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White Paper

CEO Leadership in Membership Organizations
“The CEO as a Convener”

The Role of the CEO in Leading Member-Governed Organizations Toward Clarity, Unity, and Collective
Progress

I. Introduction

In regulated industries such as electric power and utilities, where competition is limited and collaboration
is imperative, membership organizations and associations play a vital role. These bodies, governed and
funded by their members, serve as critical platforms for collective education, sector advocacy,
coordinated action, and shared advancement. At the helm of these organizations stands a unique type of
leader: the CEO not just as an administrator or strategist, but as a convener.

The term éclaircissement’, borrowed from French, means "enlightenment" or "clarification." It evokes the
act of shedding light to achieve collective understanding. Throughout this paper, it represents a guiding
principle for CEOs in member-led organizations. This white paper explores the expanded leadership
mandate of CEOs in member-governed organizations and showcases how this skill comes to life across
the critical CEO leadership competencies to guide excellence in this often misunderstood and
underappreciated role.

I1. Power of the Member Organizations as a “Convener”
e  What it Means to Be a Convener
o Not merely hosting events, but mobilizing decision-makers, facilitating consensus, and acting
as a hub for intelligence and influence.
o Convening brings together members around a common concern or shared future, often
producing thought leadership, industry positions, or collective action.

e Strategic Leverage of Convening Power
o Policy influence: Associations like EEI (Edison Electric Institute) or NRECA (National
Rural Electric Cooperative Association) shape national policy by unifying member voices.
o Sector transformation: Convening can catalyze shifts in grid modernization, carbon
neutrality, or equity and access issues.
o Risk and resilience coordination: Natural disasters, cyber threats, and systemic shocks are
best handled via collective, coordinated preparation.

III1. Leadership Qualities of an Excellent Convener
The convener is more than a facilitator; they are a steward of shared purpose. Core traits include:

1. Neutrality with Influence
e A trusted intermediary who does not play favorites
e Seen as impartial yet able to shape outcomes

UIf the use of the word éclaircissement seems pedantic, I assure you it was newsworthy at the time of this writing—
13-year-old Faizan Zaki had just spelled it to win the National Spelling Bee.
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2. Listening Across Boundaries
e Deep active listening, not only to vocal participants, but also drawing in quieter segments of the
membership
e Ability to synthesize differing perspectives

3. Visionary Framing
e Reframing complex or divisive issues into shared challenges
e Creating narratives that unify rather than divide

4. Process Design and Facilitation
o Expertise in designing inclusive, deliberative processes
e Proficiency in both formal governance structures and informal consensus-building

5. Patience and Persistence
e Recognizing that trust and alignment take time, especially in politically or regionally diverse
memberships
e Willingness to hold the space and nudge progress without dominating it

IV. The Convening Mandate

Unlike traditional corporate executives, the CEO of a membership association must lead not by directive
but through facilitation, framing, and alignment. The CEO must unify diverse member voices, catalyze
shared progress, and steward a complex ecosystem where success is measured in long-term impact for
many often-disparate interests, not just gain of one stakeholder. The stakeholder universe is vast and goes
well beyond the boundaries of the membership of the organization. The universe includes policy
objectives at the local, state, regional, and national levels. Policy goals across jurisdictions often conflict —
and must reconcile not only law and politics, but, in the case of electric power, physics. The CEO must
navigate these tensions with care and foresight.

The Core Objectives of Convening Leadership
Under the banner of éclaircissement, the Convener pursues these interconnected objectives among this
stakeholder universe:

e To Educate: Translate complexity into clarity, building member capacity and literacy on key
issues.

e To Advocate: Shape policy and public understanding in ways that reflect the sector’s collective
values and aspirations.

e To Promote Adoption: Guide the uptake of standards, innovations, and best practices across
heterogeneous member organizations and external stakeholders.

e To Improve: To propel the sector forward by raising expectations, showcasing performance
across the membership or that exists beyond the membership, and thereby encouraging areas for
improvement.

e To Illuminate: Reveal emerging trends, unseen risks, and new opportunities with foresight and
neutrality fostering proactive and collective adaptation.

e To Unify: Foster consensus and mutual commitment across diverse and sometimes divergent
stakeholders.

e To Interpret: Decode change and contextualize uncertainty, providing actionable meaning and
practical levers for action.

e To Inspire: Enliven shared purpose and reconnect participants with the higher aims of their
association together.
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These responsibilities demand a distinctive set of skills, which play a role in successful demonstration of
each of Lyceum’s six leadership competencies, which we typically establish for a membership
organization’s Executive Assessment & Development program.

V. Leadership Elements for the Convener in the Lyceum Six Core Competencies

1. Strategic Orientation
Convener SKkill: The ability to see the whole system and guide it toward long-term relevance and
impact.
e Interprets geopolitical, regulatory, and technological trends with clarity
e Aligns member strategy with sector-wide transformation goals
e Frames emerging challenges as shared opportunities
Thinks systemically while communicating practically

2. Results Orientation
Convener SKkill: The ability to deliver meaningful outcomes that reflect both urgency and durability.
¢ Sets and meets measurable milestones linked to member priorities
o Aligns staff performance with collective member goals
e Balances immediate progress with long-term strategic positioning
e Demonstrates accountability across diverse stakeholder expectations

3. Developing Organizational Capability
Convener SKkill: The ability to build internal capacity in service of external mission.
e Designs structures that are agile, inclusive, and mission-aligned

Cultivates a staff culture of excellence, trust, and shared purpose

Reflects member diversity in internal roles and thinking

Encourages innovation and learning as part of core operations

4. Collaboration and Influencing
Convener Skill: The ability to build trust, alignment, and shared commitment across complex
constituencies.
e Listens deeply and respects member autonomy
e Facilitates consensus through structured, inclusive processes
e Uses moral authority and narrative framing to influence outcomes
e Serves as a trusted intermediary rather than a unilateral actor

5. Change Leadership
Convener Skill: The ability to enable adaptive, meaningful change in conservative or fragmented
settings.
e Creates psychological safety for experimentation and transformation
e Anticipates and addresses resistance proactively
¢ Builds case for change with compelling vision and practical scaffolding
e Uses early adopters, showcasing, and demonstration to spread innovation

6. Member and Stakeholder Stewardship
Convener Skill: The ability to safeguard the integrity, long-term orientation, and public legitimacy
of the association of members and its ecosystem.
¢ Elevates the association as a platform for societal progress
e Maintains ethical clarity and trust in an era of polarized debate
Champions interdependence with regulators, the public, and supply chains
Protects and enhances the profession or sector's reputation over time
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VI. Application in Practice in the Electric Industry
To bring this framework to life, consider how it applies in real-world cases:
e Grid Modernization: Convening requires engaging member utilities of all sizes, regulators,
vendors, and communities to align around timelines, investment strategies, and shared standards.
e Disaster Preparedness: The CEO must unify and ready members for collective response, turning
coordination into resilience.
e Energy Transition: CEOs must illuminate pathways for decarbonization, interpret new policies,
and inspire action grounded in both science and regional reality.

These examples reveal that the CEO’s role is less about being "in charge" and more about being "at the
center” as a vital, trusted source of coherence and forward motion.

VII. Conclusion

The need for the role of the Convener is enduring and will only grow in importance as new challenges
emerge. The utility and electric power sectors face mounting pressures, from climate change and
cybersecurity to workforce transitions and regulatory complexity, including conflicts between federal and
state policies and regional realities. In this context, the power of membership organizations to educate,
unify, and inspire becomes not just beneficial, but essential.

Eclaircissement is not just a motto. It is a guiding principle and a leadership ethic. By cultivating these six
core competencies — and the embedded skills therein — CEOs of member-led organizations can rise to
meet their unique calling: to bring light, clarity, and shared progress to the industries and communities
they serve.

Contact Us

For a consultative discussion on this or other leadership topics, please visit LeadershipLyceum.com, email
me directly at thomas.linquist@l.eadershipl.yceum.com or call me at (312) 929-0218. I welcome the
opportunity to engage with you.
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