizatios mandate originates from Board

A Board needs managemestprofessional knowledge to
materialize the organization mission

A3 critical success factors:
(of each other o6s rol e)

A Communicatior(concise, timing, and alternatives)
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Some practical tips for

constructive partnership
* Role of Board Chair & CEO




Role Clarity + Recognition ){r( 5 A

Strategic Oversight vs Management

OVERSIGHTthe organization operates under the
direction of the Board

ABoard

. Set parameters, expected results, and reporting
requirements

. Microomanage

AManagement(via the CEO)

. Carry out the strategic plans and policies established by
the Board

. Actithe above without the Boagsl knowledge and
endorsement

27
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Differentiation of Roles

Strategic planning

Draft management/financial policies

Audit & approve financial statements

Conduct performance review &
propose improvement measures

Monitor results & service outcomes
Solicit fundings & donations
Spokesperson of the organization

Networking & building linkage
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THE

BOARD CHAIR & CHIEF EXECUTIV
PARTNERSHIP
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