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annual plans
defined, 267
managers, 105–107
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appendixes
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Board Calendar, 292
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Referral, 295–297
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articles, 267
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appropriate board structure, 184–196
board purpose, 176–178

assessment facilitation, 85

authority
to direct, 117–119
owners, directors, and managers, 138

author beliefs, 4-5, 266
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B
balance point. See also board; entrepreneurs

basics, 9–14, 15–16
board functions, 47, 119, 306
board of one, 30
casual, 185
clarifying, 16, 29

defined, 3, 7, 267
entrepreneurs as, 11
formalizing, 16, 29
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locating, 42–47
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278
overview, 3–4
owners and managers competing, 31–34, 118
owners’ manual, 56–57
role, 10
solution, 25–28

balance point responsibilities
acting independently, 153–160, 306
advising, 161–163
basics, 139–140
board calendar, 165–168
directing, 160–161
identifying problems, 146–153
legal responsibilities, 169–174
managing, 163–165
owning the process, not results, 140–145

balancing board
basics, 115–117
defined, 267
general responsibilities, 120
necessity of, 56
principles for multiple owners, 274–276

balancing concept
cooperatives, 279–280
defined, 7, 267
examples, 10–11
family limited partnerships, 277–279
family wealth management, 277–279
large ownership group, 274–276
limited liability companies, 276–277
nonprofits, 283–284
public companies, 280–283
typical process, 10–11

base hourly rate, calculating, 216

basics
balance point responsibilities, 139–140
balancing boards, 115–117
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board structures, 176
managers, 104
owners, 49–50

beliefs
author, 4–5, 266
transitioning, 20–25

beneficiaries, 267

board. See also balance point; directors; 
entrepreneurs

accountability, 92, 134–138
approving management plans, 335–337
assessing purpose, 176–178
author beliefs, 4–5
authority to direct, 117–119
balance point function, 47, 119, 306
as the balance point (illustrated), 42
calendar, 292
calendar with owner/management activities, 

293–295
defined, 7
dissolving, 173–174
dual accountability, 134
evaluating, 91–93, 125, 131–133, 238–240
expectations, 198–199
functions, 46, 131–133, 306
independence, 153–160, 306
interaction considerations, 92
legal duties, 307
members, 268
of one, 30
organization, 306
owner attendance considerations, 93
owners’ manual, 56–57
owners’ plan acceptance, 122–124, 331–332
owning results not process examples, 

142–143
pinch point, 134
portion of board calendar, 167–168
process of director training, 237
processing management’s requests, 338–339
processing owners’ requests, 333–334
responsibilities, 119–120
roles, 46, 117–119
secretary, 224

separating management and, 45
separating ownership and, 45
solving management problems, 143–145
solving owner problems, 142–143
structure requirements, 178
working with management, 126–130
working with owners, 121–126

Board Accepting Owners’ Plan Worksheet, 
331–332

board actions
advising, 229
directing, 228–229
information gathering, 229
overview, 227
reviewing, 230–231

board of advisors. See also advisory group
board of directors versus, 116

Board Approving Management’s Plans 
Worksheet, 335–337

board calendar
board portion, 167–168
overview, 165–167
owner/manager portion, 168
typical schedule, 166–167

board composition
determining, 206–208
size, 206–207
terms and time limits of directors, 207–208

board of directors. See also board; directors
accountability, 183
board of advisors versus, 116, 183
defined, 268
relationships, 180–181
responsibilities, 183
voting power, 183

board evaluation
function, 131–133
process illustrated, 239

Board Evaluation by a Manager Worksheet, 
345

Board Evaluation by an Owner Worksheet, 
343–344
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board level, product issue, 147

board matters, 302

board meetings
conducting, 232–235
criteria for effective, 22
minutes, 233–235
preparing agendas, 226–232
role development of chairperson, 220–225
sample agendas, 298–300
sample minutes, 304
semiformal procedures, 303
sending out information, 231–232
training directors, 235–240

Board Processing Management’s Requests 
Worksheet, 338–339

Board Processing Owners’ Requests 
Worksheet, 333–334

Board School, The, 352

board structure. See also ABS (alternative 
board structure)

all outsiders, 194–196
assessing appropriate, 184–196
author beliefs on, 5
basics, 176
examples, 185, 187–189
identifying appropriate, 179–184
majority of insiders, 190–191
majority of outsiders, 191–193
role of outsiders, 189–190

board training
aspects, 235–240
ideas, 306–307

book, overview, 5–6

“brain dump” concept, 87

business. See also company
defined, 7
selling, 38–42, 118

business judgment rule, legal responsibilities, 
171–172

buy-sell agreement, 268

bylaws, 268

C
C corporations, 268

calculating base hourly rate, 216

calendar (board)
board portion, 167–168
overview, 165–167
owner/manager portion, 168
typical schedule, 166–167

candidates, identifying director, 209

capital, venture, 41–42

casual balance point, 185

cautionary remarks, legal responsibilities, 
173–174

CEO (chief executive officer).  
See entrepreneurs

Chair Evaluation by a Director Worksheet, 
348–349

chairperson (board)
characteristics, 232–233
entrepreneur as, 224
evaluation by directors, 348–349
meeting duties, 222
post-meeting duties, 223
pre-meeting duties, 221–222
responsibilities, 220

challenges, business owner, 1–2

characteristics
ABS (alternative board structure), 180
directors, 201

check in, 301

chief executive officer (CEO). See 
entrepreneurs

clarifying
balance point, 16, 29
functions for entrepreneurs, 26

closely held corporations, 268

commitment
defined, 76
importance, 219
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committees, 225

communicating owners’ plans, 88–89

company. See also business
director training on, 236
plan examples, 36–38

compensation
basing on CEO compensation, 216
determining, 216–217
directors, 212–217
factors affecting, 215–216
payment for insiders, 217
types of pay, 213–214

compilation process, owners’ manual, 67–71

components
agendas, 226
owners’ plan, 75–85

composition (board)
determining, 206–208
size, 206–207
terms and time limits of directors, 207–208

conducting board meetings, 232–235

confidentiality
defined, 76
statement, 211

conflicts
author beliefs, 4–5
cooperatives, 280
examples, 12–13
generational, 13
of interest, 268
multiple owner, 35–36
origin, 3

consensus, owners’ plan, 86

control
defined, 95
entrepreneurs and, 96
examples, 95–102
power versus, 94–102, 121

cooperatives
balancing concept, 279–280
conflicts, 280
requirements, 279

core discipline services, 262–263

corporations, 268

culture, 75

D
debt tolerance, 77, 146

defining problems, 148–150

determining
board composition, 206–208
compensation, 216–217

developing
balancing concept with large ownership group, 

275–276
owners’ plans, 85–88
role of chairperson, 220–225

difficulties, high-level transition, 17–25

directing
board actions, 228–229
directors, 160–161
examples, 164

Director Evaluation by a Director Worksheet, 
346–347

director referral, sample letter seeking 
outside, 295–297

directors. See also board; board of directors
accountability, 138
advising, 161–163
author beliefs on, 4
authority, 138
basing compensation on CEO compensation, 

216
characteristics, 201
compensation, 212–217
defined, 268
electing, 90–91, 121, 124
evaluation of chairperson by, 348–349
evaluation of directors by, 346–347
excluding individuals from consideration, 

204–205
expectations, 199–201
general responsibilities on balancing boards, 

120
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managing, 163
notebook, 236, 305
qualifications of an inside, 201–203
qualifications of an outside, 203–204
questions for prospective, 341–342
resignation, 137
responsibilities, 138
retainers, 213
selecting candidates, 210–212
selection process, 198–205, 209–212
with shares, 58–59
terms and time limits, 207–208
training, 235–240

dissolving boards, 173–174

dual accountability, 134

due diligence, 268

duties
board chairperson, 221–223
defined, 268
fiduciary, 269
legal, 169–174

duty of care
legal responsibilities, 171–172
tips, 172

duty of loyalty, 173

E
electing directors, 90–91, 121, 124

employee stock ownership plan (ESOP), 60

employee stock ownership trust (ESOT), 60

entity, 269

entrepreneurs. See also balance point; board
allocating functions, 26
as balance point, 11
balance point solution, 25–28
as chairperson, 224
clarifying functions, 26
control and, 96
defined, 6–7, 269
difficulties with transitioning, 17–25

multiple owners and, 34–35
power and control issues, 97–98
roles, 184–185
selling business/shares, 38–42, 119
transitioning, 118
transitioning alternatives, 27

environment, work, 75

ESOP (employee stock ownership plan), 60

ESOT (employee stock ownership trust), 60

ethics, 75

evaluation
board, 91–93, 125, 238–240
of boards by managers, 345
of boards by owners, 343–344
of chair by directors, 348–349
of directors by directors, 346–347
functions (board), 131–133
methods, 92–93
owners’ plan, 88
process illustrated, 239

examples
acting independently, 153–160
advising directors, 164
balancing process, 10–11
board owning results not process, 142–143
board solving management problems, 

143–145
board solving owners’ problems, 142–143
board structure, 185, 187–189
business sale, 39–40
company plan, 36–38
defining problems, 148–150
directing, 164
goals, 84–85
manager balance point, 33–34
managing directors, 164
managing plans, 108–113
multiple owners, 35–36
need statements, 78
owner balance point, 33–34
owners’ manual, 53, 55–57, 61–62, 69–71
owners’ plan, 78–81, 89
power and control, 95–102
professional advisors, 254–261
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transition, 18–20, 23–25
value statements, 76

excluding individuals from consideration as 
directors, 204–205

expectations
board, 198–199
directors, 199–201

F
facilitation assessment, owners’ plan, 85

facilitators
ownership groups, 71
selecting, 314–317

family business, 269

family councils
author beliefs, , 63–64
defined, 269
overview, 66
owners’ manual, 63–66
ownership groups versus, 64

family limited partnerships (FLPs)
balancing concept, 277–279
management in, 278
ownership in, 278

family members (non-owners), 61–63

family wealth management, balancing 
concept, 277–279

fiduciary duty, 269

fiduciary responsibility, 269

formalizing, balance point, 16, 29

founders. See entrepreneurs

functions
board, 46, 306
board evaluation, 131–133

G
generational conflict, 13

goals
examples, 84–85

owners, 291, 318–325
owners’ plans, 84–85

governors, 269

ground rules, amending, 73

groups
advisory, 7, 183, 267
balance point, 43
connection illustrated, 44, 47
interdependence, 46–47
separating, 44–46

growth parameters, 84

H
Hause, Larry D.

beliefs, 4–5, 266
bio, 365
Board School, The, 367

high-level transitioning
defined, 16–17
difficulties, 17–25

I
identifying

appropriate board structure, 179–184
director candidates, 209
issues for owners’ plan, 87–88
problems overview, 146–147
transitions, 17–20
who has the problem, 340

Identifying Who Has the Problem Worksheet, 
340

image, 84

implementing, balancing concept with large 
ownership groups, 275–276

indemnification, 270

independence, board, 153–160, 306

Individual Owner’s Values, Needs, and Goals 
Worksheet, 318–320
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information gathering, 229

insiders, 270

integration services, 262–263

interactions
board considerations, 92
between board and management, 126–130
between owners and balancing board, 

122–126

interdependence, 46–47

issue identification, 153

K
knowledgeability, 121, 125

L
large ownership group, balancing concept, 

274–276

legal enforceability, owners’ manual, 72

legal responsibilities
board, 307
business judgment rule, 171–172
cautionary remarks, 173–174
duty of care, 171–172
loyalty, 172–173
overseeing management, 169–171

limited liability company. See LLC (limited 
liability company)

limited liability limited partnership, 270

limited liability partnership, 270

limited partners, 271

liquidity, 214

LLC (limited liability company)
balancing concept, 276–277
defined, 270

locating
balance point, 42–47
balance point in family limited partnerships 

(FLPs), 278

long-term roles, 84

loyalty, legal responsibilities, 172–173

M
majority of insiders, board structure, 

190–191

majority of outsiders, board structure, 
191–193

manage, oversee versus, 170

management
activities on board calendar, 293–295
board solving problems of, 143–145
in family limited partnerships (FLPs), 278
matters, 301
overseeing, 169–171
plans, 106, 127–129
proposals, 130
separating board and, 45
separating ownership and, 45
transitioning within, 18
working with board, 126–130

management plans
board approving, 335–337
examples, 108–113
reviewing, 127
sample questions, 127–128

manager level, product issue, 147

managers
accountability, 138
annual plans, 105–107
author beliefs on, 4
authority, 138
basics, 104
competing with owners for balance point, 

31–34, 118
defined, 7, 9, 270
evaluation of boards by, 345
managing within plans, 107–113
portion of board calendar, 168
responsibilities, 104, 138
roles, 46, 104
with shares, 58–59
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strategic plans, 104–105
tips for working with, 129–130

managing
balance point responsibilities, 163–165
directors, 163–165
examples, 164
within plans, 107–113

member control agreement, 270

members, 270

membership interests, 270

minutes
board meetings, 233–235
sample board meeting, 304
typical components, 234–235

money, needs and, 82–83

multiple owners
with a balancing board, illustrated, 37, 118
balancing board principles, 274–276
conflicts, 35–36
entrepreneurs and, 34–35
examples, 35–36
without a balancing board, illustrated, 35

N
needs

money and, 82–83
owner, 291
owners’ plan, 77–83
statement examples, 78

nonprofits, balancing concept, 283–284

nonvoting owners, owners’ manual, 58

notebook, director’s, 236, 305

O
officers, 8, 270

organization, board, 306

other-centered position, 154–155

Outline for an Annual Plan Worksheet, 330

Outline for a Strategic Plan Worksheet, 
326–329

outside director qualifications, 203–204

outsiders
defined, 270
role, 189–190

outsiders (all), board structure, 194–196

overadvising, 162

oversee
manage versus, 170
management, 169–171

owner level, product issue, 147

owners. See also entrepreneurs
accountability, 138
activities on board calendar, 293–295
author beliefs on roles, 4
authority, 138
basics, 49–50
board evaluation considerations, 92–93
board meeting attendance considerations, 93
board working with, 121–126
challenges, 1–2
competing with managers for balance point, 

31–34, 118
considerations for selecting directors, 

202–203
defined, 7, 9, 271
director training on, 236
evaluation of boards by, 343–344
goals, 291, 318–325
knowledge, 121
matters, 301
multiple, 34–38, 118, 274–276
needs, 291, 318–325
nonvoting, 58
portion of board calendar, 168
responsibilities, 138
roles, 46
staying informed, 93–94
tips for working with, 125–126
values, 291, 318–325
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owners’ manual. See also owners’ plan, 121
amending, 73–74
balance point/board, 56–57
compilation process, 67–71
components, 51–57
defined, 50, 271
developers of, 57–65
directors with shares, 58–59
examples, 53, 55–57, 61–62, 69–71
family councils, 63–66
family members (non–owners), 61–63
general guidelines, 68–71
ground rules, 52–53
legal enforceability, 72
managers with shares, 58–59
necessity for, 50
nonvoting owners, 58
roles and responsibilities, 53–56
sample questions, 309–313
table of contents, 285–286
trusts, 59–60
updating, 121

owners’ plan. See also owners’ manual
accepting, 122–124, 331–332
amending, 88
“brain dump” concept, 87
communicating, 88–89
compilation, 287–289
components, 75–85
consensus, 86
defined, 74, 271
developers, 85–88
evaluation, 88
examples, 78–81, 89
facilitation assessment, 85
goals, 84–85
identifying issues, 87–88
illustrated, 75
necessity of, 74
needs, 77–83
reviewing, 123
sample questions for accepting, 122–123
sample values, needs, and goals, 291
topics, 290

updating, 121
values, 75–76

ownership
in family limited partnerships (FLPs), 278
overview, 3
separating board and, 45
separating management and, 45
structure changes, 73

ownership groups
facilitators, 71, 85
family council versus, 64

owning the process, not results, 140–145

P
partners, 271

partnership interests, 271

pay, directors’
amount, 214–217
types, 213–214

performance, 75

phantom stock, 213

pinch point
board and, 134–135
defined, 134
resolving, 136–138

plans. See also owners’ plan

annual, 105–107, 267, 330
company examples, 36–38
management, 127–129
scenarios, 107–108
strategic, 104–105, 272, 326–329
succession, 52, 73, 272
transition, 52, 73, 272

power
control versus, 94–102, 121, 125
defined, 94–95
examples, 95–102
struggles, 32

preparing agendas, 226–232

private companies, public companies versus, 
281–283
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problems
applying steps to identify, 150–153
board solving owner, 142–143
defining, 148–150
identifying, 146–147, 153
levels, 147
solving, 141–145
steps to identifying owner of, 147–148

process
balancing, 10–11, 306
board evaluation, 239

processing
management requests, 338–339
owners’ requests, 333–334

professional advisors
examples, 254–261
roles and responsibilities, 262–264

proposals, reviewing management, 130

prospective packet, 210–212

public companies
balancing concept, 280–283
private companies versus, 281–283

publicly held corporations, 271

Q
qualifications

inside director, 201–203
outside director, 203–204

Questions for Owners’ Manual Worksheet, 
309–313

Questions for Prospective Directors 
Worksheet, 341–342

quorum, 271

R
referral sources, 209

relationship changes, 73

resignation, directors, 137

resolving pinch points, 136–138

responsibilities. See also roles
board, 119–120
board of directors, 183
chairperson (board), 220
directors, 138
fiduciary, 269
general balancing boards, 120
legal, 171–174, 307
managers, 104, 138
owners, 50, 138
professional advisors, 262–264
separation of roles and, 44–46

retainer, 213

return on equity (ROE), 77, 84

return on investment (ROI), 77, 84

reviewing
board actions, 230–231
management plans, 127, 130
owners’ plan, 123

risk tolerance, 77, 146

ROE (return on equity), 77, 84

ROI (return on investment), 77, 84

roles. See also responsibilities
balance point, 10
board, 46, 117–119
developing chairperson, 220–225
entrepreneur, 184–185
long-term, 84
managers, 46, 104
of others, 186–189
of outsiders, 189–190
owners, 46
owners’ manual, 53–56
professional advisors, 262–264
separation of responsibilities and, 44–46

S
S corporations, 271

sample
board calendar, 292
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board calendar with owner/management 
activities, 293–294

board meeting agendas, 298–299
letter seeking outside director referral, 

295–297
minutes for board meeting, 304
questions for accepting owners’ plan, 

122–123
questions for management plans, 127–128
questions for owners’ manual, 309–313

schedule, typical board calendar, 166–167

secretary
board, 224
meeting minutes, 233–234

selecting director candidates, 210–212

Selecting a Facilitator Worksheet, 314–317

selection process, directors, 198–205, 
209–212

self-centered position, 154–155

selling, 38–42, 119

sending out information, board meetings, 
231–232

separating
ownership, management, and board groups, 

44–46
roles and responsibilities, 44–46

shareholders
control agreement, 271–272
defined, 272

shares
defined, 272
managers/directors with, 58–59
selling, 38–42, 119
trusts and, 60

size, board, 206–207

solution, balance point, 25–28

solving
management problems, 142–145
owner problems, 142–143

staggered terms, 208

stewardship, 84

stock
defined, 272
phantom, 213
selling, 38–42, 119

strategic plans
defined, 272
managers, 104–105
worksheet, 326–329

structure
assessing appropriate board, 184–196
board requirements, 178
overview, 48

succession plan
changes, 73
defined, 272
transition plan versus, 52

T
table of contents, owners’ manual, 285–286

term limits
ABS (alternative board structures), 4, 208
board of directors, 207–208

terms, staggered, 208

tips
duty of care, 172
duty of loyalty, 173
overseeing management, 170–171
preparing board meeting agendas, 231
working with managers, 129–130
working with owners, 125–126

topics
owners’ plan, 290
typical agenda, 226–227

training directors, 235–240, 306–307

transition plan
changes, 73
defined, 272
succession plan versus, 52

transitioning
alternatives for entrepreneurs, 27
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beliefs, 20–25
defined, 9
entrepreneurs, 16–30, 118
examples, 18–20, 23–25
high-level, 16–17
identifying, 17–20
role changes, 16–30
within management, 18
without change, 28

trusts
defined, 272
owners’ manual, 59–60

Tutelman, Cary J.
beliefs, 4–5, 266
bio, 365
Board School, The, 367

U
updating

owners’ manual, 121
owners’ plan, 121

V
value statement examples, 76

values
owner, 291, 318–325
owners’ plan, 75–76

venture capital, 41–42

voting power, board of directors, 183

W
work environment, 75

worksheets
Board Accepting Owners’ Plan, 331–332
Board Approving Management’s Plans, 

335–337

Board Evaluation by a Manager, 345
Board Evaluation by an Owner, 343–344
Board Processing Management’s Requests, 

338–339
Board Processing Owners’ Requests, 333–334
Chair Evaluation by a Director, 348–349
Director Evaluation by a Director, 346–347
Identifying Who Has the Problem, 340
Individual Owner’s Values, Needs, and Goals, 

318–325
Outline  for an Annual Plan, 330
Outline  for a Strategic Plan, 326–329
Questions for  Owners’ Manual, 309–313
Questions  for Prospective Directors, 341–342
Selecting a Facilitator, 314–317
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