
Board Governance Committee 

May 20, 2022 

9:30am – YMCA OC Board Room 



BOARD GOVERNANCE COMMITTEE MEETING 
AGENDA 

May 20, 2022 

1. Culture/Decision Making Process

• Discussion regarding if/how to communicate to entire board

2. Improving Board Processes

• Board Member Engagement
• Social Events

• Board Meetings
• Agenda

• Generative Discussions

• Logistics
• Process for evaluating meetings
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BOARD GOVERNANCE COMMITTEE 

Meeting Minutes 

February 18, 2022 

Present:  John Rochford, Michael Hahn, Dolores Daly, Jeff McBride, Christine Salas, Sean 

Peasley, Dave Lamb, Juliette Meunier  

Absent: Rosanna Coveyou 

Calendar & Charter 

- 2022 Calendar & Chart of Work

o Committee Reviewed the calendar and Chart of Work and all are OK with

the calendar with one update to add month of May (done)

CEO Succession Process Taskforce 
- Brainstorm and identify members for the CEO Succession Process Taskforce

o The taskforce will define the process of CEO Succession planning:  define timelines,
participation, methodology, this taskforce will also identify a process for selecting
members for the for the CEO Succession Planning Taskforce

o Juliette recommends the task force be made up of people who hold the following
characteristics

▪ HR Experience
▪ CEO’s
▪ Board Leadership (chairs/past chairs)
▪ YMCA Leadership

o CEO Succession Process Taskforce Members
▪ John Rochford, Juliette Meunier, Jay Scott and Jeff McBride
▪ John Giovanonne and Andrew Leet (attorneys)

Board Chair Succession Process Updates 
- Jeff gave an overview of the newly documented Board Chair succession guidelines

o One update/change to guidelines is to add the CVO and CEO to meet with current
assessment consultant (done)

Board Evaluation and Growth 
- Discuss board assessment summary (including rest of board) and any potential impact on our

areas of focus
o Jeff gave an overview/introduction regarding the plan to bring back branch boards; a

task team will be put together to identify members for creating the branch boards
“north star”; first branch board will be piloted at the Newport Mesa branch

o Branch boards primary focus is fundraising and being an ambassador of the Y
- Incorporate assessment themes into board recruiting efforts

o Board governance to identify criteria/characteristics for potential new board members;
once identified information to be given to whole board in effort to expand board
member recruiting efforts

- Discussion of current board members and governance committee members – Is there a need to
rotate any off?

o None were identified at this time; recruiting new board members should be a focus of
governance and entire board; potential members will be required to go through the
process (meet with CEO, 6 months on a committee, etc)

Adjourn @ 10:50am 



Decision Making Process 
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Orientation  

YMCA of Orange County 

Development of Culture-Clear Decision Making 

Introduction from President/CEO Jeff McBride: My life took a huge turn in the spring of 

2017. Our organization had experienced exceptional growth and success. The CEO and owner of 

one of the largest development companies in Orange County and member of our board publicly 

stated I “was one of those people with whom everything they touch turns to gold.” Where 

everything works out and not only succeeds, but excels.   

But what others didn’t know was, I was struggling.  Something was missing. I could not put my 

finger on it, but I was frustrated.  Frustrated with my staff and our lack of proper decision 

making. People were not working together.  It seemed decisions were constantly being made that 

I had to correct. There was tension and stress and I could not figure out why. I was tired and 

losing my enthusiasm. This unease was leading me to consider early retirement.  

Then a watershed event occurred.  Dolores Daly, my VP of Development walked into my office.  

Dolores had been with me for seven years.  She had always been hard working, talented and 

ethical but I felt she had never truly lived up to her potential. Though smart and caring she had 

not demonstrated the leadership characteristics needed from her position. While we were friendly 

with one another there was definitely a gap between us. 

What I did not know was Dolores had also come to the end of her rope. That day Dolores walked 

into my office; she could no longer continue in the current environment. So out of desperation 

she came in, sat down and said, “I don’t get it.  I am confused and don’t understand how you 

think.  Can you explain it to me?”  

Those simple words would be the beginning of an amazing journey. Initially I thought it would 

be a journey for Dolores.  In actuality I was about to learn more about people and myself than I 

ever dreamed of. I remember happily describing my thoughts and processes. How I made 

decisions. I actually diagramed how I arrived at decisions and the process I used. At the end of 

our discussion that lasted perhaps 45 minutes she looked at me and said, “You know, nobody 

thinks like this. It makes total sense, but no one thinks like this.”   

These words changed my life and our circumstances forever. Over the next days, weeks and 

months Dolores was a sponge.  She had questions, questions and more questions.  “What if” 

questions.  I remember being so encouraged because I felt she was asking the “right questions.” 

The more and more I explained the more and more I realized where I had fallen short. I realized 

we had previously been speaking with one another, but we were never truly communicating.  We 

missed each other because we were actually speaking vastly different languages. I realized my 

words had not been sinking in. My issue was I had always processed information the same way.  

It was intuitive. It was natural. It was easy. Since it came naturally, I assumed everyone else was 

following the same process. I have learned this is absolutely not the case.  



2 

 

I began the process of change.  As I began to work with people to improve communication I kept 

hearing, “I like what you’re saying but I don’t totally get it.” I realized I needed more details and 

information to better communicate the process. I needed help capturing the thoughts and 

material. To take what I did naturally and dissect it to better explain and teach the process. 

 

Enter Dr. Michael Proud. Mike is a friend and board member of the YMCA of Orange County.  

Mike offered to meet with me to better define the process of decision making. To refine its 

communication. The purpose was to develop a better way to communicate to my organization 

and team. To help them individually and collectively reach their full potential through a clear 

process. This material is the result of our journey together. Dolores, Mike, my entire staff.   

 

In a short period of time, Dolores became the strongest leader in our organization. Universally 

respected. She began living up to the talents and potential she had been created for. She was 

promoted to COO and now runs our entire operation with confidence.  She is a force. How was 

this possible? How did someone who was floundering and failing to lead become a true leader 

living up to her potential? We both know how.  By simply changing how she processed 

information. That is what this book is about. Teaching others to reach their highest potential 

through a simple process. Thank you for taking this journey.  I hope it is as rewarding for you as 

it has been for me. 

 

One of the most difficult things in business, as well as in life in general, is making decisions 

which lead to the best outcomes.  Too many people simply do what is expedient in the moment 

or make decisions which are based on emotions or unclear objectives.  Jeff McBride, 

President/CEO of the YMCA of Orange County, CA, has developed a decision making process 

which is based on a desire to bring clarity to his organization while at the same time developing 

his people to reach their fullest potential.  During his tenure at the YMCA of Orange County this 

process has moved his organization into one of the most successful non-profits in all of Orange 

County, and has made the YMCA of OC one of the most gratifying places for his people to 

work.  

 

You are an Integral Part of an Important Culture:  The YMCA of OC is a place that 

genuinely values each of its members, staff and volunteers and seeks to see people reach and 

become their absolute best they can be. Over the past few years, the YMCA of OC has worked 

hard at changing and maintaining a culture of inclusion and collaboration.  We have learned that 

this is not something which can be achieved in isolation but rather in a community of people 

working together for a common purpose.  You are now a vital part of making this a reality.  

 

In the next few pages, we will walk through and talk through one of the foundation components 

to the culture established here at the YMCA of OC-Our Decision-Making Process.  While at first 

this may sound like something trivial, we assure you it is at the heart and soul of our culture.  

Let’s take a look together! 

 

The Clear Decision-Making Process:  The term “Clear” does not mean that we do not make 

mistakes.  The term “Clear” does not mean the people who make decisions are perfect or have 

special insight. The term “Clear” simply means that when we implement this decision-making 
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process the results are Clear because we have arrived at them together.  Let’s look at the basic 

principles related to this Flawless decision-making process: 

Clear Principle 1: As a Person, I Am Flawed.  This means I am not perfect.  I make 

mistakes.  I will operate from a selfish bent if I am left to my own devises.  I will put my 

desires above those of others if I have my own way.  This may be intentional but most 

often it is unintentional, driven by years of emotional conditioning. The truth is that we 

are all flawed.  We all have experiences and emotional baggage which we bring with us 

into each new venture or relationship we have.  Without understanding this critical 

principle-bias and insecurity greatly increases the chance for errors in decision making. 

However, while this confession can seem overwhelming to confront, there is tremendous 

freedom in it as well. 

You see, by confessing that we are all flawed it relieves the pressure for any one of us to 

come up with the answer to problems on our own.  It helps us realize that we need the 

voice of others speaking into the decisions we make.  Pressure and isolation builds when 

we feel we must be the “experts,” or have the solutions all by ourselves. This is the chief 

foundational component to the culture we have here at the YMCA of OC-because we are 

all flawed, we depend on one another to reach success. This creates a buffer which keeps 

us from derailing the process and seeks what is best for others and for the organization. 

Clear Principle 2: Seek What is True.  Now that we understand our own limitations 

and the things which could sabotage the decisions we might make listening only to our 

own voice, we are truly released to seek what is true.  The pursuit of truth is not to get 

“our way” or “my way,” but to explore and to find what is the “best way.” This is 

key at every level of the organization.  This should be thought of as a point on the 

horizon which you are striving to reach; we like to call it “The North Star.”   

So, how do we get to “What is True?”  We must embrace open and honest conversations 

to accomplish this.  This is not just what is desired from every participant involved in 

making decisions, it is the responsibility of everyone involved.  Here are a few 

characteristics of what open and honest conversations are: 

1. They must lead to exploring what is “true/best” for the organization in the

moment.  This means issues being decided must take into consideration

factors effecting the organization now.  Solutions adopted six months ago may

not be effective now because things have changed.  Truly seeking what is

true/best is about looking at where you are in the present circumstance.

2. Takes you as an individual out of the conversation. Remember, seeking what

is true must be about what is best for the whole, not what is wanted by any

one individual.

3. Uncomfortable by nature because outcomes are not known before the meeting

takes place.  This is not an excuse to come to a meeting unprepared, but
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solutions must be concluded by the group, and everyone must be willing 

embrace the group’s decisions. 

 

4. Not disguised as directives.  Open and honest conversations must remain 

exploratory in nature 

 

Clear Principle 3: Your Role Dictates Your Responsibility.  CEO’s, Executive 

Directors, Membership Directors, After School Teachers, Lifeguards, Board Members, 

Mothers, Fathers, Wives and Husbands all have certain responsibilities based on their 

roles.  In order for them to make the best decisions they must recognize their roles and do 

what is best for those in the scope of their responsibility and not what is most 

advantageous for themselves personally.   

 

Keeping this in focus moves decision making away from what is popular, or what is safe, 

or what feels good, and keeps it focused on what has been revealed as true or best.  Thus, 

decisions are not made based on who suggested them or who may be in the room, but on 

what is best for the responsibility which your role or area of responsibility dictates. 

 

Clear Principle 4: No One Gets to Clarity Alone.  Clear decision making occurs when 

others are brought into the process and for the reasons mentioned above. Only through 

others can our blind spots be revealed.  We cannot see blind spots on our own, that’s why 

they are called blind spots! Bringing others into the decision-making process is not for 

validation of ideas but rather to test them.  This not only allows potential leaders to rise or 

self-select but develops people to think strategically about how to achieve together.  

People who seek to control use others to accomplish tasks.  People who work 

collaboratively use tasks to develop others. 

 

Though this concept may be new to you it has been tested and it works.  It is the heart of 

the collaborative culture which exists at the YMCA of OC.  You are now part of a team 

with many different parts who we are all striving for the same thing, “To put Christian 

Principles into practice through programs that build healthy spirit, mind, and body 

for all.”   

 

It is possible that you have never worked in an environment like this before, and so it may take 

you a while to understand all the aspects which have been discussed.  However, if you will invest 

yourself by: 

 

• Trusting the process,  

• Trusting the other people on this journey with you, and  

• Opening yourself up to what can be achieved as we work together 

 

We believe your time with the YMCA of OC can be one of the most fulfilling experiences of 

your life! 

 

 

Clear in Action: The 10 Rules of Decision Making.   



5 

All decisions made are built on a need for trust, transparency, and consistency of message.  No 

one in the room has the answers but everyone has a voice, and everyone will collaborate to ask 

and find the answers together! 

A decision must be made: Here are The 10 Rules of Decision Making 

Rule 1: Validate or dismiss.  Not everything we think is a need is really a need.  

Sometimes we perceive something as a need which is already being met in a way which 

we are simply unaware.  It is important to collaborate with others who would have insight 

before taking action whenever possible.  Gather the input of others who can validate or 

dismiss the need. If it is validated, then proceed to Rule 2. 

Rule 2: Schedule the meeting.  This is the step which gets the ball rolling in the 

decision-making process and allows decisions to be made in a more expedient manner.  It 

also provides assurance and confidence to all team members involved that action is being 

taken and the project is progressing forward 

Rule 3: Don’t try to have it all figured out beforehand:  Be prepared to lead and 

facilitate, but do not come with preset outcomes for the meeting.  This is a violation of 

the Clear process!  Get the meeting scheduled and trust those who will be in the room to 

come to the answers together.  This will ensure ownership of the decisions made and will 

reinforce the collaborative culture which exists. 

Rule 4: Determine who should be in the room. Ask this question of yourself and of 

everyone involved, “Is there someone else who should be in the meeting?”  Even if those 

people are not invited to the initial meeting-be sure they are included in the next. 

Rule 5: Clearly describe needs and reason for the meeting.  Offer attendees a clear 

and concise reason the meeting is to be held but allow the journey to begin in the 

meeting.   

Rule 6: All attendees are equals in the meeting.  There are no ranks represented in the 

room, just team members working toward the best decision possible. 

Rule 7: Observe the room. Make observation of the participants in the room.  Who is 

engaged?  Who is disconnected?  Who would make the next great leader? Who is going 

through the motions?  Who needs to be encouraged?  Observing the interaction between 

the people in the room can tell you a lot about who will rise to the next level and who will 

self-select out of the process. 

Rule 8: Hold up the “Mirror” when necessary.  There are times when people need to 

be shown the flaws in themselves that everyone else sees.  This is not judgment; it is 

helping the other person become the best version of themselves possible! 



6 

Rule 9: Attendees determine steps to be taken.  Agreement is reached in the meeting 

and a course of action is determined.  Through collaborative decision making comes 

accountability in ensuring actions are completed. 

Rule 10: Take action! Follow up on any/all steps identified by the group. 



 
 

 
 

 
 

 
 

 
 

 

Board Source Materials 
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