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The CVRD is 
us….
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What are 
the 

strengths of 
the regional 

district 
system?

• Locally controlled 

• Flexible

• Multi-purpose



What do the experts say about 
RD’s?
The municipal-regional district system of local governments in 
British Columbia compares very favourably with local government 
systems elsewhere in North America. Regional districts provide for:

• inexpensive basic rural government, 

• a political and administrative framework for inter-municipal 
cooperation and regional governance…..

• permits small municipalities with their very high levels of voter 
turnout and citizen participation to function efficiently… 

• (is) adaptable to very different areas of the province

• Finally, regional districts have been especially successful 
compared to the provincial imposition of two-tier systems in 
central Canada and are an excellent governmental system for the 
future. 

Regional District Review Robert Bish 1999
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More……what do the experts say 
about RD’s?
“British Columbia’s unique system of regional districts…. has fostered 
very high levels of representation and adjustments to appropriate 
scales for both the provision and production of local government 
services while local elected officials have incentives to take into 
account both the costs and benefits of their decisions. 

The adaptability of this approach to local government organization 
should serve its citizens well into the future.”

Source: Governing Greater Victoria Robert Bish & Josef Filipowicz 2016



What are some of the benefits 
of shared services?

Broad public 
benefit

Fulfilling regional 
ambitions

Private sector 
cannot provide 

service

Services too 
important or 

sensitive

Economic 
efficiency-

economies of 
scale

Benefits from 
existing 

infrastructure

Collaboration 
results in better 

service

Benefits extend 
beyond single 

jurisdiction

Benefits out way 
costs

Source: Designing Regional Service Arrangements 



What are some of the challenges
of shared services? 

Common causes of tension can include:

• population growth;

• changed demand for services within a service area;

• ‘free riders’;

• lack of influence over a service; 

• restrictive growth management policies;

• uneven economic performance among communities;

• changing assessment and inflexible cost-allocation formulas; 

• unanticipated cost increases;

• dissatisfaction with service cost or quality; and

• inability to exit a service.

• Source: Designing Regional Service Arrangements: An Introduction



What are mandated services –
what are voluntary services?
Mandatory services 

• mandated by the province of 
BC

• General administration

• 911 service

• Solid waste management

• Electoral area planning

• Regional hospital district

Voluntary services

• Board decides



Legislative Authority

Constitution Act 
1982

Province of BC

Community 
Charter

Local government 
authority 

Council

Local Government 
Act

Planning 

Regional Districts 
Elections

A Habkirk 2018



Every board is a 
new board

A single new member on a 
board can make a huge 
difference in the group dynamic
Each new board needs to start a 
fresh while acknowledging the 
organization is a continuing 
body
Allow time for the new board to 
find its legs – for returning 
members to adjust to new 
members and for new members 
to get up to speed on issues and 
processes.
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WHAT DO 
REGIONAL 
DISTRICTS DO?

To provide services to 
member jurisdictions

To enable jurisdictions to 
provide services in 

partnerships

General government for 
electoral areas

To be an administrative 
agency for various purposes 

including borrowing
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What’s your role
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Board is 
the 

governing 
body

Board as governing body

194   (1) The governing body of a regional district is its 
board.

(2) The powers, duties and functions of a regional 
district are to be exercised and performed by its 
board unless this or any other Act provides 
otherwise.

(3) A board, in exercising or performing the powers, 
duties and functions conferred on it by an 
enactment, is acting as the governing body of the 
regional district.

(4) Despite any change in its membership, the board 
of a regional district is a continuing body and may 
complete any proceedings started but not 
completed before the change.



What is governance? ………And what’s 
your role in it?
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Governance

Where are you 
going? 

Strategic 
direction

What are you 
spending tax money 
and staff time on?

Allocating 
resources

How is your local 
government 

doing? 
Oversight& 
reporting

Are you managing 
& reducing risk to 
your community? 
Managing risk



You are stewards of your 
municipality or electoral area 

and of the CVRD

A Habkirk 2018



Key decision 
areas of 
Board

• e.g. procedure bylaw, code of conductGovernance 

CAO appointment & 
evaluation

Corporate Strategic 
Planning

• e.g. Annual Business Plan & targets 
Organizational 
Performance

• e.g. Financial plan, asset management, 
tax rates etc.

Financial, Asset & Risk 
Management

• e.g. bylaws, land use planning, 
services, emergency planning

Policies, Bylaws & 
Planning

Corporate 
Communication & 

Reporting

External Relations



The 
fundamentals: 
role clarity
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Why is role clarity so important?

Democracy

•Community elects 
those who set overall 
direction and policy

Good Decisions

•Elected officials need 
objective professional 
advice about 
alternatives, before 
making decisions

Efficient 
Implementation

•Board decisions need 
to be fairly implemented 
by those with 
appropriate 
qualifications.



Role of the 
regional 

district 
chair)

What does 
the  

legislation 
say?

Responsibilities of chair

216   (1) The chair is the head and chief executive 
officer of the regional district.

(2) In addition to the chair's powers and duties as a 
board member, the chair has the following duties:

(a) to see that the law is carried out for the 
improvement and good government of the 
regional district;

(b) to communicate information to the board;

(c) to preside at board meetings when in 
attendance;

(d) to recommend bylaws, resolutions and 
measures that, in the chair's opinion, may assist 
the peace, order and good government of the 
regional district in relation to the powers 
conferred on the board by an enactment;

(e) to direct the management of regional district 
business and affairs;

(f) to direct the conduct of officers and employees 
in accordance with sections 239 [chair to direct 
and inspect officers and employees] and 240 
[suspension of officers and employees].



What is the role of 
the Chair?



DIRECTORS RESPONSIBILITIES

• Consider the well-being and interests of the regional district board and 
all communities

• Contribute to the development and evaluation of the policies and 
programs of the regional district respecting its services and other 
activities

• Participate in regional district board meetings and 
committee/commission meetings as applicable

• Adopt bylaws and policies to govern the affairs of the regional district

• Assist in developing and adopting the board strategic plan; ensure 
consistent application of strategic directions, values, vision, key goals, 
objectives and policies; provide excellent service to the people it serves, 
the community and stakeholders

• Represent the regional district on other bodies to which the director 
has been appointed and prepare a report for the board on the activities
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• Be well-informed on current issues, attend meetings, contribute expertise, 
knowledge and experience

• Assist in orientation of new board members

• Participate in providing effective action and leadership in board meetings

• Work in partnership/collaboration with the board and chief administrative 
officer

• As required, actively participate and assume leadership roles in committees, 
commissions, hearings and community meetings/events

• Examine issues to determine their regional impact before voting on board 
agenda matters

• Balance various competing interests between electoral, municipal and regional 
areas in decisionmaking process

• Be familiar with and provide governance of new and existing policies in 
collaboration with the board. Consider technical, financial and administrative 
implications and the effects of the policy on the regional district as a whole
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• Participate in developing bylaws that establish services, enact 
regulations, adopt the annual budget and authorize a contract or loan; 
ensure the availability of adequate financial resources.

• Meet with federal, provincial and first nations officials as required

• Represent the regional board in media interviews as chair of a board 
committee or as directed by the board

• Participate as a board member in developing a regional growth strategy 
in collaboration with municipalities

• Participate in Comox Valley elected official forums which bring all 
elected officials together to discuss community priorities and directions

• Participate in providing the opportunity for citizens to influence 
business of the regional board on an on-going basis through:
• Public consultation for regional growth strategies, solid waste management 

planning exercises 
• Public hearings 
• Public meetings
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Electoral Area Director 
Role

• “to identify, using the input of citizens, the service 
needs and interests of his or her area

• to promote the area’s service needs and interests 
at the board table, where they may be addressed 
through the establishment of, or through changes 
to, regional district local, sub-regional and regional 
services

• to participate in decision-making as it relates to 
the administration of services in which the 
electoral area participates, including electoral area 
planning, whose administration involves the 
consideration of development applications and the 
regulation of land use”

• RD Toolkit
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KEY JOB DUTIES
The electoral area director is elected by the 
public to be responsible for matters 
concerning the unincorporated (electoral) area 
which he or she represents. The electoral area 
director has a dual role; to represent the 
interest of his or her area, balanced with the 
obligation to make decisions in the best 
interest of the regional as a whole.



Municipal Director Role

• to identify, using the input of citizens, the 
service needs and interests of his or her 
municipality

• to promote the area’s service needs and 
interests at the board table, where they may 
be addressed through the establishment of, or 
through changes to, regional district local, sub-
regional and regional services

• to participate in decision-making as its relates 
to the administration of services.

• RD Toolkit



Municipal Directors Roles

• Participate as a municipal director of the regional district board

• Balance municipal matters with regional district interests

• Prepare regular reports on regional district board business for municipal council 
agenda

• Participate in and/or chair a variety of committees relating to municipal service 
matters (eg: sewer commission, water committee, recreation facilities)

• Participate in strategic and policy development for regional programs and 
services

• Participate in providing the opportunity for citizens to influence business of the 
regional or subregional

• service areas on an on-going basis by:
• Attending community events/forums to represent the board
• Attending public hearing for regional growth strategy
• Attending public meetings

• Approve consultation plans
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What hat does the municipal or EA 
director wear at the CVRD Board

• Municipal directors are appointed to the 
Board by their councils and therefore 
represent the interests of their councils 
and constituents

• But….

• They also have a role to consider the 
region as a whole 

• These aren’t necessary conflicting 
interests – the success of the region 
impacts the success of individual 
communities



Good Practices for Decision-
making Bodies
• Focus on governance, not administration

• Model responsible conduct

• All members are equal

• Make decisions and give direction only as a collective voice

• Consider the well being of the municipality, electoral area and the 
region 

• Act in compliance with the law

• Understand, respect & adhere to the Board - manager structure

• Act in compliance with the Procedure Bylaw



Good 
Practices 

for Chairs

• solid grasp of meeting procedures

• proactive in managing Board meetings

• facilitates inclusive decision-making 

• ensures all Board members have an equal 
opportunity to speak

• intervenes in inappropriate behaviour 

• intervenes if a member of Board or member of the 
public criticizes the staff at a meeting

• assists Board members to get their issues considered 
by the Board

• ensures Board members  are informed 

• works to build constructive relationships 

• receives concerns regarding CAO or a staff member. 



What is staff’s role?
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Board – Manager System

 Strong political leadership of elected 
officials

 Strong managerial experience of an 
appointed local government manager

 Decision making authority is 
concentrated in the elected body that 
hires a professionally trained manager 
to oversee the delivery of public 
services.
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What does 
the 

legislation 
say?

Chief administrative officer

235   One of the officer positions established under 
section 234 may be assigned the chief administrative 
responsibility, which includes the following powers, 
duties and functions:

(a) overall management of the administrative operations 
of the regional district;

(b) ensuring that the policies and directions of the board 
are implemented;

(c) advising and informing the board on the operation and 
affairs of the regional district.

Prohibition against interfering with regional district 
officials

242   A person must not interfere with, hinder or obstruct 
a regional district officer or employee in the exercise or 
performance of his or her powers, duties or functions.
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Role Comparison

Elected Officials

• Focus on ‘why’ and ‘what’

• Provide leadership

• Set strategic direction

• Make decisions – choose 
between alternatives

• Establish policy
• Set expectations

• Define success

• Assign resources & authority

• Monitor Board performance

• Review CAO’s performance

• Avoid administrivia

Staff

• Focus on ‘how’, ‘when’, ‘where’

• Provide advice

• Implement direction

• Advise about alternatives

• Advise about policy and implement 
policy decisions

• Work within assigned resources & 
authority

• Review subordinates’ performance

• Avoid politics



More Role Comparison
Elected Officials

• Keep informed on 
community affairs

• Collaborate with other 
agencies at the political 
level

• Public relations
• Explain the reasons for 

decisions, trade-offs, 
complexities

• Celebrate organizational 
success

Staff

• Keep current on 
professional training

• Collaborate with other 
agencies at the staff 
level

• Public information
• Info about meetings, 

board decisions, 
technical matters



Best 
practices 

for the 
Board-

Manager 
System

• Board asks the CAO for expert advice before making 
decisions

• Board gives clear direction by speaking with ‘one 
voice’ to the CAO

• Through resolutions, policies, bylaws  

• Avoid conflicting direction, constantly changing 
priorities, etc. 

• Provide respectful and constructive feedback

• Individual Board members don’t give individual 
direction to the CAO or other staff (unless part of a 
delegated or clearly-defined arrangement)

• Board focuses on providing strong leadership about 
overall direction and general oversight, rather than 
getting ‘into the weeds’. 

• Board ensures the CAO has sufficient resources and 
capacity to follow the Council/Board’s direction

• Respect for the CAO’s responsibilities regarding 
laws/policies/best practices



Some tips 
for success

Tips:

• Have and follow a Code of Conduct, policies about roles, 
delegation of duties, etc. 

• Base CAO hiring and evaluation on merit (knowledge, 
education, experience, skills), not political allegiance

• Board to CAO – respect, clear expectations and regular 
feedback 

• Observe the ‘chain of command’ in the 
organization

• Respect staff’s responsibility/authority to manage 
contractors

• Respect the CAO’s authority and responsibility for staff

• Treat all staff as professionals

• Expect the best

• Praise in public, criticize in private (to the CAO in closed 
session of Council) 



A few more tips…

THINGS TO AVOID:

• Council involvement in hiring of staff below the CAO 
level 

• Involving staff in your election campaign, or soliciting 
political support from them

• Becoming close personal friends with staff (including 
the CAO)

• Involving staff in your critiques of fellow council 
members

• Critiquing staff with other members of staff



Council staff public partnership
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Staff

Implementation

professional 
advice

Public

Informed

participatory

Council

Leadership

Policy

direction



How do you work together at 
the Board table?
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Your decisions 
are all shared 
and collective



Board structure: 
board of directors

A HABKIRK 2018



You don’t need to agree but you 
do need to work together

• Acknowledge that different opinions exist on your 
Council/Board – celebrate them even…after all 
you represent a diverse community!

• Respect that you are equals and that all opinions 
should be heard

• Debate the issues – wrestle with them

• Consensus decisions are the strongest ones 

• Majority rules if consensus isn’t possible

• Be brave and gracious is you happen to be in the 
minority of a majority decision



Foundational 
principles
• Integrity: being honest and demonstrating 

strong ethical principles.

• Accountability: an obligation and willingness to 
accept  responsibility or to account for one's 
actions.

• Respect: having due regard for others’ 
perspectives, wishes, and rights; displaying 
deference to the offices of local government, 
and the role of local government in community 
decision making.

• Leadership and Collaboration: an ability to 
lead, listen to, and positively influence others; 
coming together to create or meet a common 
goal through collective efforts. 
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Collaboration: how to

• Actively listen – even to those you disagree with

• Respect diversity - Value all points of view……really

• Agree on expectations - Set agreed to performance 
expectations

• Set priorities - Agree to priorities……stick to them



How to collaborate at the 
regional board table

• Look for things that you can do 
together that you can’t do as 
individual municipalities and EAs

• Look for efficiencies and 
economies of scale

• Remember that the Regional 
District is a federation of 
municipalities and  EAs and that 
most services are voluntary

• Look for ways to align individual 
and shared goals

• Look for areas of compromise
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Diversity is a 
strength not a 
weakness
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Elected official self evaluation
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Making the most of meetings



Decision-Making Methods

Bylaws

Some local government decisions can only be made through adoption of a bylaw

• Adopting Financial Plan
• Adopting Official Community Plan
• Adopting land use regulations
• Imposing taxes and fees
• Adopting some types of procedures 

Resolutions
• An expression of a decision, position or intent
• Recorded in minutes (motions)
• Take effect when passed and continue until rescinded

Policies
• To address recurring issues
• Board/Council policies adopted by resolution
• Guide actions of elected officials, staff and the pubic

• Importance of following policies



Meeting 
Rules

Meeting Procedure Bylaw

Must be adopted by all Regional District 
Boards and outlines meeting procedures

• How bylaws and resolutions are passed

• How notice will be given

• Minutes taken

• Other common topics:

• Timing of meetings

• Public participation

• Can’t be amended without proper notice 
to members & the public



Keys to Successful Meetings

Advance

Preparation

Informed, 
respectful  

Debate

Clear Direction 
and 

Communication



Signs of 
good 
meeting 
function

• Members

• No ‘single issue’ focus

• Engaged/show up

• Respectful

• Willing to learn

• Not too talkative

• Not too quiet

• Ethical

• Manage conflicts 
of interest

• Law-abiding

• Avoid being the 
resident 
‘Parliamentarian’

• Avoid being the ‘nit-
picker’

• Good preparation

• Agenda packages are 
read in advance

• Information has been 
shared with all

• Questions directed to 
staff in advance

• Avoid ‘green bananas’

• Late items considered 
without sufficient 
information

• Make decisions and move on

• Collaborative approach

• Role clarity

• Respect for all participants

• A strategic perspective
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How to get things done

• Know the fundamentals

• Be strategic

• Set priorities

• Stay focused



How to get stuff done -
fundamentals

• All things must be accepted as an item on 
an agenda and discussed by the Board

• All decisions must be made by bylaw or 
resolution

• All decisions must be voted on by the 
Board – most need a majority vote, some 
RD votes are weighted based on 
population and assessment
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Authority for 
decision making 

rests with the 
CVRD Board

66

Types of Votes

Unweighted 
Corporate Vote

Every director votes – one vote 
each

Weighted 
Corporate Vote

Every director votes – number 
of votes based on population 
size

Stakeholder Vote

Only directors participating in 
the service – number of votes 
based on population

How does the Board make decisions?



Why being 
strategic helps you 
be successful

• Helps you identify what's important to 
your community

• Helps you focus  your energy and 
resources on the most important things

• Helps you track progress

• Helps you evaluate your  success

• Helps you stay focused on what\s 
important over time

• Helps you schedule timing within your 
term of office
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Know your Regional 
Growth Strategy & your 
Official Community Plans

 Powerful proactive community planning tools

 Describes the long term vision for the region 
& community – 20 years or more outlook

 States regional & community objectives 

 Includes concepts and policies (not 
regulation)

 Includes policies that will achieve the 
objectives

 RGS & OCP policies guide Board & Council 
decisions about planning and land use 
management

 Council’s land use decisions must be 
consistent with OCP & the RGS

A HABKIRK 2018



A Habkirk 2018



Strategic planning 
/priority setting 
how to

• Dedicate time for priority 
setting/strategic planning

• Ensure all board members contribute –
you are creating your plan for your term

• Get regular updates on progress

• Do annual check ins and adjust as 
required

• Stay focused on your priorities

• Drive the plan forward

• Consider timing for the 4 year term 



Stay focused

• Set priorities for the term

• Don’t get distracted

• Get regular updates- measure progress

• Allocate sufficient resources – human 
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Communications

Hearing from the public
Elected officials’ role

When to refer to staff

External communications
Who do you speak for?

Speaking to the media

Common 
communications pitfalls

Confidentiality

Records Management

Freedom of Information and Protection of 
Privacy

Email

Using Legal Advice

Social Media

Making Promises and Fettering Discretion

Bullying and harassment



External 
Communications

• Who speaks for the Board? For Council?

• If your opinion differs from Board/Council decision

• Caution about mis-representing 
positions/commitments

• Speaking to the media

• Who is the designated spokesperson?

• Being media-savvy

• Who are you speaking for?

• Clarifying your role

• Verbally

• In writing

• Use of corporate logo

• Caution about improper 
external influence



The 
fundamentals: 
responsible 
conduct
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Drama 
does not 

serve your 
communit

y well
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Foundational 
principles
• Integrity: being honest and demonstrating 

strong ethical principles.

• Accountability: an obligation and willingness to 
accept  responsibility or to account for one's 
actions.

• Respect: having due regard for others’ 
perspectives, wishes, and rights; displaying 
deference to the offices of local government, 
and the role of local government in community 
decision making.

• Leadership and Collaboration: an ability to 
lead, listen to, and positively influence others; 
coming together to create or meet a common 
goal through collective efforts. 
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Shared and collective 
decision making
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Diversity is a 
strength not a 
weakness
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Tips: How 
to deal with 
conflict & 
differences 

 Think about what you would teach 
your children

 Talk with the other person. ... or at 
the council table

 Focus on issues not on 
personalities. ...

 Listen carefully. ...

 Identify points of agreement and 
disagreement. ...

 Use a respectful tone

 Don’t get angry or emotional - bite 
your tongue

 Apologize when you have crossed 
the line

 Have an open mind and be 
prepared to change it
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Communications how to



People want to 
talk to you…..
• Listen

• Direct them to the right person or 
department for information or to answer 
a question

• If asking about a council decision - advise 
them if you know the answer

• If asking for help direct them to the right 
person or department

• Don’t make commitments you ought not 
to be making
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Email 

• Use Corporate email for all email 
correspondence – personal email should 
be separate

• All corporate email is part of the public 
record and subject to Freedom of 
Information rules

• Don’t put anything into and email that 
you don’t want printed in the newspaper 
or broadcast in the Twittersphere

• Don’t communicate confidential 
information to the public in emails

A Habkirk 2018



Social media

• Useful for broadcasting information

• Personal social media is different from 
Corporate social media

• Don’t use personal social media to 
represent the Corporation

• Consider serioiusly engaging in debate on 
social media

• Consider seriously blocking individuals

• Don’t let it consume you
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The Chair is the 
official spokesperson 
for the Board

• The Chair communicates the will of the 
Board to the staff and to the public
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Post election 
orientation

In-house

External with 
partners

LGLA 

Strategic 
planning 

workshop

Year 1- 6 month 
check in

Year 2 
Strategic 
Planning  
check in 

UBCM

Conference & 
workshops

On going in-
house sessions

e.g. lunch & learn 
throughout the 4 

year term

Year 3Year 2Year 1

BOARD ORIENTATION-LEARNING PLAN 
4 Year Learning Plan

Year 3 
Strategic 
Planning  
check in
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Year 4

Year 4 
Strategic 
Planning  
check in

LGLA Forum

FCM

Conference & 
workshops

AVICC

Conference & 
workshops

UBCM

Conference & 
workshops

UBCM

Conference & 
workshops

UBCM

Conference & 
workshops

FCM

Conference & 
workshops

AVICC

Conference & 
workshops

LGLA Forum LGLA Forum

AVICC

Conference & 
workshops

AVICC

Conference & 
workshops

FCM

Conference & 
workshops

FCM

Conference & 
workshops



Resources



What does high 
performing look like?
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Ten 
Characteristics 

of 
High 

Performing 
Organizations

• Participative leadership

• Effective decision-making 

• Open and clear communication

• Valued diversity

• Mutual trust 

• Managing conflict

• Clear goals

• Defined roles and responsibilities 

• Coordinative relationship 

• Positive atmosphere

(Sourcehttp://www.iwnc.net) 



Three Types of Boards

Dysfunctional 
Board

Muddling 
Through Board

High 
Functioning 

Board

Which do you want to be?



PRIORITY SETTING

High Functioning

Sets clear direction and 
priorities

Muddling Through

Sets priorities then 
forgets about them

Dysfunctional

Avoids setting priorities 
or doesn’t feel it’s 

important



FOCUS

High Functioning

Focused on priorities and 
key challenges

Muddling Through

Intermittently focused –
direction often driven by 

minority

Dysfunctional

Easily distracted – lacks 
direction and therefore 
focus. Hidden agendas.



GETTING THINGS DONE

High Functioning

Wants to get things done 
or un done – and knows 

how.

Muddling Through

Wants to get things done 
–doesn’t know how.

Dysfunctional

Doesn’t know what it 
wants to do, how to get 

things done, and / or 
actively promotes chaos.



DECISION MAKING
High Functioning

Makes decisions and 
moves forward  together–
understands and respects 
the democratic principle 
of the majority prevails.

Muddling Through

Makes some decisions –
defers others and 

frequently gets stuck.

Dysfunctional

Avoids making decisions –
particularly the tough 
ones. Blames others.



DECISION MAKING II
High Functioning

Does not reconsider 
decisions unnecessarily.

Muddling Through

Frequently does not 
know how to deal with 
contentious decisions.

Dysfunctional

Frequently reconsiders 
decisions and flip flops –

doesn’t respect 
democratic outcomes.



DELIBERATING

High Functioning

Listens more than talks.

Muddling Through

Appears to listen, but 
really doesn’t hear the 

key messages or 
comprehend root causes.

Dysfunctional

More interested in talking 
rather than  listening. 
Activity rather than 

action.



ACCOUNTABILITY

High Functioning

Takes responsibility for 
personal and collective 

decisions

Muddling Through

Doesn’t care about or 
accept collective or 

personal responsibility.

Dysfunctional

Blames others-often staff 
- for decisions.



RELATIONSHIPS

High Functioning

Respectful & constructive 
relationship within Council 

and with City Manager / 
Staff.

Muddling Through

Doesn’t see or understand 
Council – staff conflicts.

Dysfunctional

Dysfunctional relationship 
with staff. Actively 

promotes discord, or does 
little or nothing to 

intervene to prevent it.

“The only consistent feature

of  all your dysfunctional 

relationships is you.”



MEETING MANAGEMENT

High Functioning

Board as a whole shares 
responsibility for meeting 

management

Muddling Through

Ineffective use of  
procedures and protocols 
for meeting management.

Dysfunctional

Responsibility for 
meeting management 

falls solely to the Chair, or 
no one at all.



ROLE CLARITY

High Functioning

understands its role and 
that of others and 
actively works to 
maintain clarity.

Muddling Through

Suffers from role 
confusion.

Dysfunctional

Doesn’t understand or 
accept its role or that of 

others.



ROLE CLARITY II
High Functioning

Respects the boundaries 
between elected officials as 
policy makers and the role 

of staff to oversee 
operations and 

implementation of 
decisions.

Muddling Through
Intrusion by some members 

into the operations area.
Dysfunctional

Thinks its role is to be 
involved or to directly 

manage operational areas. 
Does nothing to correct 

such behaviour.



BEHAVIOUR
High Functioning

Demonstrates and 
enforces  respectful 

behaviour to each other 
and to staff. Maintains 

decorum.
Muddling Through

Behind the scenes attacks 
on members and/or staff. 

Poor decorum.
Dysfunctional

Openly criticizes  
members/staff in public. 

Lack of decorum becomes 
the norm.

#%@*?!



EGOS
High Functioning

Egos in check – focus is on 
the corporation & 

community

Muddling Through

Individual egos asserted 
but managed by the 

majority

Dysfunctional

members put individual 
needs and wants before 
shared wants and needs 

of the community.



COUNCIL EQUALITY

High Functioning

All members are treated 
with respect & are 
considered equal.

Muddling Through

Some members 
marginalized or allowed to 

avoid accountability. 
Different standards.

Dysfunctional

Winners and losers around 
the table – marginalizes 

members.



DIVERSITY

High Functioning

Celebrates and welcomes 
differences of opinion.

Muddling Through

Barely tolerates different 
views at the table but not in 

practice.

Dysfunctional

Openly intolerant of 
different perspectives and 
views different opinions as 

wrong or stupid.



TIME MANAGEMENT

High Functioning

meetings are well run, time is 
well managed and important 
issues get the attention they 

need and deserve.

Muddling Through

manages to get through 
meeting agendas ….but just.

Dysfunctional

meetings are chaotic, easily 
distracted and important 

issues do not get the 
attention and time they 

should.



Advice from the trenches
• Understand your role and the staff role

• Uphold the Foundational Principles – council 
should not tolerate bad behaviour.

• Ensure you have quality orientation and 
training at the start of your term.

• Be honest 

• Ask questions

• Support strategic planning and stick to the plan

• Be sensitive to and aware of the 4-year 
election cycle.

• Remember: elected officials work in a world of 
compromise.

• Diversity at the table is a strength not a 
weakness.   You represent a diverse community 
and therefore members of council hold 
different opinions.

• Respect the democratic process – majority 
rules.
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This is a 
learning 

job
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