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Your facilitator for
Tuning Up the Board
and Senior Executive
Partnership

Mike Grogan
President and CEO of IntegralOrg
mike@integralorg.ca

® IntegralOrg

Overview

* Theory: The role of the board and
the role of the senior executive

* Challenges and expectations of the
board and senior executive
relationship

* Reality: Separate and overlapping
responsibilities

* Resources
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Boards are a unique and curious leadership structure.
They have significant power, but only as a collective,
since no individual board member can enact anything

independently.

They sit both atop and outside of the organizational
structure, with a role that is accountable to those outside
of the organization as well as those within.

Stanford Social Innovation Review, 2021
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Balancing Theory and Reality

Governance The structure,
theory and style, history, and
best practice culture of a board
0,
a?

The board is responsible for all aspects of the

organization, including overseeing its operations
and holding management accountable for

delivering on the mission of the organization.

Boards are required to make decisions that
are in the organization’s best interests.

CPAC, 2014
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The Role of the

Board — setting and refining the
overall purpose, mission and direction of the
organization

— )
— monitoring the activities,

health and ethical behavior of the
organization

— ensures that the
organization is equipped to fulfill its purpose

Source: BoardSource, 2022
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The Role of the

Senior Executive

— planning, directing, and
implementing the activities that advance the
organization'’s purpose.

— providing relevant and
timely information to allow the board to
make informed decisions.

Source: BoardSource, 2022

10



Let’s hear It!
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The Challenge of Governance

Organizations are faced with two deeply
problematic options in determining how
they will govern:

* The board is sidelined in many strategic
decisions, leaving the organization vulnerable to
CEO transition or leadership challenges.

* Decisions are made by an ill-informed board.
Nonprofit work increases the potential for

negative impact on our society’s most vulnerable
and marginalized.

Source: Wallestad, SSIR, 2021
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Challenges with Board & Senior Executive

Relationships

 Lack of trust regarding roles, responsibilities, and activities
of the board and the senior executive.

* Poor working relationships between board members
and/or the board and executive.

* Misaligned expectations between the activities and ’
performance of the organization
* Challenges engaging and utilizing the skills and expertise x

of board members in an appropriate manner.

13

What should Boards expect

from the Senior Executive?

* To be kept informed of key information, < To be supported in their own
events, and insights board development

* To be treated as a collective of equals * Honesty, openness, candor

collective decision making

and respect
* To be supported and engaged in their W W
L
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What should the Senior Executive

expect from the Board?

» To speak with one voice » To set clear and attainable
performance expectations

 To attend the process and culture of

developing an effective governing + Honesty, openness, candor
board and respect

» To support management decisions

15

Characteristics of a Strong

Board/Senior Executive Partnership

A commonly held understanding of the vision
and direction of the organization

e Candor and a culture of trust

* Clear, relevant, and regular communication
between the CEO and Board / Chair

 Sharing of information and creating an
environment for sensemaking

* Both parties intentionally focusing on their
own performance and development

16



2025-10-17

The relationship between the board
and senior executive

In theory...

17

The relationship between the board
and senior executive

In reality... .

18
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Board and Senior Executive
Responsibilities

The senior executive and board
need a strong partnership in order to
effectively lead an organization.

Confusion over individual responsibilities
is a common reason this partnership
becomes fractured.

Source: BoardSource, 2022
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Shared Leadership

Source: Bolend, 2011

AR

Shared leadership is
a leadership style that distributes
leadership responsibility, such that
people within a team anc?,organization
lead each other.

20
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Board and Senior Executive Responsibilities

Board Meetings

Source: BoardSource, 2022

Board/Governance “ Chief Executive/Management

+ Chair leads and facilitates « Develop meeting agenda + Ensure board members have
board meetings necessary information and
meeting materials

+ Attend meetings, except
specific executive sessions

21

Board and Senior Executive Responsibilities

Budget and Finances

Source: BoardSource, 2022

Board/Governance “ Chief Executive/Management

* Ensure adequate financial * Fiscal stewardship * Budget: prepare and
resources propose to the board
* Protect assets + Ensure activities align with

board financial policies and

» Provide financial oversight budget guidelines

* Review and approve annual
budget

* Oversee annual audit
process

22

11



2025-10-17

Board and Senior Executive Responsibilities

Public Relations and Communications

Promote and advocates for
the organization’s work and
purpose with public policy
makers

Speaks on behalf of the
board in controversy or
crisis

Develop unified messaging
about the organization’s
purpose that can be used by
everyone within the
organization

Public Policy Advocacy

<
P
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Source: BoardSource, 2022

The public face and official
spokesperson for the
organization

Coordinate public relation,
communications, and
advocacy efforts

Board and Senior Executive Responsibilities

Policy and Planning

Develop or review guiding
principles, purpose, and
policies

Oversee board involvement
in strategic planning

Monitor that organization’s
activities align with guiding
principles and strategic plan

Mission impact

Strategic planning and
program evaluation

Organizational growth and
sustainability

®
P
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Board/Governance “ Chief Executive/Management

Source: BoardSource, 2022

Carry out mission

Administrative support for
board policymaking

Engage board in planning
Implement strategic plan

Monitor organization'’s
activities for impact

Relaé/ activity information
needed by board to
evaluate effectiveness,
impact, and outcomes

12
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Go-to governance resources
for non-profits:

Imagine Canada Standards Program Handbook: The
Governance section contains shared standards for charities and
nonprofits in board leadership, board oversight, and
governance policies and processes.

The Board Development Program: Alberta-based resources
for nonprofit governance.

Chartered Professional Accountants of Canada: A wide
range of high quality and up-to-date resources on nonprofit
finance, governance, and human resources.

BoardSource: BoardSource provides leaders with an extensive
range of tools, resources, and research data to increase board
effectiveness and strengthen organizational impact.

Questions?

13
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Thank you for attending!

IntegralOrg helps Alberta nonprofits thrive, flourish, and achieve through education and
support in governance, leadership, strategic planning, risk management, financial
management, and legal support.

Register at integralorg.ca

Please complete our
evaluation survey!
Your feedback will inform the

delivery of our future training
opportunities!

* Governance
Go-to problem » Board Development
solver for « Strategic Planning
your nonprofit * Risk Management

Legal Support

www.integralorg.ca admin@integralorg.ca  (403) 910-7279

28

14



2025-10-17

Disclaimer ® IntegralOrg

+ All information or advice provided as part of this presentation is intended to be
general in nature and you should not rely on it in connection with the making of
any decision.

* IntegralOrg tries to ensure that all information provided is correct at the time of
the presentation but does not guarantee the accuracy or completeness of such
information.

» All content, information and advice is provided on an “as is” basis and
IntegralOrg hereby expressly disclaims all liability for any action you may take as
a result of relying on such content, information or advice or for any loss or
damage suffered by you as a result of you taking this action.

» Neither IntegralOrg nor any of its employees or agents shall be liable for any
damages either direct, indirect, special, consequential, punitive or other damages
(including but not limited to financial losses, loss of data, loss of profits, loss of
business, and business interruption) arising out of the use of the content,
information or advice provided herein.

29

15



