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EBxecutives,

A User’s Guide to
Bffective Board Retreats

Aw taterruption-free environment fat supporis creative Sinking will

help divectors focus on association issues.

2osT BOARDS OF DIRECTORS ARE A WiE-
teal tresswre chest ol diverse walenis,
extensive professional experiences,
and wide neveorking  capakalitics
B linding the combination chas
unlocks the chest™s valuable contenis
Lo wour desociation’s advantage can
he elusive,
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paticnal asseciation. when he sougln
w unlens=h the ialenis of his board,
e spenk SILO00% noe ¢ weekend
retreul for our hoearvd of directors.
and we hove nothing 1w show for i
n|1||1'i:ig at Il he lpmengad whilse
deseribing the disaserous events ata
recent retreat He had [ost comrol of
ihe m{'{'liﬂg, ‘:Lrgl.l.nwms nlgl:-l:l Over
which issues 10 diseuss,” ad "o
members were o upser they eft
warly,” My [riend was desponden.

LCroforomately, he is not alone.
His organization, like many others.
hizd been unprepared for che ses-
sty They had noc esed o feeibicoor,
there was no agreedupon agenda,
and several board members auended
|||1|:.' [EERE af 1the retreas. The net
resule virneally nothing achieved,

The kevs to positive resulis are
nurnerdns Lhe Firsi as |1:t'.'i.1:|g arn
important ceasun o hold a re-
treat. Another kev §s Following
.‘.|:|F|:'iﬁ-:' 1l_r|||irI|.*I':|1|-_-~\: rl1lring the
event. And follow-up alter the
rerreal is cricical.

Why a retreat?

You need e ger vour board away
every 12=18 mambs w think through
rategic isiacs that require complete
discussions. Regular board meetings
arg o Tesiricinve A formac For this
wpe of thinking. By geting avway, |
don’t omesn neccssarily going Lo
Arvba-—though we all migho like 1o,
Wit [ elo meenn s 40 rejress ooon
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work withouwe distraction.

Chviousle, planning w held the
reteenl &t an ollice 15 noi o g-:_:-r_l-d
idez. Instead. plenty of hoels, re-
rear cencers, colleges, and other
lereatiang e E:-urfe:i::[!.' suiinhle for
such seisions. Butl reasonable com-
fore, privacy, and lack of phones in
the coom are i:mp-url;an[.

Having a retreat allows the board to
immerse icell in the associadon’s s
sues, if onlv for a day or owo, This
inereses Vo climces aof r.ippi:ng:n:.hur
board as the poaverful asser i can be.

Great cxpectations

What should vou expect from a
reireat A number of rangible resules
are pnss':l‘:-l: il'}'vml gireci the ag\c:m;::l.
oward specilic aceomplishments.
such as
Byl ||nr||;'r's|::q|:||:|ir|g I'_|:.' ihe
Rosed and safl of what the arganiza-
tivn does and why v does i
* rrnereesaed “owmership” in the bosi-
ness of vour associztion by both
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board and s1afl, gencratcd Lhrﬂugh__'
their panicipation in reireat discusfn
sions and artivicies; :
» mumal understanding by stalf andglg
beard of cach other™s roles and
peTce p:inns of the -e:-rg:n:u:ia::l.l:i.n:ll'u; I
* specific products (mission sate 3
ment, vis on sraegic plan, position
statement, pelicyl; and E
«a sl af aeton F-::-inu. lor the 1

furure.

Guideposts for excellence
The Ea-l'-::lblﬂ.'li]:i[:\- of an eflective
sesgion will greadv increase i vou Jg0
work the following Factors into vour B
relrear F[:II:IR.
s List the desired outcomes, 1T vou B
don’t have an ourcome a5 a goal, vou §§
won [ have 35 ouléoine a8 prﬂu"l.ln':[.
An sutcome can be a plan, a mission
slArCmEcni. A policy, or A reaction o e
legislation. Flave such outcames in § ]
mind as vou develop the retreat §
agenda. .
= Include staff in the retreat. The |
number included depends on vour
organization. IF the saff is small, vou
max imclugle e ervone, while i |:|:'5|.-'r
group mav include only the senicr
pecple. A general rule is that vou
don’t wanl iiwe stall 0 omzEaamaen BeT
tlee board members present
= Use a facilitator, Don'n be tempeed
o faciliate the meeting :.'c:-lu'.-:l.?!l'. s §
miv despondent friend did. You—or §
any sl er Foard member—may be



Hoard refreais

the most pified and expericnced
facilivaor on the plamet, but your
title will getL in the way of effective
intzmetion. Work with a professicnal
factlitator, waining him or her an
YOUF associalion's ssues.

« Brealkk wp the wiark sessiong,
Theugh the boasd Is there 1o think
and work, doa't wear paople our
Cive people breaks, and you will get
mece aubof tham.

= Doeumant the various disewssions.
Ask the facilitator 1o woe the key
pointe on a flip ehan while a scribe
tzker dnwn all the details, Develop
and disteibute o all partidipanc 2
report of the procesdings. This may
be done right a1 the mecdng, given
the ease of lapiop computing,

« Stick to the issues at hand, IF youw
are hasing 2 rewceal o discuss longe
range plans, set a rube 9t the begia-
ning of the retreat that you will noc
allow discussion of cument evenis—
such s the bill that your legislanere
just passed or a problem with 2 mem-
ber ormanization—untess they have
wrue long-term implicadons. Likewise,
if your discussion is designed o help
eope with 71 crisis, don’t spend dme
dithering ower QUFYear Baees,

« Encourage eyveryone to  partlei
pata, The worst thing thal can hap-
pen atb s ocetreat i for somepne—
amvome—io ay nothing. Waork with
vour [ciliceer e make sure tha
everyone is puolicely but firmiy forced
o @il something we the doscussion.
For example. in o goal-sclong session,
have evervome wrile down a goal and
then ressl i doud v che group.

Cautianary notes

Certin elomens are disruptive and
coumerproductive o mestings. Avoid
che folliwing seenu tos ar 2l coses:
« Wrlting documents, propasals, ar
statements as a group. Trving 42
draft :|.|1:|.'t|:|.i.||.|; EI:I-]]CE[i'-'C]:-' is an exer-
cise in frustragion, Lois G bener 1o
clicic froms the group the key poin
tlyxe o Wil e Zover el then
desipnate someone elee pe draft a
stateenent for editng. For example,
if you are ressing vour mission

siatement, have the group make a
list of the terms or ideas that the
participants want included; then des
ignate an individual Lo dealt a sone-
ment for consideraven, editng, and
improvemsnl.

s Alowing negative attltudes and
comments to prevall, Pars of recreat
culture is w0 bratnswerm, consider
neaw jdeas, and chink big. Coosidering
few ideas is often hard for some
prople, However, f someone s -
sianthy denigradng every fde2, com-
rent, or suEEestan, the creaive ame-
sphers may dissolve Lnto a woxic one.

Some amount of negative venting

can serve 25 & springboard for more
positve ideas, A suggesed response
to the overly negatve member might
be: “I understand your frusuradon,
and vou are cergainly entitled o your
opinion. But ler's see il we can find
the positive side to this idea as well as
the dewnside, which you have al:
ready identified.”
« Allowing peeple to come and go
during the sesslons. One of the
critical inprediens in a swccessful
retrent is the commiiment of the
board members o participale in the
relreal for fF enbivety. Youl TUSL Con
vince attendees 1w mwm off thei
phones and beepers while they are
i the mesdngs-

Also, vou will undoubiedly receive
requests [rom busy hoard members
o “come only for the second day™ or
“leave just @t few hours early.” While
it may scund hard-nesed, my advice
i3 0o respond politely but firmly wich
specilic language such as this “Nuo,
we necd vou there Tor the whale
meeting. IF other ohligations get in
the way, we understand, We'll send
vou the wrte-up of the proceedings
alter the perreac” [0 s counlerpre-
ductive to loree the oiher pasticie
pants, wha are there [oc the entine
recreat. o revisil subjects o bring 2
tardy board member up o spesd.
Alzo, ance vou 1ake a firm stand, iCs
surprising the number of people
whe were gotneg 1o be Tae or were
going w leave early whn actually
make it For the entire relreal.
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Postscripts

Even afrer the most prodoctve
session, the work of the board has
only begun. Followap starts during
the cewrear:
1, Make sure the Eeiliamr revdews
the accamplishments of the rerreac
2, Have the facilitzor discwss nexo
steps. IF the retreat s @ polinessiting
seszion, when and how will the deafied
policics be implemented? Who is re-
sponsible for carving this out? IF the
rewear was held w develop a plan,
who will write up the Wl documens?
When will the partielpants see a fallow.
up acton? In other wonds, summarize
the actions or projects agreed upan a
the eerrear, identify the indivdidual or
comminge dedgnated o camy out eich
one, and anach approprizte deadlines.
3. Within 45 houwees, deaft and distrib
uie to your membership a report of
the ratraat discussions aod their out
cormes, 1 recommand the wide distris
bution because members deserve 10
be aware of decisicns and olUICOMEs
of a board retceat. The rapid distri-
bution is recommended becise the
timeliness of 1he issues discussed will
begin o wane if there iz @ week oF
o delay in getting the material oul
4. [ncorporate any acion items into
|-|I.-u:||:|.i|1:b-_ and work iL-iHi.J;I:LI:'I'IL‘H[E for
stofl and commitees, Aaking o
prompe inclusion in the ongoing
activties of the association LNoreases
ihe Likelibood teat the activites will
actual v be accomplished.
6. Finmtly, ar the mexl thice or four
meatings, report back o the boaed
orallvy and in writing on the progress of
followap. Remind them of the good
ek they did it the retrear and that it
is paving off. This shows your account:
abilie a4 o s@af person and  also
encourages them o make A comenit-
gent ar the time of the pest reweac 17
e haven't heand af accomplish-
ments since the st reoear they may
b Bess inelined o make the gme o

come 19 Ui nexyonde. ot

Forer O Bedwckerbaly & presidens of Spring.
Jild, titingis=tised Carperate Adrrwaiiver.
P Kol aeddecs: carpaimel B nel.



