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acceptable cost statement, because that is
simply a prudence issue (i.e., don’t spend
more than we have). It does not explain
the swap between resources and results.
The board’s job is to determine what the
results are worth, not to “cost” them in the
sense of figuring out the cost.

“What Cost” at Lower Level
Ends Statements
Below the level of the largest Ends statement, there are several options for defining
“what cost.” If the board is satisfied to
allow the CEO to make any reasonable
interpretation of how to allocate the overall resources among Ends, then it may
choose to say nothing further. However,
many boards are uncomfortable at this
level. More typical is a statement of relative priority among Ends. For example, a
lower level statement might be that
“students can read at grade level” is highest priority, while “students can play a
musical instrument” and “students develop
good citizenship skills” have equal priority
but less priority than reading. In this example, the board has taken on the governance task of determining which results are
most important to achieve.
Remember that priority does not necessarily have a direct line correlation with the
amount of resources required. This board
is really telling the CEO, “as long as you
can give us evidence to show that you are
achieving the Ends according to the priority we specified, we will not be delving into
the details of the resource allocation. Just
give us a reasonable interpretation of what
Ends achievement will be, using the order
of priority we have set, and evidence of
that achievement.” Notice that when setting priorities, we are not talking about
priorities among programs or services, but
rather about priorities among results or
beneficiaries.
Yet another approach to “what cost” is for
the board to specify resource allocation
that actually assigns proportions of the
total resources or dollar values to specific
results or beneficiaries. As an example, a
policy might say:
The total resources available for the
achievement of Ends in the fiscal year
shall be one million dollars.. This shall be
allocated as follows:
The benefits in End 2 – 50% of total resources +/- 5%
The benefits in End 3 – 15% of total re-
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sources +/- 5%;

The benefits in End 4 – 15% of total re- What, you may ask, does reality TV have
to do with developing Ends policies? Very
sources +/- 5%.
little, in fact, other than it has given me a
Or it might say:
good way to initiate a discussion with a
At least 50 % of total resources shall be board that has decided its organization
allocated to the production of the benefits exists to be the voice of…or, so that memin End 2. No more than 15 % shall be
bers have a strong national voice. I introallocated to the production of the benefits
duce this exchange by saying, “The Voice”
in End 4.
may be a TV show, but it isn’t an End.
The latter example provides more latitude Inevitably this comment generates considto the CEO than the former, but the board
erable dialogue which should characterize
has still provided some parameters. The
result in End 2 is important enough that it any board’s deliberation of their Ends.
is worth at least 50 % of all the organization’s resources to produce. (The CEO
could allocate more than 50 %.) The result
in End 4 is only important enough to consume 15 %. (The CEO could allocate less
than 15 %, but not more.) The result in
End 3 then would receive what was left.
The danger in this level of detail is that the
board may become mired in trying to determine specific means and simply want to
add up the cost of the means to produce
dollar figures. Of course, that defeats the
whole purpose of empowering the CEO to
determine the most appropriate means to
achieve the Ends, and would be incon- In this particular example, I encourage the
sistent with Policy Governance principles. board to ask: What is the result or benefit
So if choosing this approach, focus on the of your organization having or being “The
“order of magnitude” of resources that an Voice”? In the case of the TV show, beEnd is worth, rather than on the means to
coming “The Voice” is a means to achievproduce the End.
ing a successful career in music. When
 Carver, John, Boards That Make A Differ- board members reflect on this question,
they eventually realize that “being or havence, 3rd Edition, p. 90
ing the voice” is a means through which
THE VOICE: WHEN AN END the organization can achieve particular
board-determined results or benefits for
IS A MEANS IN DISGUISE
their desired beneficiaries. So, if the End is
by Rose Mercier
not to be the voice, what End might be
I confess to being caught up in a reality hiding in this statement? A board might
television show last spring, in which top discover that the benefit they want to
recording artists work with “the voice” of achieve is a supportive public policy and/
persons selected in blind auditions. The or legislative environment and, more speperson to whom a voice belongs remains cifically, they want politicians or public
unknown unless one or more stars press a officials to understand the issues that they
large red button and spin around in their are concerned about, they want public
chairs. Over several weeks the established awareness of the same issues, and they
artists mentor their small group of selected want their members to be able to speak
singers in whose voices they have heard credibly about issues or influence local
the potential for a future recording career. decision-makers.
Ultimately, through the now familiar process of viewers voting to eliminate con- Another way a board can discern whether
testants, one person becomes “THE “being or having a strong voice” – or any
VOICE”.
other possible Ends statement, for that

After some careful deliberation, a board
who aspired to have their organization be
the voice or have their members have a
strong voice might write an Ends policy
like the following:
The public policy environment is supportive of [the domain of the organization]; or
[The industry or field] has an integrated
Another test to see if a proposed Ends and positive legislative and policy environstatement is a means in disguise is to check ment.
if there is a verb in the statement, and if so,
who would be doing the action described This End might be further interpreted at a
by the verb. For example, a board might lower level so that:
suggest, “Members are provided with cur- Decision makers at the federal, provincial
rent information about issues” as an End. and municipal level have convincing eviIn this example, when asked who would be dence in front of them about the improviding the information, board members portance of [something] or about the
agreed it would be their organization. Any- [various] impacts of their decisions.
thing that describes an action or activity by [Industry or specialized] media and other
the organization is a means, so this state- influencers of public opinion have reliable
ment is a means, not an End. Go deeper. information to present comprehensive perWhat is the benefit of members having spectives on the value of [something] and
current information about issues? It might the contribution of [something] to the wellbe that members have knowledge about being of citizens.
national and international issues that im- Members are equipped to influence decipact their ability to provide services to sions that affect [industry/endeavour] in
their communities – this is an Ends state- their communities.
ment. There are many means to achieving
the CEO’s reasonable interpretation of this
Strategic Plan versus Ends:
End.
matter – is a means or an End is to think
about what they expect the monitoring
report to be about. If the content of that
report is going to be about the activities
that the organization will carry out, this is
a good indicator that they are talking about
means rather than Ends.

Journey or Destination?

Writing Ends policies is a learning experience for any board. Boards discover how by Richard Stringham
much of their focus is on means and the
need to be rigorous in examining and answering the question of what benefits the
organization exists to produce, for whom
and the worth of producing those benefits.
“The Voice” is only one example of a
pseudo-end, something that might initially
sound like an Ends statement but that upon
rigorous examination proves to be a
means. Boards want to ensure that Ends
policies provide direction to the CEO
about the benefits the organization is to
produce, for whom, and the worth of producing those benefits – and not have Ends
that unintentionally prescribe activities or
programs. Returning to my story, it would
mean that the singer [organization] becomes “The Voice” but never achieves a
successful long-term career in music.

Baseball legend Yogi Berra is probably as
well known for his wry quips as his baseball skills. He is often quoted by authors
and facilitators for business strategy: "If
you don't know where you are going, you
will wind up somewhere else!" or my personal favourite: “We’re lost, but we’re
making good time!” These statements allude to an endpoint in a journey and the
importance of determining what that endpoint is before determining how to reach it.

But this is where the journey analogy is
oversimplified. There are different types of
endpoints for an organization and common
approaches to strategic planning often do
not make those distinctions.
Let’s start with the ultimate endpoint: the
destination. A board using a traditional
approach to governance would likely think
of their mission (or statement of purpose)
as the destination. In contrast, a board using Policy Governance® would see its
complete set of Ends policies as the destination. They differ from three significant
perspectives.
Firstly, no organization exists for itself. It
exists to produce results for some person
or persons. With a few exceptions, those
people are not staff, as organizations normally do not exist to provide results for
staff1, although staff, will benefit in a mutual exchange of pay for labour. Drawing
from this logic, Ends policies focus on
results and recipients that are external to
the organization. In contrast, the mission
of an organization in which the board uses
a traditional approach to governance could
be focused on the organization itself. To
illustrate, the mission statement: “Acme
Chips Inc. is a world leader in chip manufacturing,” does not indicate who is to benefit and in what way they are benefiting.
Secondly, in recognition that resources are
needed for the organization to achieve the
results for the intended recipients, Ends
statements include one or more statements
of “worth”. On behalf of owners the board
articulates what will constitute an acceptable trade between inputs and results. If
such a statement shows up in a traditional
mission statement, it is serendipitous.
Thirdly, Ends policies are written in accordance with the Policy Governance®
principle that policies come in different
sizes. Beginning with a single, broadest of
Ends policies, the board articulates more
specific layers of Ends (often with multiple
Ends in any subsequent level) until it
comes to the point that it will accept any
reasonable interpretation of the person
delegated to achieve the Ends (usually the
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CEO). Regardless of the layer, Ends policies always retain the components of Ends
policies. They do not transition into other
types of statements. In contrast, the mission of the board using traditional approaches to governance is a singular statement; the next layer of statements
(depending upon the text book used) is of
a different type, usually speaking to means
issues.
Drawing again from the journey analogy,
“Vancouver” as the destination leaves substantially more room to arrive at an unintended destination than the statement: “30
people enjoying Stanley Park at a maximum of $500 per person.” Imagine how
much more critical detail can be communicated and, ultimately delegated, through
layers of Ends policies! Which 30 people?
What does “enjoying” mean? Boards that
set organizational direction through strategic planning miss out on this powerful tool
for directing the organization.

This clarity of destination also translates
into better selection of means. Recall the
old joke about the town fool who shoots
arrows at a barn wall and then paints targets around the arrows resulting in a bullseye every time. Means should be determined after Ends have been decided, not
the other way around! Clearly articulated
Ends will enable the delegatee to determine not only a better route, but also the
better vehicle to achieve Ends. (Both of
these are means issues.)
Traditional mission statements do include
components not found in Ends policies.
Typically they speak to what the organization is doing (i.e., means) to achieve the
results (e.g., “Through excellence in
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craftsmanship and dedication of purpose
we are….”). Ends policies do not include
means; instead, the board addresses means
issues in the three policy areas other than
Ends.
Speaking of means, take a look at the strategic plan for most organizations and you
will find a document that speaks mostly to
means. Key Performance Areas, Goals,
Objectives, and of course action plans typically address the route or the vehicle,
even though they may be stated as endpoints (not Ends). For example, an endpoint in a strategic plan could state that
“organizational staff has the expertise
needed to use the latest technology.”
Certainly, developing the capacity for the
organization to deliver is important, but if
your CEO doesn’t recognize the difference
in potential routes and the vehicle needed
to get three people, versus 30, versus 300
to destination, then you need a new CEO!
With a clear set of Ends, setting boundaries of prudence and ethics in Executive
Limitations policies will address all that
the board needs to address regarding
means of achieving Ends. Strategic planning to achieve a reasonable interpretation
of the Ends within a reasonable interpretation of those boundaries can be safely delegated to the competent CEO.
What then should the board using Policy
Governance® do about strategic planning?
Start by recognizing that strategic direction
through the articulation of Ends policies is
the board’s job. Strategic planning is designing the route and the vehicle to
achieve those Ends, which makes it the
CEO’s job. Therefore, ensure that your
Executive Limitations policies speak to
those situations that would be unacceptable for strategic planning by proscribing
what would be imprudent or unethical in
regards to planning. When doing so, stay
away from the temptation to prescribe how
strategic planning should be done2.

statement. However, if that authority requires a mission statement in the traditional form (i.e., with means included), then let
the CEO craft the statement.
Vision statements may speak to results the
organization is to achieve (i.e., Ends types
of statements); but it is also possible that
they speak to operational results. If the
CEO chooses to have a vision statement
that speaks to the future of the organization (e.g., “we are a highly skilled and
efficient team of service providers…”),
that would be acceptable if it is describing
the organization`s abilities to achieve the
Ends that the board has articulated (but it
is not an End). There is no requirement in
Policy Governance® that the organization
have a vision statement3. However, if the
board chooses to have a vision statement,
then: a) craft a vision that describes results
beyond the organization (i.e., neither describing the vehicle, nor the route); b)
state a greater stretch than described in
Ends policies as Ends policies are delegated to the CEO with the command to
achieve a reasonable interpretation of each
of the Ends policies; and c) because a reasonable interpretation of the board`s vision
cannot be achieved, the board uses the
vision as its guide in developing Ends policies. Consequently, it places its vision
statement in the Governance Process policies with the expectation that it will monitor itself to ensure that its Ends are consistent with its vision.
Is it the journey or the destination that
matters? Some would suggest that in life it
is the journey. But for organizations, most
likely the ownership is much more concerned about the results. The board that is
Ends focused has the upper hand in that
regard!
1. Examples of exceptions might be when staff have
created the organization for self-benefit (e.g., a
worker-owned co-operative) or the owners create
an organization to provide employment for challenged peoples.

If an external authority requires that your 2. In his book Good Strategy/Bad Strategy: The Diforganization has a mission statement, then ference and Why it Matters (2011), Rumelt makes
the case that many organizations have ineffective
label your broadest Ends statement as strategic plans because they have been adhering to
such. It will be a much more meaningful planning templates which prescribe elements of
statement than any traditional mission strategic plans such as vision statements.

3. In Good Strategy/Bad Strategy: The Difference
and Why it Matters, Richard Rumelt takes issue
with organizations getting caught up in vision and
mission statements thinking they are key for effective strategy.

KEEPING ENDS OUT
IN FRONT

3.

By Andrew Bergen
The most critical work of a board is to
ensure that the organization it leads
achieves the appropriate results for the
right beneficiaries at a justifiable value/
worth/cost. It does this by writing the ap- 4.
propriate policies, including Ends policies,
and then monitoring to see that they are
being achieved. While much work can be
delegated in an organization, this is one of
three tasks that belong to a board that can
not be delegated to the operational part of
the organization.
The Ends policies become the “out front”
part of the organization. As such, Ends 5.
must be future-oriented, aimed at creating
a preferred future on behalf of the ownership of the organization. If a board has
already set its Ends policies, how should it
determine when it is time to amend or
change the Ends? Changing the Ends too 6.
frequently risks creating a whiplash effect
as the organization adopts different strategies to adjust.
However, not to change frequently enough
risks that the Ends, once out in front, now
retreat to the rear of the organization –
either because inattention to them has
caused apathy, or the organization’s reali7.
ty has rendered old Ends irrelevant.
Here are some factors for boards to consider when contemplating amending or
updating their Ends:
1.

2.

Do the current Ends remain relevant
for the organization? Has your board
determined that the ownership really
needs/hopes for a different set of outcomes than those listed in your policies through the activities of ownership linkage and board education? Or
have the Ends policies from years ago
faded into distant memory and no
longer meet the needs of the ownership?
Are your Ends impossible to achieve?
Have you set a future condition that
just isn’t in your power to achieve?
Do you or won’t you have the resources to enable achievement? An

End that states “No one in the world
will go hungry” is too large for any
one organization. However, “In our
city, there will be a reduction of 25%
in individuals and families who can’t
access sufficient food supplies”
would potentially be achievable.
Are your current Ends too easy to
achieve? If you have kept your Ends
policies the same for several years
and the CEO has continued to be in
compliance with them you may be in
a situation where the bar is set too
low.
Are your Ends specific enough?
Sometimes vaguely worded Ends can
keep you from real achievement. For
example, a school board that says
“Literacy scores will improve” leaves
a fairly wide interpretive space for the
CEO and does not clearly specify the
desired result. What is it about literacy that you really want to achieve?
What results will be satisfactory?
Is the amount of resource you are
investing worth the achievement of
those Ends? Perhaps there are more
appropriate Ends at a more reasonable
value that would still create your preferred future.
Have specific events occurred that
might trigger a change to your Ends?
For example, if you operate under a
legislated mandate, has it been
changed? Other examples might include a merger, or a significant
change in the amount of resources
available to you—either a decrease or
an increase.

ARE YOU AIMING FOR
THE MOON?
by Jannice Moore
In facilitating boards to develop their Ends
statements, we sometimes come across
Ends that I describe as “the moon.” In
1963, President Kennedy set an “End” for
NASA: (I paraphrase slightly to put it
into proper Ends terminology and note
that the “what cost” portion of a complete
End is missing.) “A man on the moon, and
safely returned to earth by the end of the
decade.” This was a powerful End, which
guided NASA’s overall human space
flight efforts, including the latter stages of
Mercury, Gemini, and Apollo.
When Kennedy set this “End” NASA did
not know the details of how to go about
achieving it. It was a huge stretch. However, it was an appropriate End for a national aeronautics and space organization.
By appropriate, I mean it was something
that an organization of that nature could
be expected to figure out how to do and
actually accomplish, even though it might
take a significant number of years to
achieve. In this case, “the moon” was an
appropriate End for NASA.
However, the same End would not have
been appropriate for the National Institutes of Health. It is not something that
would have been reasonable to expect that
organization to ever achieve.

Has your organization experienced
Ends “creep”? Have you annually
fine-tuned the Ends by continually
adding further levels of detail in specific areas or adding more expected
benefits, without looking at how the
bigger picture fits together? Every
five years or so it is worthwhile going
through the exercise of pretending
you have no Ends and starting from
scratch. This forces a fresh look and
often results in more clarity. You can
always go back and check if anything Similarly, when your organization is dein the current Ends has been missed termining its Ends policies, it is important
to ask yourselves, “Are we trying to reach
that still needs to be included.
the moon when we aren’t a space agenTake time to assess whether your Ends cy?” The question is not so much that the
need to be amended. This will ensure you result or benefit may take a long time to
deliver the right benefits to the appropriate achieve, as that it is not something that
your organization could even hope to
beneficiaries at the right cost.
achieve, because it is not within the area
of what your organization can reasonably
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expect to impact. If this is the case, you
need to ask, “Is there some portion of the
larger result that our organization could
produce?” Specify that particular portion
in your Ends. Otherwise, you are like a
cartoon I’ve seen depicting a pack of
wolves baying at the moon and asking
themselves, “Are we making an impact?”
With this caution, to be sure you are setting Ends that are possible for your organization to achieve in the long term, even if
you don’t yet know how it might be done,
it IS important for you to determine what
your own “moon” is. What is the longterm benefit that your owners would want
to see as the result of your organization’s
efforts? Set at least your largest Ends
statement far enough into the future that it
assures the ongoing relevance of your organization in a rapidly changing world. At
the end of the nineteenth century, an Ends
statement that said, “Drivers will have the
highest quality buggy whips” would have
resulted in an organization that would have
soon become irrelevant. Henry Ford, however, set a longer-term End – I paraphrase
slightly – “An affordable motorcar for the
great multitude,” and in achieving that
End revolutionized transportation for the
average person. He considered future relevance when determining Ends.
What Ends does your organization need in
order to remain relevant? Consider these
examples: school boards must envision
what the world will be like when their current Kindergarten students will graduate –
what kind of skills, knowledge and attitudes they will need in order to successfully move into the next phase of their education or employment. If they don’t, their
schools will become irrelevant. Health
boards must consider how emerging technology and changing demographics will
impact health in the future. Otherwise,
their hospitals become irrelevant. Constant
scanning of trends and consideration of
future needs are part of the work of setting
Ends that ensure an organization remains
relevant in the future.
What is your “moon”? Find one that is (a)
appropriate for your organization to aim
for, (b) achievable, at least in the long
term, even if you don’t yet know how to
get there, and (c) sufficiently far-sighted to
ensure ongoing relevance.
Articles in the REALBoard Advisor™ may be
reprinted with permission.
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The Governance Coach™ Team

Richard Stringham
Senior Associate
richard@governancecoach.com

Andrew Bergen
Associate
andrew@governancecoach.com

Jannice Moore
President
jannice@governancecoach.com

Rose Mercier
Associate
rose@governancecoach.com

www.governancecoach.com
Administration
Marian Hamilton
Office Manager
marian@governancecoach.com
Natalya Derkach
Administrative Assistant
natalya@governancecoach.com

Al Berrie
Associate
al@governancecoach.com

Have You Had a
Check-up Lately?

created by one of our qualified Policy
Governance® consultants (not computer
generated), indicating where your board is
on the continuum from Policy Governance
We can help! We now have two free as- novice to Policy Governance mastery,
along with some suggestions to help you
sessment tools available on our website.
move forward to the next stage.
Have you ever wondered how your board is
measuring up? Do you feel that your board Go to www.governancecoach.com, hover
®
is effective? Do you believe your board can on “Policy Governance “ and click on
“Policy
Governance
Application
Checkaccomplish more in less time? The
Up”
in
dropdown
menu.
BOARD PRACTICES PROFILE™ contains 12 questions to assist you in assessing
your current status. When you have completed this profile, we will provide you
with a brief report indicating areas in which
your board could benefit from further development, and suggestions to help you
move forward. The review is done personally by one of our qualified Policy Governance® consultants (not computer generated). This profile is designed for any board.
Go to: www.governancecoach.com and
click on “Take a Self-Assessment Quiz.”
The POLICY GOVERNANCE® APPLICATION CHECK-UP™ is designed for
boards that are using Policy Governance.
It will help you to assess your board’s progress from novice to mastery on the Policy
Governance journey. The Check-up questions are related to eight areas that are important to master in order to apply Policy
Governance principles to their full advantage. These areas include
 Accountability to Owners
 Focus on Ends
 Policy Development and Maintenance
 Role Clarity and Delegation
 Board Ownership of its Agenda
 CEO Accountability and Monitoring
Practices
 Board Practices acknowledging Accountability for Governance Excellence
 Governance Legacy Planning
When you have completed the assessment,
we will provide you with a brief report

..in your area!
As of this publication date,
a member of the Governance Coach Team
will be traveling to the following areas in
2013:

February 6 Edmonton, AB
February 7 Toronto, ON
February 22 Edmonton, AB
February 26-28 Ottawa, ON
March 19-21 Waskaganish, QC
March 22-23 Pittsburgh, PA
April 9-10 Vancouver, BC
Open Workshops!

Time for a Refresher?
Online, interactive learning modules… an
instant Policy Governance® introduction
for new or prospective board members in
15-20 minute web-accessible segments
conveniently available in real-time. Audio
clips explain key concepts and each module features interactive questions to test
your understanding. Topics include Boards
and Owners, Policy Sizes and Interpretation, Monitoring, Empowerment through
Limitations, and other aspects of the principles of the model.
The Online Modules are also great for any
board member as a refresher on the basics
Visit
of
Policy
Governance®.
www.governancecoach.com and look for
Governance Coach online under “Services”
for a free, hands-on demonstration and just
follow the links on this introductory module. Available as a one-year board subscription for all board and executive staff
or as an individual subscription with unlimited access for one year. Your board will
have access to cost-effective continued
learning.
Contact us to get started today!
natalya@governancecoach.com

May 16 Toronto, ON
May 28-30 Mistissini, QC
June 11-14 Mistissini, QC
June 20-22 Toronto, ON
July 18-21 Winnipeg, MB
August 15 Toronto, ON
September 8-10 Cape Cod, MA
September 19-20 Edmonton, AB
September 27-28 Calgary AB
Board Chair Forum!!

October 21-24 Ottawa, ON
November 14-16 Toronto, ON
Share the cost of expenses!
If your company or organization would like
to hold a Policy Governance® workshop
or meet with a member of the Governance
Coach™ team while they are in
your area, please contact:

Marian Hamilton
Office Manager

Tel: (403) 720-6282
Fax: (403) 720-8746
Email:
marian@governancecoach.com
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An Introduction to Policy

An
Introduction
to Policy
®
An
Introduction
to Policy Governance
April 9, 2013

Vancouver, BC

Delta Vancouver Airport Hotel
Richmond, BC

9:00 A.M. – 4:00 P.M.
Networking Breakfast at 8:30 A.M. Lunch provided.

Who Should
ShouldAttend?
Attend?

�

New board
boardmembers
members or executives of a board using Policy Governance, to help you get “up
to
New
“ up to
speed”
process used by your board.
speed” with the governance
governance process


�

Boardmembers
members
executives of an organization not
currently
using
Policy
Governance,,
Board
or or
executives
not currently
using
Policy
Governance
who would like to know more about how it works.


�

Boardmembers
members
executives of an organization using Policy Governance, who would like a
Board
or or
executives
“refresher”
“refresher ” to better understand the model.


�

Staffmembers
members who provide administrative
support to a board using Policy Governance.
Staff
administrative support

conclusionofofthis
thisone
one-day
workshop…
…
At the conclusion
-day workshop
Participants will have a clear understanding of the principles of John Carver’s Policy Governance®
model. This will include understanding:

�

�

�
�

�

�
�

The major components of the job of governing
accountability of the board
governing and the accountability
Why the board’s
primary
focus should be the organization’s long-term results and how to
board’s primary
focus
maintain that focus in practice
How the board can clearly delegate
delegate to hold executive staff accountable
accountable
The concept of monitoring
monitoring the CEO’s compliance with policies
The different types of information
information a board needs and being clear about expectations
How to structure the board and its committees
committees to govern most effectively
How to structure board
agendas so that the board controls its own agenda and uses it as
board agendas
a method of governing
proactively..
governing proactively

Join us
usfor
foran
aninformative
informative
educational
seminar
!
Join
andand
educational
seminar
!
“This session provided a
good “over-all”
good
“over-all”

Contact
theDelta
Delta
Vancouver
Airport
Contact the
Vancouver
Airport
HotelHotel
at 1 at 1-800-2681133
-800 -2681133
for special
specialaccommodation
accommodationrates:
rates:
quote
Reservation
Code:
1304THEG
quote
Reservation
Code:
1304THEG

understanding of
understanding
of Policy
Policy
Governance® - the
great!”
networking was great!”
- Participant

Register
February
for Super
the Super
Rate:
$400
Register byby
February
1 for1 the
Early Early-Bird
-Bird Rate:
$400

Email:marian@governancecoach.com
marian@governancecoach.com
Email:
Or call
call(403)
(403)
720-6282
Or
720
-6282
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Advanced Policy Governance®
Advanced Policy Governance® Application

April 10, 2013 Vancouver, BC
9:00 A.M.—4:00 P.M.
Delta Vancouver Airport Hotel—Richmond, BC
Networking Breakfast at 8:30 A.M. Lunch provided.

Who Should Attend?
Board Members, Board Chairs, CEO’s and administrative staff
This session focuses on two areas: monitoring and developing future-focused agendas

Here’s why you should attend if you write monitoring reports! You will learn:
�

�

�

�

�

�


What should be included in a monitoring report for
Ends
Ends
What should be included in a monitoring report for
Executive
ExecutiveLimitations
Limitations
What should not
not be
beincluded
included in monitoring reports
and why
How to write a good
goodinterpretation
interpretation
What constitutes evidence
evidence in a monitoring report
Tips
Tips on how to save
savetime
time in writing monitoring reports

�
�
�
�

interpretation
What to look for in an interpretation
What to look for in evidence
evidence
external
What should be included when engaging an external
monitor
monitor
‘direct inspection’
When and how to appropriately do ‘direct
inspection’
Tips on how to save
save time
Tips
time when assessing monitoring
reports
How to document
theboard’s
board’s
decisions about
document the
decisions
monitoring reports
How monitoring reports and CEO
evaluations connect
CEO evaluations

Contact
the
Contact the
Delta
Vancouver
Airport
Hotel
Delta Vancouver
Airport
Hotel
At 1 At 1–
– 800-268-1133
800 -268 -1133
for special
specialaccommodation
accommodationrates:
rates:
1304THEG
quote Reservation
ReservationCode:
Code:
1304THEG

several years, but now I actually feel like I
understand the whole system!”

If you are a board member, CEO, or administrative
staff member who supports board function, you will
learn:
learn:
�


What to do if your board has put policies in place, and is
saying “So
“Sowhat
whatdodo
wewe
dodo
now?”
now?”


�

“stuck in the
the
What to do if your board is feeling “stuck
mechanics”
mechanics” of Policy Governance, rather than
using the model as a tool to govern well


�

What to do if your board has policies in place, and is now
complacent
feeling complacent

youare
area a
board
member
assesses
monitorIf you
board
member
whowho
assesses
monitor�

ing reports,
reports, you
youwill
willlearn:
learn:
ing

�

�
�

“I have been working with “Carver” for

How to reap the real value of the Policy Governance model
by moving to a whole new level of governance

�


How to apply the principles of the model effectively to provide future-focused
future -focused leadership
leadership for your organization


�

Tools and tips for creating agendas that will help your board
set the course for an organization that is healthy and viable
not just today and tomorrow, but for the long term future


�

ownership
What to do with the information you gather in ownership
linkage
linkage

�


How to support your board’s agenda effectively by providing
the right
information
rightkinds
kindsofof
information

Register
February
1 for1 the
Early Early-Bird
-Bird Rate:
$400
Registerbyby
February
forSuper
the Super
Rate:
$400
Register
Today!
Register Today!

Email:marian@governancecoach.com
marian@governancecoach.com
Email:
Or call
call(403)
(403)
720-6282
Or
720
-6282
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The System is Working. Now What?
By Richard Stringham
The first time I heard the comment, it
jarred me. I was serving a CEO who was
accountable to the governing board of a
professional regulatory organization. The
board had been using Policy Governance®
for a couple of years, and was achieving a
level of confidence and comfort with the
system.
At this point, one of the board members
became frustrated. His perspective was
that, with the governance system safely in
place, it was time for the board to start
bringing its expertise to the strategies and
program plans for staff operations. Otherwise, there was no point in the board wasting time in meetings. The staff could just
run the show without the board!
Although this signalled that the board
member had missed a key element of the
system, it was also a testament to the effectiveness of the governing system. Policies were in place, the CEO was providing
monitoring reports to demonstrate compliance, and the board could see that the organization was on track.
With all that in place, what was left for the
governing board? Was the disgruntled
board member correct? Should they have
just stayed home?
If the world were static, and assuming that
the board got the policies “right” the first
time, there might not have been much
more for the governing board to do but to
monitor compliance with their stated policies. But policy making, particularly for
Ends policies, is a daunting craft. It calls
for the board to become Ends-obsessed: to
free itself to undertake what John Carver
refers to as “highly informed dreaming.”

on learning about customers’ perspectives.
In contrast, boards using Policy Governance are expected to have a dialogue with
owners. In other words, in addition to reporting, the board as a whole is to learn
about the broad and diverse values of the
ownership and bring that perspective into
their policy deliberations. The task is not
easy, especially for organizations whose
owners and customers are the same or
when the ownership is an amorphous public! Indeed it is much easier for the board
to focus on other items such as customer
surveys or feel that they already have
enough understanding of the ownership’s
ever shifting values. Many boards are
caught in that pitfall. The way out requires
This misconception is understandable for a
a deliberate, planned process of ownership
board member who has not lived on the
linkage*.
staff side of an organization that uses Policy Governance. Yet, in this system, any
We are so well versed in
activity or organizational circumstance can
legitimately exist only if it complies with
focusing upon what is
policy the board pro-actively created. A
that seeing what could
program can only exist if the board has
be is often obscured by
given it the potential for life in its policies!
that this would be their contribution! For a
great many, working toward Ends policies
revisions is much more challenging with
seemingly less reward. The impact from
creating or revising Ends seems far less
than determining the programs which are
the enactment of those Ends policies.

More to the point, a wise sage once observed that the organization should operate
much like an interconnected set of gears.
At the top is the largest gear (i.e., the
board’s policy), the slightest motion of
which becomes amplified in staff operations where the smallest gears operate.

When the board realizes this sensitivity by
the organization to the board’s policies, it
should feel compelled to place great attention and care on the development of the
best policies. It does so by collecting and
processing information from two key areas: the perspectives of the moral ownership and the world in which the organizaOf course that is easier said than done. The tion operates.
prospect of digging into strategic, proThe perspectives of owners is a significant
gram, or project planning is alluring for
shift from traditional governance in which
many who are well-meaning. Furthermore,
much focus is on reporting to owners and
some board members signed up thinking

10

the present view.

The desirable future that the Ends policies
should articulate is not solely a product of
ownership values. If a board is to truly
lead, it needs to determine the Ends with
some added insight into the world or community of the future. It needs to know
more than the ownership it represents. But
if the board does not know the future, how
does the board determine what it needs to
learn?
Instead, the slippery slope is when the
board focuses on learning about the programs and projects that the organization is
engaged in even though those are really
the means that staff is using to achieve
Ends. We are so well versed in focusing
upon what is that seeing what could be is
often obscured by the present view. It is as

if studying the design of an existing building will help us to better understand the
needs of future office workers!
Certainly it is important to be well grounded in the present, for as much as Ends
need to be a “stretch” they also need to be
realistic. Indeed, boards are usually well
grounded! Yet boards take little time to
learn about and digest alternative futures.
The future may not be forecasted with
certainty. However, learning together
about the issues and needs of those the
organization does and could benefit, and
collectively exploring the possibilities for
improved outcomes for those beneficiaries
will put the board into a future focused
mindset.
In both the acts of linking with ownership
and gathering future intelligence, boards
need to collectively process the input they
collect. One of the most difficult moments
to overcome is when a board member,
having received a report on input, announces straight out of the gate: “These
policies look fine just as they are...let’s
move on!” The board needs to give itself
permission to process. It needs to struggle
collectively with the meaning of the input.
Boards are too dependent upon recommendations, and too light on collective processing.
So, for this board member, his colleagues,
and other board members who have echoed similar frustrations, reaching a level of
confidence with the new governance system is not a signal to become management
advisors by turning inward. It is their call
to be a forward leading organization. The
pitfalls of long established habits still
await boards that use Policy Governance.
It is the thinking board that is aware of
and avoids these hazards and sets the organization’s sights on creating the desired
future.
* See more on planning ownership linkage
in Connect! A Guide to Ownership Linkage, Jannice Moore.

Policy Governance® Online
The Best-Fit
Board Member
Matrix™

Downloadable!

The Best-Fit Board Member Matrix™
is a tool to use when your board is
recruiting new candidates for membership. This tool provides a simple
method for your board to compare
candidates based on your own customized criteria. It provides a listing
and description of characteristics to
consider when recruiting and selecting new board members for your
board.
Available for $35 online
www.governancecoach.com.

at

The Best-Fit
Board Builder

Downloadable!

The Best-Fit Board Builder™ will assist your board in assessing new candidates for your board. The Builder provides a “bank” of interview questions
related to the board member characteristics you selected from the Matrix as
most important for your board members
to possess. Available in a downloadable
format and includes a Word format
document that allows you to easily select the questions you desire and print
out an interview and scoring guide for
them.
Just $99 online at
www.governancecoach.com.

For Your Convenience !

Shop Online for
Policy Governance®
Resources !
The team at The Governance Coach remind you that our online shopping store
for Policy Governance resources is as
close as your browser.
The e-store offers you online access to
products and services offered by The
Governance Coach™ simply by clicking
on your topic of interest.
Products and services are organized in
topical categories, such as monitoring
the CEO, ownership linkage, board
member recruitment and selection, board
self-evaluation and more.
The e-store features our downloadable
products for board recruitment which are
available to you instantly on purchase.
If you would like more information on
our seminars, simply click on ‘contact
us’ and one of our staff will be in touch
with you within 24 hours to answer your
questions.
Products will be shipped to you within
24 hours of receipt of your order using
UPS or Canada Post.
Payments by Visa or Mastercard are
accepted by our website . All personal
and credit card information is secured
using an SSL encryption Key from
GeoTrust.
Visit us at

estore.governancecoach.com.

Proud to Be A Sponsor!

Richard Stringham is a Senior Associate with
The Governance Coach™.
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REALBoard Tool Kits™
oPololilc
PP
Introducing
Introducing
Volume
Volume
4: 4:
Introducing
Volume
4:
OurOur
newest
newest
ToolTool
Kit! Kit!
Our newest Tool Kit!

Special
Special
Offers
Offers
! !
Special
Offers
! of each
Four
Four
Volume
Volume
SetSet
— A—
setAofset
one
of copy
one copy
of each

Future-Focused Agendas

the most
important
contributions
a govOne One
of theofmost
important
contributions
a govcan make
is providing
erningerning
boardboard
can make
is providing
clear clear
direc-direction
purpose.
This
book
tion of
about
organizational
This abook
will will
One
theabout
most organizational
importantpurpose.
contributions
governing
board
is providing
clear
direcprovide
youmake
with details,
tips tools
and tools
to make
provide
you can
with
details,
tips and
to
make
tion
organizational
purpose.
This book
your
board
meetings
“future-focused”
in
a way
yourabout
board
meetings
“future-focused”
in awill
way
provide you with details, tips and tools to make
that
will
keep
your
organization
relevant
in a
that
will
keep
your
organization
relevant
in
a
your board meetings “future-focused” in a way
rapidly
world.
rapidly
changing
world.
that
will
keepchanging
your
organization
relevant in a
rapidly changing world.
$34.99
$34.99
eacheach
$34.99
each

Set
— individual
A set prices
of one
copy of each
toolFour
Kit
tool Save
KitVolume
Save
20% 20%
over
over
individual
prices
tool Kit Save 20% over individual prices
Just Just$99.99
$99.99
$99.99
Just

Multiple-Copy
Multiple-Copy
Discounts!
Discounts!
Multiple-Copy
Discounts!
Purchase
Purchase
8
or
8
more
or
more
of of
any
of
any
Tool
Tool
KitKit
and
Kit
and
Purchase 8 or more
any
Tool
and
receive
a
complimentary
CD
of
the
Tools!
receive
receive
a complimentary
a complimentary
CD of
CDthe
of Tools!
the Tools!
Monitoring: 8 at $19.99 each plus CD
Meaningful
Monitoring:
Monitoring:
8 at $19.99
8 at $19.99
each each
plus CD
plus CD
 Meaningful
 Meaningful
Board Self Evaluation: 8 at $24.99 each plus CD
 Board
 Board
Self Evaluation:
Self Evaluation:
8 at $24.99
8 at $24.99
each each
plus CD
plus CD
Connect! A Guide to Ownership Linkage : 8 at $24.99
 Connect!
 each
Connect!
A
Guide
A
Guide
to
Ownership
to
Ownership
Linkage
Linkage
:
8
at
:
$24.99
8 at $24.99
plus CD


each
each
plus plus
CD CD Agendas 8 at $ 24.99 each plus CD
Future-Focused

Connect!
Connect!
Connect!
A Guide
A Guide
to Ownership
to Ownership
Linkage”
Linkage”
A Guide to Ownership Linkage”

Tool Tool
Kit Volume
Kit Volume
3 3
Tool Kit Volume 3

Future-Focused
 Future-Focused
Agendas
Agendas
8 at $824.99
at $ 24.99
each each
plus plus
CD CD

Ownership
Ownership
linkage
linkage
is critical
is critical
to the
to board’s
the board’s
key key
Ownership
linkage
is
critical on
to behalf
the
accountability
accountability
of determining
of determining
on board’s
behalf
of owners,
ofkey
owners,
accountability of determining on behalf of owners,
what
the
the organization
isistotoproduce.
isproduce.
to produce.
Learn
Learn
toto
develto develwhatwhat
theorganization
organization
Learn
deop
a perpetual
opa aperpetual
perpetual
ownership
ownership
linkage
linkage
planplan
plan
as a as
comas aa comvelop
ownership
linkage
®
®
component
sustainable
use
Policy
Governponent
ponent
of sustainable
of sustainable
use ofuse
Policy
ofofPolicy
Governance
Governance
.
.
ance®.
$34.99
$34.99
each
$34.99
eacheach

™
PGIQ
!
PGIQ
PGIQ

A challenging, fun game
®
®
Reinforce
Reinforce
youryour
understanding
understanding
of Policy
of Policy
Governance
Governance
®
Reinforce
your
understanding
ofwith
Policy
principles
principles
and
and
their
their
application
application
with
a Governance
stimulating
a stimulating
principles and their application with a stimulating
“jeopardy”
“jeopardy”
style
style
game.
game.
Teams
Teams
of
board
of
board
members
“jeopardy” style game. Teams of boardmembers
members
compete
compete
to answer
answer
questions
questions
from
from
basic
basic
concepts
concepts
toto to
compete
totoanswer
questions
from
basic
concepts
challenging
applications
such
monitoring,
challenging
challenging
applications
applications
in in
areas
inareas
areas
such
such
asas
monitoring,
as
monitoring,
owner
linkage,
ends,
delegation
and
limitations.
May
owner
owner
linkage,
linkage,
ends,
ends,
delegation
delegation
and
and
limitations.
limitations.
May
May
be played as a board game or visually displayed with
be played
be played
as aas
board
a board
game
game
or visually
or visually
displayed
displayed
with with
PowerPoint version, included on CD.
$95
PowerPoint
PowerPoint
version,
version,
included
included
on CD.
on CD.
$95 $95

“Board
“Board
Self
Self
-Evaluation”
-Evaluation”
“Board
Self
-Evaluation”

Tool Tool
Kit Volume
Kit Volume
2: 2nd
2: 2nd
Edition
Edition
Tool Kit Volume 2: 2nd Edition

Address
Address
the
the
real-life
questions
questions
about
boardboard
self- selfAddress
the real-life
real-life
questions
aboutabout
board
selfevaluation
evaluation
using
practical
practical
tips,
tips, samples
and aaand
variety
a variety
evaluation
usingusing
practical
tips, samples
and
variety
tools.
MakeMake
boardboard
self-evaluation
a meaningful
way
ofoftools.
of tools.
Make
board
self-evaluation
self-evaluation
meaningful
a meaningful
way way
ensure
yourboard’s
board’s
continuous
improvement.
totoensure
to ensure
your
your
board’s
continuous
continuous
improvement.
improvement.
$34.99 each
$34.99
$34.99
eacheach

Governance
Governance
for Health
for
Health
SysSysGovernance
for
Health
temSystem
tem
Trustees
Trustees
Trustees
A Policy
Policy
Governance®
Governance®
book
book
A APolicy
Governance®
book
that
that
relates
relates
especially
especially
to
the
to
that relates especially to thethe
health
industry.
Jannice
health
health
industry.
industry.
ByBy
Jannice
By
Jannice
Moore
Moore
Moore
$34.99 each
$34.99
$34.99
eacheach

Meaningful
Meaningful
Monitoring”
Monitoring”
Meaningful
Monitoring”

Tool
Tool
Kit
Kit
Volume
1:1:2nd
1: 2nd
Edition
Edition
Tool
KitVolume
Volume
2nd
Edition
Monitoring
Monitoring
is critical
is critical
to theto board’s
the board’s
abilityability
to betoacbe acMonitoring is critical to the board’s ability to be
countable
countable
to owners.
owners.
This
This
book
book
is isdesigned
is designed
totoad-to adaccountable
totoowners.
This
book
designed
dress
dress
“real
“real
life”
life”
questions
questions
about
about
the
the process
of of
address
“real
life”
questions
about
the process
process
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