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Defining a 
Healthy Board



Purpose
Why are we here?

• What is required of me?
• Role of the board
• Altitude
• S. A. K. E.
• Future Proof



Process
How do we work?

• “Governance”
• Composition
• Structure
• Role in Strategy
• Development



Performance
Are we winning?

• Alignment with 
Leadership

• Self/CEO Evaluation 
• Track Progress Toward 

Goals



Year in REVIEW 
headlines

 





Will NEXT YEAR 
will be any DIFFERENT?







How will you 
LEAD in a 

VUCA World?





How to LEAD in a VUCA World

1. What’s your plan? 

2. What will it take to lead in this environment? 

3. How are you preparing to lead in this environment? 





What is needed most 
from you RIGHT NOW? 

VISION? 
UNDERSTANDING? 

CLARITY? 
AGILITY? 



What if your most important 
job (VUCA or not) is to ask 

GOOD QUESTIONS, 
instead of having 

SMART ANSWERS? 



Asking Smart Questions

1.  Allows you to be in “RESPOND” mode, not “REACT” 
mode

2. Allows you to remain CURIOUS

3. Let’s the ROOM be the smartest “PERSON” 



Powerful Questions: Strategy & Member Value

1. How does this decision advance our 
cooperative’s purpose and strengthen value 
for our members?

2. If we were starting this co-op today, in today’s 
environment, what would we do differently?



Powerful Questions: Risk & Resilience

1.What risks or trends in our community could 
most disrupt our coop— and are we positioned 
to respond?

2. If this plan fails, what warning signs would we 
see first, and how would we know?



Powerful Questions: Leadership & Talent

1.Do we have the leadership, at both the board 
and management levels, to lead through the next 
decade of change?

2. How does the culture of this board affect how 
we serve members?



Powerful Questions: Financial Stewardship

1. Does our financial performance point to long-
term strength, or are we simply keeping up with 
the demands of today?

2. What story does our financials tell about how 
we’re managing risk, debt, and opportunities for 
our members?



Powerful Questions: Governance & Accountability

1.Are we governing at the right level — focusing on 
direction and oversight rather than operations?

2. What uncomfortable questions are we 
avoiding asking?



Langford 
Effect

Make it Better!



What question(s) are not being asked in 
the board room? (that should)

QT: What isn’t being talked about? 



QT: Powerful Questions: Governance & Accountability

1.Are we governing at the right level — focusing on 
direction and oversight rather than operations?

2. What uncomfortable questions are we 
avoiding asking?



What is 
required of 

you?

future focused





The Right Structures (Big G):

1.  Have you modernized your bylaws?

2. Do you have a useful two-way communication 
loop with your membership?

3. Do you make appropriate use of committees?

4. Does the Board agenda and calendar set the 
board up to have the right conversations?  

Designed to allow the board to work efficiently and effectively





The Right Culture (little g):

1. Expectations of the board

2.Rules of engagement / healthy dissent

Designed to create a virtuous cycle of trust, respect, and 
candor.



The Right Culture (little g):

1. Expectations of the board

2.Rules of engagement / healthy dissent

3.Altitude Test

Designed to create a ‘virtuous cycle of trust, respect, and 
candor.



W orking Genius 
All-in-One Model 

 

 14
workinggenius.com  ©2021 The Table Group, Inc. 



W orking Genius 
All-in-One Model 
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How to Keep the Right Altitude

1. Determine altitude of conversation or agenda 
item in advance

2. Assume it is 20,000-30,000 feet 

3. Have a “code word” (G.E.P.O. or Sausage 
Biscuit)

4. Assign an alt-rarian (whose job it is to pull the 
board back up or down)





The Right Culture (little g):

1. Expectations of the board

2.Rules of engagement / healthy dissent

3.Altitude Test

4.Officer/Leadership roles

5.Board Development

Designed to create a ‘virtuous cycle of trust, respect, and 
candor.



5 Ways to Make your Board Future Ready

1. Goldilocks > Proper Board Posture

2. Lacks Strategic Capabilities > Moves Beyond Operations 

3. Agenda with No Vision > Altitude & Attitude

4. Lack of Diversity  > Past, Present, Future 

5. Static  > People want to be on the board





Thank 
You!
RICHARD FAGERLIN – rfagerlin@peaksol.com
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