BOARD PSYCHOLOGY
BOARD MEMBER NICHES
1. Technical/detail members: Focus on the-micro picture more than the big picture: financials, legal, operating reports, parliamentarian during meetings--those who make corrections to the minutes!

2. Operations-focused members: Focus more on HOW things are done more than on what is done: project coordination, budget control, complying with standards/rules, etc.

3. Networking/external relations members: Fund-raising, recruiting volunteers, community liaison, etc. These board members often stay on the periphery of board discussions and activities but unearth opportunities to benefit the organization. 

4. Relationships builder on the teams: Social events, hospitality, team player/cooperator, compromise facilitator, organizational cheerleader, etc.  

5. Strategist/visionary members: Big picture thinkers, devil’s advocates, mission-focused, idealistic.  To these members, most meetings are BORED meetings because strategy is so seldom dealt with.  Strategists are the most underutilized board members. 
MINDSET OF THE ORGANIZATION’S DIRECTOR
1. Usually overworked and understaffed, frequently producing a status-quo mentality (“I can’t do any more than I’m already doing.”) 
2. Often expects the board to provide strategic direction to the organization, while the board expects the director to do that

3. Is usually the only person on the board who is truly in-touch with the organization and understands it well enough to pilot strategy—but he or she doesn’t know how to get the board on board and up-to-speed.
4. Struggles constantly to keep in touch and communicate with board members (who typically engage the organization only at regular board meetings)

5. Often sidesteps strategic issues and organizational change out of anxiety over board resistance, politics, and the possibility that board members may equate the need for organizational change as evidence of the director’s incompetence. 
6. Some directors (particularly those who birthed the organization) use power centralization as a way to keep the board from “messing things up” and getting in the way of the director’s agenda.  

7. Overall, most directors are ambivalent about the board because members tend to be ambivalent about the director.  Ambivalence doesn’t make for a good working relationship or for organizational progress.
THE MINDSET OF BOARD MEETINGS
1. Board members are stingy with their time (and thus their contributions to the organization) because most Americans value over-commitment. 
2. People hate routine meetings (which most board meetings are, due to the neglect of strategic issues), so they typically just want meetings to be over with minimum pain.  
3. Board members are rarely prepared for meetings because: no advance agenda was available; or the advance agenda was generic, providing few details for board members to think about in advance; or they missed the previous board meeting. 
4. Since the discussion agenda of most meetings is usually overloaded with operations-focused or routine issues that don’t impact the organization to a significant extent, strategic/big-picture board members often have little or nothing to contribute at meetings. 
5. Board members tend to view disagreements/conflict on the board as bad, this creating a bias towards friendly/routine/efficient, but strategy-less meetings.

THE RIGHT TIME, THE RIGHT PLACE, THE RIGHT RESULTS?
1. Board retreats should be for interpersonal bonding, not strategy discussions. 
Since strategy is a continuous dialogue, not a special occasion, every board meeting should devote a significant portion of the agenda to strategy discussion.  
2. The right way to deal with most routine board items is via email, so that minor/routine issues won’t invariably crowd out major issues at regular board meetings. 

3. Organizations should carefully differentiate between volunteers interested in doing hands-on operations work for the organization and those who want to serve on the board—the two functions are quite different and call for different mindsets and competencies.  A common problem is that people with the board mentality don’t always have adequate time to devote to the non-routine aspects of board work, but join the board anyway and try to “fake it” for the few meetings they are able/willing to attend.  The best solution to this scenario is for the board to create special service (“niche”) subcommittees (“teams”) for hit and miss would-be board members, where they are joined by regular board members working in their chosen board niche (technical/detail, operations, networking, team building, strategy). Only people with a “steady-Eddy” mentality/commitment should be board regulars.
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