
Board Guides 
Guide 1: Chairing a Culinary Federation 
Board Meeting 
A Practical Guide for Branch Presidents & National Chairs 

1. The Role of the Chair in the Culinary Federation 
Chairing a board meeting in the Culinary Federation is not just about running through an agenda. 
It’s about creating a space where chefs, apprentices, producers, sponsors, and food enthusiasts 
feel their voices are respected and where decisions are made efficiently and fairly. 

The Chair wears three hats: 

1.​ Governance Leader – ensures meetings follow the Federation’s by-laws and policies. 
2.​ Facilitator – manages the process, keeps discussions balanced, ensures every voice is heard. 
3.​ Ambassador – sets the tone as the visible leader of the Federation branch or national board. 

Analogy: Think of the Chair as the executive chef in a kitchen brigade – setting the pace, 
managing flow, and ensuring everyone contributes to the “dish” (the board’s decision). 

2. Preparing for Meetings 
Preparation is 70% of successful chairing. 

Checklist for Chairs: 

●​ Draft agenda with Secretary 2–3 weeks before meeting. 
●​ Ensure board package (financials, proposals, reports) is sent 7 days before. 
●​ Identify agenda items that need decisions vs updates. 
●​ Set time guidelines for each item (use consent agenda to save time). 
●​ Confirm presenters (Treasurer, Events Chair, etc.). 
●​ Review Federation policies/by-laws to know if motions are required. 

Sample Agenda Structure: 

1.​ Welcome & Check-In 
2.​ Consent Agenda (approval of minutes, routine reports) 
3.​ Finance Update 
4.​ Membership & Recruitment Report 
5.​ Sponsorship & Events Planning 
6.​ Strategic Items (competitions, national initiatives) 
7.​ New Business 
8.​ Summary of Decisions/Actions & Toast to Team 
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3. Running the Meeting 
Culinary Federation Ground Rules: 

●​ One voice at a time – no “kitchen chaos.” 
●​ Respect all member groups (chefs, apprentices, producers, sponsors, foodies). 
●​ Questions are as valuable as answers. 
●​ Keep focus on the agenda (no wandering into side stories). 

Decision Rules: 

●​ Formal Motions for: budgets, sponsorship contracts, competition approvals. 
●​ Consensus/Informal Discussion for: event brainstorming, member engagement ideas. 

Facilitation Tips: 

●​ Use go-arounds: ask each director for input (“one tasting spoon per cook”). 
●​ Call on quieter members: “Chef Ali, what’s your perspective from the school side?” 
●​ Summarize discussions before moving to a decision. 
●​ Manage time firmly but fairly. 

4. Encouraging Participation & Managing Dynamics 
●​ Draw out quieter voices: especially apprentices, students, and new board members. 
●​ Balance strong personalities: celebrity chefs and major sponsors bring value but shouldn’t 

dominate. 
●​ Celebrate contributions: acknowledge each idea even if not adopted. 
●​ Reframe conflict: “Let’s build on both suggestions” instead of “You’re wrong.” 

5. Closing Meetings Well 
Checklist for Closing: 

●​ Summarize all decisions and action items. 
●​ Assign responsibilities with deadlines. 
●​ Ask: “What worked well today? What can we improve?” 
●​ Recognize contributions – celebrate successes. 
●​ Close with a figurative high-five or a toast: reinforce Federation’s culture of hospitality. 

Sample Closing Script:​
“Tonight we approved our event calendar, secured new sponsors, and planned a student 
competition. Thank you all – let’s keep the momentum going. Together, we’re building Canada’s 
culinary community.” 
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Guide 2: By-Laws vs Policies in the Culinary 
Federation 
Knowing Which Rules are the Recipe and Which are the Seasoning 

1. Why Rules Matter 
In the Culinary Federation, clarity on by-laws and policies keeps branches running smoothly 
and ensures fairness to members. Confusion often arises when boards don’t know which tool to 
use. 

Think of it this way: 

●​ By-laws = the recipe base you cannot change without membership approval. 
●​ Policies = the seasoning – adaptable guidelines to suit the local branch “flavour.” 

2. By-Laws in the Culinary Federation 
By-laws are legally binding rules required for incorporation. They define how the Federation 
operates and how members’ rights are protected. 

Federation Examples: 

●​ Membership categories: chefs, apprentices, producers, sponsors, foodies. 
●​ Conditions for membership (dues, code of conduct). 
●​ Election and removal of directors. 
●​ AGM procedures, quorum, voting rights. 
●​ Director roles and powers (President, Treasurer, Secretary). 

Changing By-laws: 

●​ Requires membership approval at AGM or special meeting. 
●​ Must be filed with government. 
●​ Should remain broad, not operational. 

3. Policies in the Culinary Federation 
Policies are board-approved rules that guide how things are done day-to-day. They are flexible 
and do not require member approval. 

Federation Policy Examples: 

●​ Competitions: eligibility, judging criteria, conduct rules. 
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●​ Sponsorship Recognition: logo placement, speaking opportunities, in-kind 

acknowledgments. 
●​ Expense Reimbursements: travel for competitions, volunteer costs. 
●​ Member Conduct: expectations for professionalism, inclusivity, and respect. 
●​ Social Media: who can post, tone of voice, conflict protocols. 

4. By-Laws vs Policies: Decision “Recipe Card” 

Scenario Tool Reason 
Adding a new membership category 

(e.g., “foodies”) By-law Changes rights & structure → 
members must approve. 

Setting competition rules Policy Flexible, can change annually 
without AGM. 

Sponsorship approval thresholds Policy Internal governance, can be 
adjusted by board. 

Defining AGM quorum By-law Legally required to ensure fairness. 
Setting volunteer travel 

reimbursement rates Policy Operational, board can update 
easily. 

 

5. Practical Federation Tips​  
●​ Keep by-laws lean: focus only on what law requires. 
●​ Use policies to guide evolving practices (events, sponsorships, competitions). 
●​ Review policies annually, by-laws every 3–5 years. 
●​ Provide branches with national policy templates to ensure consistency across Canada. 
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Guide 3: How Culinary Federation Boards 
Can Have Better Conversations 
Turning Passion into Productive Dialogue 

1. Why Conversations Matter in the Culinary Federation 
Culinary boards bring together strong personalities: chefs, producers, educators, and sponsors. 
Passion fuels our work — but if conversations are unbalanced, meetings become unproductive or 
divisive. 

Better conversations build: 

●​ Trust between directors. 
●​ Engagement of all voices (including students and foodies). 
●​ Stronger decisions that reflect diverse perspectives. 

 

2. Task Behaviours, Group Building, and Individual Needs 
Task Behaviours (the work): 

●​ Setting agendas, giving information, evaluating budgets, summarizing options. 

Group Building (the glue): 

●​ Encouraging contributions, harmonizing disagreements, inviting quieter members, 
appreciating efforts. 

Individual Needs (the pitfalls): 

●​ Domination, blocking, seeking recognition, withdrawing. 

Culinary Analogy: A kitchen brigade needs both technical tasks (chopping, sautéing) and team 
behaviours (communicating, timing) — without both, the dish fails. 

3. Advocacy vs Inquiry 
Advocacy = telling, persuading, debating (“This is the best menu for the gala.”).​
Inquiry = asking, listening, exploring (“What do students want to learn from this gala?”). 

Challenge: Culinary boards lean heavily toward advocacy (strong voices, passionate cases). 
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Balance Needed: 

●​ Anchor advocacy in data (last year’s attendance, member feedback). 
●​ Build inquiry into meetings: “What do others think?” “How would this impact apprentices?” 

4. Tools for Better Culinary Conversations 
●​ Go-arounds: Each director shares one thought before debate. 
●​ Gatekeeping: Personally invite quieter members (“Chef Kim, what’s your view from the 

school side?”). 
●​ Reframing: Turn negatives into possibilities (“Instead of ‘too costly,’ ask ‘How could we 

fund this differently?’”). 
●​ Appreciation: Acknowledge contributions even when not adopted. 
●​ Reflection: Pause and ask, “Are we climbing the ladder of assumptions too fast?” 

5. Federation Conversation Ground Rules 
●​ Listen actively — don’t plan your reply while others speak. 
●​ Respect all member categories equally (chef ≠ louder than apprentice). 
●​ One voice at a time. 
●​ Encourage questions as much as answers. 
●​ Keep passion professional — debate ideas, not people. 

Reflection Questions for Boards: 

●​ Did every member speak today? 
●​ Did we balance advocacy with inquiry? 
●​ Did we leave the meeting with more trust than when we entered? 
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