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Article Highlights:


All board members
have benefited from
constructive
feedback throughout
their careers.



If board work matters,
it must be measured.



Specificity allows the
board to ensure that it
lives up to its own
expectations.

At XCEO, we believe that there is a direct
correlation between receiving constructive
feedback and improving performance
outcomes. Further, we are also convinced
there is a causal relationship between
constructive feedback and improved
outcomes. This means that a concentration of
effective mentoring and robust constructive
feedback will likely result in higher levels of
personal and collective performances. We
believe the inverse is also likely to be true.
However, many directors do not appreciate
the value of a robust board evaluation process.
Because it is required by their listing agencies,
directors will readily agree they must complete
board and committee evaluations on an
annual basis. Even so, during regular discussions
with board members, we are frequently asked
why we believe boards need to have a robust
evaluation process. They are quick to remind us
that no one has challenged the frequency or
robustness of their evaluation process. In fact,
many directors have said specifically, that
board evaluations and committee evaluations
are not really that important. Some have gone
so far as to say, “Why should I care about
doing evaluations when no one requires me to
do them well?”
Although the listing agencies do require boards
to complete evaluations, they never inspect
them. In addition, investors rarely inquire about
the thoroughness of a board’s evaluation
process. So if neither the regulators nor the
investors demand a thorough process, why do
we believe this is important?
We start with the premise that if something is
worth doing, it should be done well.
Furthermore, how do you know how well you
are doing something if you do not measure its
outcomes? It is well understood that in business
what matters gets measured. Therefore, if the
work we do as board members is valuable (it
matters), then we must have some way of
evaluating our overall effectiveness to make
sure that were living up to our own
expectations.
This is a familiar concept for directors. As a

baseline for being considered board member
candidates, individuals are expected to have
earned substantial achievement, resulting in
significant personal career advancement.
Consequently, those who are selected to serve
will have benefited during their career by
people who were willing, able and caring
enough to provide them with the information
that enabled them to improve their
performances. In fact, all board members are
selected to serve based at least partly on the
success and benefits gained from a process of
constructive feedback.
Directors clearly understand the importance of
providing constructive feedback to help
improve personal and collective
performances. One of our most significant
responsibilities is to provide oversight of the
Chief Executive Officer’s personal
performance and the combined performance
of the organization’s leadership team. At a
minimum, we are accountable for reviewing
the CEO’s performance on an annual basis.
However, the process is much more effective
when constructive feedback is shared with the
CEO throughout the evaluation period.
Given this responsibility for overseeing the
CEO’s performance, it is unfortunate that
many of us, as directors, do not believe we
need to receive similar constructive feedback
regarding our personal performances. After
achieving significant success, many no longer
see the need for constructive feedback in
order to substantiate our contributions to the
board’s overall effectiveness.
During hundreds of discussions with individual
directors, I have concluded that even those
directors who state that they value evaluations
are reluctant to engage in a robust
constructive feedback process regarding the
board’s overall effectiveness. This is true for
committee effectiveness as well as individual
director performance. So why are the directors
who have benefited so significantly from
constructive feedback regarding their own
personal performance reluctant to continue
that process in their pursuit of delivering the
most effective levels of support for their
shareholders?
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After several efforts to truly understand this
phenomenon, I have developed a
hypothesis which I believe pinpoints the
reasons that directors are reluctant to
engage in robust discourse within the
boardroom regarding improving individual
and board effectiveness.
First, directors are overly sensitive to the
potential exposure that may exist if there are
any areas that are deemed to be
underperforming or deficient in any way. In
other words, we are being held hostage by
the threat of being discovered as having
weaknesses in our efforts to deliver effective
oversight of the companies we serve.
Second, directors are simply uncomfortable
providing and receiving feedback. Some
are concerned that they may have to tell a
colleague that he or she is deficient in some
area, or that someone will do the same for
them. Some directors fear that such
feedback could negatively impact the
congeniality of the group.

“When done in a
secure, confidential
and helpful manner,
most of us will
graciously accept

However, I suggest that most individuals
appreciate direct constructive feedback
from people they trust who are willing,
knowledgeable and caring enough to help
them improve or maintain their high levels of
contribution to the board.

feedback, whether
good or bad.”

When done in a secure, confidential and
helpful manner, most of us will graciously
accept feedback, whether good or bad.
At XCEO, we continue to believe that a
board that is open and willing to evaluate its
own performance according to its own
expectations is more likely to deliver longterm value to its shareholders. This process is
called “Constructive Analytical
Introspection.” That simply means providing
the board with meaningful data and
information that can be used effectively to
determine whether or not the board is living
up to its own expectations. This provides the
board an opportunity to assess whether or
not it believes it is performing at the highest
level of effectiveness.
Following the analysis, the board is
empowered to focus on those areas where it
believes it can raise its level of performance
in order to enhance its oversight
effectiveness. The specificity inherent in a
robust, data-driven board evaluation
process is the best way to maintain relentless
focus on building long-term shareowner
value. This allows us to ensure that we are
living up to our own expectations, which
should never be lower than the expectations
of our investors.
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At XCEO, Inc., we believe individual
leadership is the driving force for inspiring
creativity and ultimately maximizing
intellectual capacity. We provide individual
and corporate development in the
principles of Extreme Personal Leadership®.
We call this X-Leadership and it is the
touchstone of our company.
In today’s globally competitive world,
intellectual property is a key indicator of
long-term success. Corporations and
individuals are seeking knowledge intensive
solutions to sustain a competitive
advantage. At XCEO, we offer Professional
Mentoring and Personal Leadership
Development programs, as well as
Corporate Governance and Board
Leadership Development programs, for
high-aspiration individuals and forwardlooking corporations.
Through our Professional Mentoring and
Personal Leadership programs, we assist
individuals in developing personal career
and development plans to achieve senior
executive-level positions. We also support
corporations that recognize the need for a
broad array of development options for
their high-potential employees being
groomed for senior leadership
responsibilities.

As part of XCEO’s pursuit of enlightened
corporate governance, we have created
the Enlightened Corporate Governance
Board Performance Evaluation Program to
support boards and directors in their pursuit
of excellence. Through our program, we
are leading the movement past
compliance, toward principled action
which maximizes shareholder value. We
have designed a set of eight individual and
board evaluation exercises which provide
an exceptional opportunity for directors to
take their boards to a whole new level of
effectiveness.
XCEO is a unique research, development
and consulting firm. We are committed to
excellence and the pursuit of Extreme
Personal Leadership®. We specialize in
inspiration, and endeavor to inspire highly
enlightened executives and high-aspiration
individuals to pursue maximum personal
achievement. We have a leadership team
of highly trained and highly motivated
colleagues who are eager to serve our
clients. Excellence is our goal. We are
located in the heart of Silicon Valley and
we stand ready to help our clients achieve
extraordinary levels of performance and
success.
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