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A practical guide to shared leadership, board meeting roles and real-time strategy for common challenges
developed by Pure Momentum Consulting for the 2025 Board Empowerment Program of the Community
Foundation for Monterey County.

1. Introduction: Purpose and Framing

Effective board meetings are the heartbeat of strong nonprofit governance. But too often, even
the most mission-driven boards struggle to maintain flow, balance discussion time or get
through an agenda without feeling rushed, stuck or sidelined by dominant voices. When
meetings stall or fragment, it's rarely due to lack of care. It's often due to a lack of shared
structure, clear roles and gentle facilitation practices.

This tool is designed to help nonprofit boards of all types create meeting experiences that are
both efficient and humane, where collaboration is supported by structure, and where forward
movement doesn’t come at the expense of inclusion or clarity. This resource is not a rigid
formula but provides:

e Practical strategies across the three phases of a board meeting: before, during and
after

e Role-specific guidance for Board Presidents, Vice Presidents, Executive Directors (EDs)
and (optional) Parliamentarians

e Real-world solutions to common challenges like extended tangents, stalled decision-
making and unfinished agendas

e Gentle prompts for boards seeking to grow in their collective leadership and meeting
design over time

Whether your board is newly formed or long-established, this guide is intended to be used as
both a planning resource and a real-time troubleshooting companion. It can be shared
during officer transitions, board retreats or governance training or simply tucked into your
meeting toolkit as a steadying reference when things feel bumpy.

At its core, this tool is about meeting flow with care: cultivating a governance culture where
structure holds space for both momentum and meaningful connection.
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2. Suggestions for Using This Tool

Who Can Use This Tool:

e Board Presidents and Vice Presidents preparing to facilitate upcoming meetings
e EDs collaborating on agenda design or navigating meeting flow dynamics
e Governance Committees seeking shared norms for officer roles and meeting practices

e Entire boards reflecting on what’s working (and what’s not) in how they meet and move
together

When to Use This Tool:

e Before: Use it to plan your board meeting agenda, clarify roles or prevent common stuck
points. It helps set the stage for clarity, shared leadership and decision-readiness

e During: Use quick phrases or troubleshooting strategies during a meeting in real time.
e After: Use the reflection prompts and follow-up strategies to improve future flow.

e During transitions in board leadership or staff roles to realign shared facilitation
practices.

It also includes:

e Clear definitions of key meeting roles (President, VP, ED, and optional
Parliamentarian)

e A section addressing three common meeting challenges with concrete solutions

e A Meeting Debrief section to strengthen board self-awareness and growth over time

Pro Tip:

This guide isn’t meant to be read once and filed away. Boards that integrate these practices
regularly (especially during leadership transitions) see stronger decision-making, higher
engagement and less meeting fatigue.
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3. Core Roles in Supporting Meeting Flow

Board meeting flow is a shared responsibility, but specific roles carry unique influence in setting
the tone, pace and clarity of the meeting. When each role is activated intentionally, the group
experiences smoother transitions, stronger decisions, and deeper engagement.

Below is a breakdown of the most common board meeting support roles and how they
contribute to care-centered, collaborative flow.

Board President
Facilitator and Culture Setter

The Board President is responsible for holding the overall arc of the meeting: opening and
closing clearly, guiding the agenda, and helping the group stay grounded in purpose. They
model how structure and relationship can co-exist.

Key Contributions:

e Works with the ED to prepare the agenda and identify decision points

Facilitates the meeting with attention to time, tone and transitions

Uses inclusive language to invite participation and navigate disagreement

Gently redirects when conversations drift or dominate

e Ensures each item has a clear next step or conclusion before moving on

Vice President
Supportive Co-Facilitator and Strategic Second

The Vice President often plays a “behind-the-scenes” but crucial role in supporting flow. They
are ideally prepared to step in, guide time or track action steps when needede, specially if the
President is facilitating active conversation.
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Key Contributions:
e Timekeeping and managing pacing cues
e Monitoring group energy or participation gaps
e Supporting follow-up tracking or note-taking
e Stepping in to lead a section of the meeting or support a stuck moment

e Modeling shared leadership (not just backup support)

Executive Director (ED)
Context Provider and Operational Translator

While the ED typically doesn’t facilitate the full meeting, they are essential in shaping flow and
clarity, helping the board understand operational realities and how its decisions connect to
strategy.

Key Contributions:

Prepares and shares timely context for decision-making

Collaborates on agenda-building to align board focus with org priorities

Clarifies operational vs. governance responsibilities

Helps re-center the board when conversations drift toward micromanagement

e May offer reflection at the end of the meeting or help summarize next steps

The ED and Board President work most effectively as a unified facilitation team, particularly
when it comes to reinforcing healthy board boundaries. When conversations begin to drift into
operational micromanagement, such as staff scheduling, program logistics or internal workflows,
the ED can gently name the shift and invite the President to help redirect the group toward
strategic governance or policy-level thinking. Likewise, the President can support the ED by
affirming their operational domain and reminding the board of its oversight role. This dynamic
requires mutual trust and advance alignment; ideally, the ED and President have a pre-meeting
check-in to identify where boundary-setting or role clarification might be needed. When modeled
well, this partnership strengthens the entire board’s understanding of governance and protects
the ED from being overextended or undermined during group discussion.
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Parliamentarian (Optional)
Neutral Process Guide for Formality, Conflict, or Complexity

Some boards designate or appoint a Parliamentarian when formal decision processes are
needed, or when past meetings have included conflict, confusion or recurring gridlock. This can
be a board member or trusted outside facilitator.

When to Consider a Parliamentarian:

e Complex votes or bylaws-related decisions
e Interpersonal tension, interruption or unresolved past conflict

e Growth in board size, turnover or governance complexity

Key Contributions:

e Offers process reminders in the moment (e.g., “We need a motion and second before
discussion”)

e Helps protect shared agreements or norms

e Supports emotionally neutral facilitation if needed

4. Foundational Practices That Support Flow

While every board is different, there are core practices that consistently support meeting clarity,
engagement and strategic pacing. These structures and practices are especially important when
board roles are evolving, leadership is transitioning or engagement is uneven.

Consider integrating the following foundational practices into your meeting culture:
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Use a Consent Agenda

Bundle routine updates, approvals and reports into one section of the agenda to be approved in
a single vote. This saves time for strategic discussion and limits rehashing of routine items.

Try This: Include staff reports, past meeting minutes, and committee updates in your consent
agenda. Spend your meeting time on decisions and dialogue.

Identify “Discussion” vs. “Decision” Items and Budget Time

Label each agenda item clearly based on whether it is meant to inform, discuss or decide. This
helps participants know how to engage and prevents decisions from being rushed or missed.

Try This: Use a column on your agenda labeled “Action Type” with tags like: Info, Discuss,
Decide.

Try This: “Let’s spend 15 minutes on this item, then check in about extending or moving on.”
Post timeframes for each item visibly during the meeting to protect priorities and create a shared
pace.

Provide Pre-Reads with Framing

Share clear, plain-language context ahead of time—especially for complex or sensitive topics.
Include 1-2 guiding questions to help board members reflect before the meeting.

Try This: Include a short “Why This Matters” paragraph on pre-reads to tie the topic to your
mission or current goals.

Create a “Parking Lot”

Designate a spot (on a whiteboard, Zoom chat or slide) to capture topics that are important but
not urgent. This prevents derailment while showing respect for ideas that emerge.

Try This: Revisit the parking lot during the last 10 minutes or carry it into the next meeting prep.
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Adopt Shared Meeting Norms

Agree on a few guiding behaviors for how your board wants to meet and move together. These
might include:

e One mic, one voice

Stay curious longer

Start and end on time

e Assume positive intent

and listen for “we”

Speak from

Try This: Post norms at the start of each meeting and revisit quarterly to revise or recommit.

When these practices are used consistently, they reduce decision fatigue, improve engagement
and build a meeting rhythm that everyone can rely on even through leadership changes or
organizational growth.

5. Common Scenarios and Support Strategies

Real-world solutions across the meeting lifecycle

Every board faces moments where meetings go off track, tensions rise, or progress stalls.
These challenges are not signs of failure—they are invitations to realign and grow. Below are
three common scenarios plus simple strategies to support momentum and restore trust.

Scenario 1: A Board Member Dominates, Goes Off Topic or Speaks Too
Long

Pre-Meeting Strategies:

e Include meeting norms in the agenda packet and revisit them briefly before the meeting
begins.

e Time-budget each item and share expectations about balanced airtime and focus.
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e Prepare gentle redirection phrases in advance (“We’ll hold that for later” or “Let’s stay
with the question for now”).

During the Meeting:
e Use inclusive redirection: “Let’'s hear from someone who hasn’t spoken yet.”
e Visibly track time to create shared awareness of pacing.
o |[f off-topic, redirect with kindness: “That’s important. Let’s add it to our parking lot for

next time.”

Post-Meeting Follow-Up:

e |[f the pattern continues, have a 1:1 conversation that is grounded in shared norms and
care for group process.

e Consider inviting that member to co-lead or time-track a future section to build shared
facilitation awareness.

e Check in with the group: Are the current norms working? What needs to shift?

Scenario 2: The Board Struggles to Reach Consensus or Move Things
Forward

Pre-Meeting Strategies:
e Clarify which items require consensus, simple majority or full agreement.
e Use a short pre-meeting survey to gather initial views and identify potential tensions.
e Frame the purpose of the agenda item clearly: “Are we deciding, exploring, or

prioritizing?”

During the Meeting:

e Summarize emerging perspectives aloud before moving to a vote.
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e Use structured tools (e.g., thumbs up/down/sideways) or go-rounds for input.

e |[f stuck, pause: “Do we need more clarity, more time or a smaller group to carry this
forward?”

Post-Meeting Follow-Up:

e Send a clear summary with what was resolved and what remains open.

o Note where follow-up discussion is needed and create space for that early in the next
meeting.

e Use your Governance Committee or ED/President pair to identify why consensus felt
hard (fear, lack of clarity, conflicting priorities).

Scenario 3: The Board Rarely Finishes the Agenda
Pre-Meeting Strategies:

e Prioritize agenda items: What must be covered vs. what can shift if needed?
e Use a consent agenda to handle routine items in one vote.

e Build in “flex time” blocks for high-stakes or emerging items.

During the Meeting:

e Appoint a timekeeper or have the VP monitor pacing.
e Use verbal signposts: “We're at the halfway mark. Here’s where we are.”

e Table lower-priority items for a future meeting without guilt or collapse.

Post-Meeting Follow-Up:
e Review the pattern. Does the agenda consistently overload?
e Adjust future agendas for realism, not idealism.

e Reuvisit board norms around focus, efficiency and honoring start/end times.
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6. Meeting Debrief & Culture Maintenance

A light but powerful practice to strengthen alignment and improve flow

Board meetings are more than moments of governance. They mirror board culture. Regular,
low-pressure debriefs can help your board stay aligned, name what’s working and address
challenges before they calcify. This section includes a simple reflection tool that can be used:

e Immediately after a meeting (5—10 minutes as a group or with officers)
e Quarterly as part of board self-assessment or governance committee review

e After transitions in board leadership, meeting structure or norms

Post-Meeting Reflection Questions
Ask as a full board or leadership team:

1. Did we meet the goals of this meeting?

2. Did the agenda reflect our strategic priorities?

3. Were voices balanced, and participation encouraged across members?
4. Were decision points clear? Did we feel prepared to decide?

5. What helped our flow today? What hindered it?

6. Is there anything we want to try differently next time?

Culture Maintenance Practices
These gentle rhythms support long-term meeting health and relational cohesion:

e Revisit meeting norms quarterly to recommit or revise together

o Rotate roles like timekeeper, note-taker, or discussion lead to build shared leadership
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e Check alignment between meeting content and organizational priorities every 6 months

e Use self-evaluation tools annually or post-retreat to assess participation, clarity, and
governance maturity

e Celebrate wins—big or small. Joy and momentum are part of good flow too.

Meeting flow is not just a facilitation skill—it’s a culture skill. Small, consistent moments of
reflection create big shifts in how your board moves, listens, and leads together.

Closing Reflections and Next Steps

The way a board meets reflects how it leads. When meetings stall, splinter or feel heavy, it's
often because the group is ready for a new rhythm but hasn’t yet named it. This guide can help
boards reclaim that rhythm with clarity, consistency and care.

The practices here aren’t one-size-fits-all. Over time, your board will develop its own trusted
cadence, language and leadership patterns. This resource can help you get there more
smoothly, together. As you move forward:

e Start small: Try one or two new practices at a time.
e Adapt and co-own: Let different members hold pieces of the process.

e Reflect regularly: Your best insights will come from experience.

Whether you're navigating a transition, reshaping your culture, or simply trying to finish the
agenda with joy and purpose, know this: collaborative meeting flow is possible. And your board
is capable of it.
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