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Strategic Planning or Strategic Thinking
Where Does Your Board Fit ?
By Jannice Moore
I am frequently called by boards
that want me to assist them with
“Strategic Planning.” Is this a
board function, and what if anything does it have to do with
Ends? (If you are not familiar
with the Policy Governance concept of Ends, it refers to the policies that specify what external
results or benefits an organization
is to produce, who the beneficiaries are, and what it is worth to
produce those benefits. Means,
by contrast, refers to anything and
everything that is not an End.)
For the purposes of this article I
will use the following definition
of strategic planning: “ . . . a continuous and systematic process
where people make decisions
about intended future outcomes,
how these outcomes are to be accomplished, and how success is to
be measured and evaluated” (1).
This commonly used understanding of strategic planning generally
encompasses developing vision,
mission, goals, strategies, objectives, and action plans.
While strategic planning includes
intended future outcomes, it does
not clarify whether such outcomes are about Ends (for example, a result for a beneficiary of
the organization, such as
“students can read at grade
level”) or means (for example, the
organization will implement a

new information technology system). Further, strategic planning
is commonly understood to include decisions about the means
used to achieve a strategic direction. (Notice the two “how to”
phrases in the preceding definition.) “Strategic planning often
takes an already agreed upon
strategic direction and helps
strategists decide how the organization is to be configured and
resources allocated to realize that
direction. Strategic planning is
normally used to denote a programmatic, analytical thought
process carried out within the parameters of what is to be
achieved, but does not explicitly
question those parameters . . .
[emphasis added]”(3) . The analytical thought process focuses on
separating the whole into its component parts.

that strategy cannot be planned
because planning is about analysis while strategy is about synthesis. Synthesis is about combining
diverse concepts into a coherent
whole.

Strategic thinking takes the
current reality and disrupts
alignment by identifying the
desired future

I propose that the board’s key role
is much more about synthesis
than analysis. Thus, to maintain
clarity, boards need to make a
distinction between strategic
planning and strategic thinking.
The latter focuses on setting strategic direction.

It is quickly evident that strategic
planning includes both Ends and
means decisions and does not distinguish between them, nor does
it distinguish the point at which
the board’s role stops and the
CEO’s role begins. Internationally known author on business
and management from McGill
University, Henry Mintzberg (2),
has said that “strategic planning is
an oxymoron.” He goes on to say

Strategic thinking is about questioning and defining the parameters themselves. The thought
process is creative – it is about
envisioning a potential future
which may be very different from
the present. University of Virginia’s Professor of Business Administration, Jeanne Liedtka (4),
says that strategic thinking takes
the current reality and disrupts
alignment by identifying the de-

sired future; strategic planning then
takes that desired future and recreates alignment by determining
how to make it into the current reality. The process forms a cycle diagrammed in this article.
This is an excellent depiction of the
distinction between the board’s role
and the executive role in the strategy process. The board – engaging
in strategic thinking which synthesizes a whole from many components– identifies the desired future
(the “what benefit, for whom” portion of the Ends) as well as what it
is worth to achieve those benefits
(the “what cost” portion of the
Ends). This happens first. Then the
executive – engaging in strategic
planning which breaks that whole
into component parts – determines
the most effective means to achieve
those Ends.

Strategy as Creating and Disrupting Alignment
Strategic Thinking: Disrupting
Alignment

Current
Reality

Desired
Future

Strategic Planning: Creating
Alignment

From Jeanne M. Liedtka: Linking Strategic Thinking with Strategic Planning

their own valuable time creating the
details of a strategic plan, rather
than engaging in strategic thinking,
run the risk of enrolling their organizations in what has been called
the “Christopher Columbus School
of Management.”
 When he left – he didn’t know
where he was going.
 When he got there – he didn’t
Strategic thinking has a long
know where he was.
term orientation, and takes a  When he got back – he couldn’t
systematic and holistic view of
tell where he had been.
the environment.

So strategic thinking is the precursor to strategic planning. Strategic
thinking by the board about what
the organization is for (the Ends)
sets the stage for the executive to
create a strategic plan to achieve
those Ends.
Strategic thinking has a long term
orientation, and takes a systematic
and holistic view of the environment. It also exercises the discipline of focusing on the desired outcomes that the organization should
produce, rather than on the means of
achieving them.

In the 15th century, Columbus had
10 years to go to and return several
times from the unknown. In the 21st
century, boards do not have that
luxury of time. If the organization
is to be a success, the destination
(the desired outcome) must be set
clearly, and in a way that allows the
Organizations whose boards focus navigational details (the plan) to
on approving the strategic plan cre- respond rapidly to a constantly
ated by the executive or spending
changing environment,. Such clarity about the ultimate result, and
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freedom about the means to get
there, requires strategic thinking.
Tony Hassed, Principal of BoardSense Limited in New Zealand (5),
suggests that strategic thinking requires answering the following
questions: Where are we now? What
is happening out there? What is important to us? What do we want to
achieve? Where do we want to get
to? These are questions relevant to
the board’s work in crafting the
highest level Ends that provide strategic direction to the organization.
Strategic planning, on the other
hand, is about “How do we get
there?” “How” questions are about
means, which are delegated to the
CEO, once the board has set appropriate boundaries of prudence and
ethics around the means.
Strategic thinking and planning
are “distinct, but interrelated and
complementary thought processes” that must sustain and
support one another for effective
strategic management.
In the view of Fiona Graetz of Deakin University in Australia (6),
strategic thinking and planning are
“distinct, but interrelated and complementary thought processes” that
must sustain and support one an-

other for effective strategic management. Graetz suggests that the purpose of strategic thinking is “to seek
innovation and imagine new and
very different futures that may lead
the company to redefine its core
strategies and even its industry.
[Emphasis added]” The purpose of
strategic planning, is “to realize and
to support strategies developed
through the strategic thinking process and to integrate these back into
the business.”
Strategic thinking – which I believe
is essential to the board’s Ends work
– has several characteristics. This
brief summary is taken from Liedtka’s work (7):
 It is done from the mental
model of a systems perspective.
[Sounds a lot like Policy Governance, which is a system!]
 It conveys a sense of direction –
is “intent-focused.” [Sounds a
lot like Ends.]
 It is open to taking advantage of
input from many sources and
new experiences – what Mintzberg calls “intelligent opportunism.” [Gathering ownership
input and enriched information
for board decision-making.]
 It is “thinking in time,” considering the gap between current
reality and intent for the future.
[Holistic, setting direction for
future benefits to be produced.]
 It is hypothesis-driven, testing
various possibilities, and combining both creative and critical
elements. [Choosing among
various options regarding what
the organization is for.]
In a paper produced by the Center
for Applied Research in Philadelphia (8), strategic thinking is described as “finding and developing
unique opportunities to create value
by enabling a provocative and creative dialogue among people who can
affect a company’s direction. It is

the input to strategic planning –
good strategic thinking uncovers
potential opportunities for creating
value and challenging assumptions
about a company’s value proposition, so that when the plan is created, it targets these opportunities.”
A “provocative and creative dialogue” is consistent with Carver’s
concept of ownership linkage. Creating value is what Ends work is all
about – what benefit is the organization to produce, for whom, and what
is it worth?
Strategic thinking takes information
from many sources and uses it to
create a compelling picture of the
future to be created by an organization. The Ends produced by the
strategic thinking process form the
starting place for the CEO’s work
of creating the strategic plan. While
the CEO and staff will certainly be
the source of at least some of the
information used by the board in the
strategic thinking that leads to formulation of Ends, the decisions involved in creating the Ends, to
whatever level of detail the board
determines appropriate, belong to
the board.
This brings us full circle to our
opening question: Is strategic planning a board function, and what if
anything does it have to do with
Ends? My answer is this: in whatever way you choose to define the
strategic planning process, the
board’s function is only that portion
that involves the strategic thinking
which results in Ends. This strategic thinking and the resultant Ends
are the precursor to the management’s function of strategic planning. That planning is also subject
to any limitations related to prudence and ethics that the board has
set on the means which may be included in the plan.
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Distinguishing Owners from Other Stakeholders
By Richard Stringham

above the rest: the owner. As the
owner, I can make decisions about
the vehicle that no one else can
make. For example, I may decide to
use the vehicle for my personal use
to get to where I need to for business
and where I want to for pleasure. Or,
as we don’t have public transit from
our small bedroom-community to the
nearby city, I could choose to let one
of my children use it to commute to
college in the city.

My relationship with some of the
stakeholders may be altered in that
process. To license the car as a taxi, I
need to comply with regulatory issues that wouldn’t concern me in the
other situations. My insurer will
charge a different rate if my daughter
becomes the primary driver. If I put
the vehicle to work and it puts on
more kilometers, my mechanic will
likely see more of the vehicle. Still,
I’m the one choosing to enter into
these situations.

Or I could choose to jump through
the regulatory hoops and get a taxi Boards should recognize when
license, hire one or more drivers, and they are entrusted to govern, they
use the vehicle to make profit for are sitting in for an ownership
We have a standing joke at my house
me.
that when I buy a car the bank
“owns” more of the car than I do. At
And some of the stakeholders may
Or, if I have a heart for homeless
least for the first few years they have
try to influence me. The insurance
people in the inner city, I could use
more capital tied up in it than do I.
company may suggest that I take
the vehicle to take them hot chocoOf course, the bank is not the owner
policy options which provide greater
late, muffins, dry socks, and blankets
of the vehicle, at least not as long as
levels of protection. Homeless peofor cold nights on the streets.
I meet my payment obligations! It is,
ple may encourage me to come
however, a stakeholder.
around in the morning as well as
making my nightly rounds. My
The bank is just one of a great many
daughter may lobby for a car with
stakeholders of my car. For example,
more attributes than just reliability
my insurance company is a stakeand fuel economy. Her siblings may
holder, as is my mechanic. The folks
ask for similar benefits for themwho sold me the vehicle are stakeselves!
holders. For that matter the people
who made the vehicle and all who
As the owner, I may choose to take
had something to do with getting it
those comments into account when I
to me are stakeholders. The governmake my decisions regarding the
ment with its concerns for design of
vehicle. Or I may choose not to do
In each of these scenarios the vehitransportation systems and rules of
so. Assuming that I am not breaking
cle’s primary beneficiary and the
the road (both their creation and enany of the town’s bylaws, if my
benefits that he/she/they receive
forcement) are stakeholders. My
neighbour doesn’t like the looks of
changes. In the second scenario one
family are obviously stakeholders, as
my vehicle parked on the street in
of my children gets access to college.
are my neighbours who probably
front of her house, I may or may not
In the fourth scenario, homeless peodon’t want a “rust-bucket” parked in
choose to make my decisions in acple have warm drink, a bit of nourfront of their house.
cordance with her values.
ishment, and some dry insulation for
the cold night. In the first and third
You too are a stakeholder, because if
Boards should recognize that when
scenario I was the beneficiary, but
I don’t maintain my vehicle and veer
they are entrusted to govern, they are
the benefits I received were differinto your lane of traffic you will
sitting in for an ownership, which is
ent.
have more at stake in my car than
either recognized with legal rights
you’d likely desire!
(e.g., shareholders in a co-op) or, if
Which of these or countless other
there is not a legal ownership, then a
scenarios I choose is my choice to
So a great many people have some“moral ownership” as John Carver
make and mine alone as long as it is
thing at stake in my vehicle. Howframes it.
feasible for me to do so.
ever, one stakeholder stands out
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In other words, to whom does the
board owe its primary accountability?
Yes, there are obligations in law; however, that does not make the law the
ownership. There may be contractual
obligations (e.g., funding agreements),
but that does not make the other party
the ownership. (Indeed, it is a question
of the owners’ values as to whether the
organization even goes into a contractual relationship!) There will be a
world of others who have a stake in the
board’s decisions (staff, suppliers, customers, etc.) and although the organization’s activities will influence their
lives, this does not make them owners.
If boards stand in for owners,
they must be cognizant of the owners’ values and bring them into their
decision making.

As we’ve seen in the above scenarios,
the primary beneficiary of the vehicle
may or may not be the owner. In fact,
as the owner I determine if I or someone else is to be the primary beneficiary. This then is a key job for the
board: determining on behalf of the
owners who will benefit from the vehicle (organization) and what benefit
they will gain.
In those situations in which the owners
and the customers are one and the
same, there are other dynamics at play
that make it important for the board to
understand when the owner is speaking
versus when the customer is speaking.
(But that is subject for another article.)
If boards stand in for the owners, then
they must be cognizant of the owners’
values and bring them into their decision making. It is that simple and it is
that challenging as most boards deal
with a diverse and sometimes widespread ownership. At the very least,
directors need to discern between the
owners and other stakeholders, even

when they are the same persons, as
many stakeholders will see the board as
the place of highest authority and as the
best place to influence decisions of the
organization. But the discerning board
will know the difference between the
values of their ownership and that of
other stakeholders.
And you can take that to the bank!

©Richard Stringham Consulting Inc., 2010

This article may be reprinted without charge
under the following conditions:
1. The author retains full copyright.
2. The byline is included with the
article as it appears
3. The author is contacted and two
copies of the publication in
which the article appears are
forwarded to him.

Richard Stringham was personally trained by John and Miriam
Carver at the Policy Governance®
AcademyTM. He holds a B.Sc. in Agriculture from the University of Manitoba, and is a Professional Agrologist. He has over twenty years of
experience as a manager, educator
and consultant, including senior level
management in an organization using
Policy Governance®. Clients include
associations at the provincial and
national levels, as well as cooperatives, professional and voluntary associations, schools and colleges. Richard brings a combination
of facilitation and training skills, and
knowledge of co-operative and agricultural organizations, in addition to
his Policy Governance skills.

Visit our e-store !
at
www.governancecoach.com
for all your
Policy Governance® Resources
REALBoard™ Tool Kits, PGIQ™,
REALBoard™ Online Learning
Modules and more...
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Real Board™ On-line
Learning Modules
Do you have one or more new board
members who were appointed or elected
since the last time your board had a Policy Governance refresher? While a face-to
-face orientation session is still the most
effective way to help new board members
thoroughly understand Policy Governance, we realize that sometimes the
"timing fates" conspire to make it very
difficult to provide for new board members to attend a session early enough in
their tenure.
REALBoard™ Online Learning was designed specifically to fill this gap. It allows your new members to obtain the
basics right away. If a new board member
does not understand how you are governing, it can prove frustrating to everyone,
and more importantly, it can cause the
board to lose momentum.
REALBoard™ Online Learning consists
of a series of modules which cover all of
the principles of Policy Governance. Each module takes only 15-20 minutes to complete. Here are the topics:










Boards and Owners
Policy Governance as a System
Ends
Policy Sizes and Interpretation
Board Holism and Delegation
Empowerment through Limitations –
Monitoring
Board Means Policies
Board Self-Evaluation

There are interactive questions in each
module to help learners assess whether
they have grasped the concepts. The Modules appeal to all styles of learners with
graphics, diagrams, brief audio clips, and
hyperlinks between concepts and modules
to keep kinetic learners engaged.
The modules are web-based and can be
accessed at any time.
Email marian@governancecoach.com for
more information or visit our website at
www.governancecoach to try a sample
module.

An Introduction to Policy Governance®
April 7, 2011 Halifax, NS
9:00 A.M. – 4:00 P.M.
Citadel Halifax Hotel

Networking Breakfast at 8:30 A.M. Lunch
provided.

The Governance
Coach comes to
the East Coast !

Who Should Attend?


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



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



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



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

At the conclusion of this one-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 and the accountability of the board
The four categories of policy the board needs to develop ( with experience in
sample policy development)
 Governance process - how the board itself functions – conduct, discipline,
use of committees, and relationships
 Executive Limitations - prudence and ethics constraints within which the
CEO must operate
 Board-Management Delegation - how the board passes on authority and assesses its use
 Ends - what benefits are provided, for which people, at what cost or worth
Why the board’s primary focus should be the organization’s long-term results and
how to maintain that focus in practice
How the board can clearly delegate to hold executive staff accountable
The concept of monitoring the CEO’s compliance with policies
The different types of information a board needs and being clear about expectations
How to structure the board and its committees to govern most effectively
How to structure board agendas so that the board controls its own agenda and uses it
as a method of governing proactively.

Join us for an informative and educational seminar !
Contact the Citadel Halifax Hotel 1– 800-565-7162
for special accommodation rates: quote The Governance Coach

Register by February 1 for the Super Early-Bird Rate: $400
Register Today!

Email: marian@governancecoach.com
Or call (403) 720-6282
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Advanced Policy Governance® Application
First Time on the East Coast !
April 8, 2011 Halifax, NS
9:00 A.M.—4:00 P.M.
Citadel Halifax Hotel

Networking Breakfast at 8:30 A.M. Lunch provided.

Who Should Attend?
“I have been working with “Carver” for several years, but now
I actually feel like I understand the whole system!”
- Past Participant

Board members, Board Chairs CEO’s and administrative staff
who want an in-depth look at advanced application

The Power of Monitoring

Future-Focused Agendas

Monitoring provides a powerful mechanism for the board to
control without micromanaging. This advanced session on
monitoring will feature the opportunity to do “hands-on” work
with monitoring reports.

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


What to do if your board has put policies in place,
and is saying “So what do we do now?”




What to do if your board is feeling “stuck in the
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 feeling complacent



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



If you are a board member who assesses monitoring reports, you will learn:

How to apply the principles of the model effectively
to provide future-focused 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



What do you do with the information when you get it



What to do with the information you gather in ownership linkage



How to support your board’s agenda effectively by
providing the right kinds of information

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










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

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

Contact the Citadel Halifax Hotel 1– 800-565-7162
for special accommodation rates: quote The Governance Coach

Register by February 1 for the Super Early-Bird Rate: $400
Register Today!

Email: marian@governancecoach.com
Or call (403) 720-6282
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Implementing Policy Governance® in a Federation
Communicating with Member Associations
By Rose Mercier

individual needs – their needs as
customers. Member associations
often become adept at using their
relationships with staff and board
members to present their case as
customers. They usually persist until
someone says, “Yes” and often resort to addressing the issue to the
board if all else fails. It’s not important to them how the need is addressed – via staff decision or board
decision – only that it is addressed.
When a board implements Policy
Governance®, and delegates the
management of customer issues to
staff and no longer includes these
items on the board agenda, members
may resist this change in established
practices and perceive a loss of
power – unless the board is purposeful in its communication.

Any organizational change requires
careful planning if it is to be successful. Membership organizations, particularly federations, need a plan
beyond the board’s plan for the
changes it will make in how it functions. Federations’ member associations are typically owners and customers simultaneously, often in daily
contact with both staff and board
members. The board’s decision to
operate as a Policy Governance®
board will necessarily impact the
nature of the relationships to which
everyone has grown accustomed. It
is a wise board that addresses not
only how it will make the transition
but also how it will facilitate its
member associations to make the
transition to participating as owners
and customers, and knowing how to The major reason that change fails in
organizations – which happens 70
distinguish these relationships.
percent of the time – is the failure to
manage the human side of change.
The major reason that change One of the main contributions to this
fails in organizations is the failure is poor communication. If a
failure to manage the human federation board decides to change
the way it is governing, it needs to
side of change.
pay attention to the human side of its
members. Effective communication
Several years ago, I attended the
will mitigate against misunderstandprofessional qualification course for
ing and resistance, and support a
Guiding Organizational Change led
successful change effort.
by Chris Edgelow of Sundance Consulting. I continue to use his framework for organizational change with The specific plan that a fedgreat success. The applicability of eration board and its CEO imthis integrated approach to strategy, plement will depend on the
change, transition and communica- unique dynamics of that assotion has been particularly helpful in ciation.
working with federation boards to
implement Policy Governance.
Once a federation board has decided
to implement Policy Governance, I
It may seem curious that the adop- emphasize the essential need to boost
tion of Policy Governance by a fed- its communication efforts. Business
eration board would prompt worry as usual won’t suffice. Communicaby its member associations. After all, tion with members, staff and stakethe board’s primary relationship will holders needs to increase in variety,
be with them and it will be their val- frequency and quality. This does not
ues and priorities that the board mean more e-mail or web postings!
translates into policies to direct the One of the most valuable axioms I
federation. However, member asso- carry with me from the Guiding Orciations’ interests are frequently ganizational Change training is that
more short-term and focused on their “Information + Technology does not
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equal Communication.” E-mail and
web sites are useful for transferring
information. Passively providing
information, however, does not lead
to the exchange of ideas or create
opportunities to ask questions and
get answers. However, this exchange
and questioning are prerequisites to
changing the opinions, beliefs, attitudes or behaviour that are necessary
to achieve optimal benefits from
implementing Policy Governance in
a federation.
The specific plan that a federation
board and its CEO implement will
depend on the unique dynamics of
that association. However, the essence of effective change communication remains the same. The initial
communication should include all of
the following elements:
1.

Start by being clear about why
the board is making this change.
It should be compelling –“This
is why we adopted Policy Governance ” The board could use
its own answers to questions
about its effectiveness in an introductory workshop or preworkshop survey. It should present these reasons from the perspective of the members – as
owners and customers – the staff
and stakeholders. Explaining

what would happen if the federation board doesn’t make this
change helps convey a sense of
urgency that makes change easier to accept.
2.

3.

Describe the benefits of Policy
Governance, what the federation
will become as a result of implementing this change and the
implementation process. How
will members and stakeholders
be affected, positively and negatively by the change? What’s in
it for them? Don’t overdo this
part of the message in the initial
communication. Organizations
often mistakenly start with the
benefits of change. However,
creating a sense of urgency and
dealing with the concerns of
those affected are more important. The board can return to
benefits as implementation proceeds.
Articulate what the board believes will be concerns of the
members, the staff and stakeholders and point out what the
board will do to address those
concerns. Are there resources
that will be available for those
directly impacted by this

change? This is where a board
should spend most of its time.
This is the exchange that will
contribute to changing opinions
and attitudes and adoption of
new behaviours.
4.

and individuals, and find different
ways to support those that are struggling with the change.
By taking a proactive approach to
communicating the importance and
value of the change it is making by
adopting Policy Governance, a federation board will create an environment in which the federation
achieves optimum benefits. Who
knows, it may inspire its member
associations’ boards to look seriously at implementing Policy Governance as well.

Point out what is staying the
same and how the change protects what is important in the
federation – the power of members to influence the direction of
the federation, the ability to
achieve results, and protection
against the risks of unethical or It’s happened!
imprudent management deciRose Mercier has been personally
sions.
trained in the theory and implemenAs the implementation of Policy tation of Policy Governance by John
Governance continues, the board’s and Miriam John and Miriam
communication with the members
Carver at the Policy Governance®
and stakeholders, and the CEO’s
SM
communication with management Academy . She has over 25 years
staff and committees should con- experience in management, program
tinue. It is important to build confi- development, and leadership traindence in the change process through ing in non-profit organizations. A
open communication. The board Licensed associate in Effective Intelneeds to be honest with members ligence® and a qualified practitioner
when it doesn’t have an answer, exOrganizational
plain what it is doing and provide as with Leading
®
much information as they have. The Change , Rose has a Bachelor of
board and CEO need to recognize Physical Education and Masters of
that the transition to a membership Business Administration. She has
that fully embraces the power of authored a wide diversity of training
Policy Governance will happen at manuals, facilitation guides and
different rates for different groups
journal articles.

Don’t Miss….

The 8th Annual IPGA Conference

The Art and Craft of
Policy Governance®
June 23-25, 2011

For more details,
visit
www.policygovernance.co

The Hotel Arts
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Policy Governance® Primer
Policy Governance® is a model of
governance created by Dr. John
Carver. Its principles are internally consistent, designed to work
effectively when used together as
a complete “operating system” for
a board. If any of the principles
are omitted, the model is incomplete, and will not function as intended. The model is based on the
premise that the board is accountable to its owners, and stands between owners and management,
bearing full accountability for its
own performance and the performance of those to whom it
delegates authority. The board
exercises this authority as a total
group, rather than as individuals.
The board expresses its expectations through carefully crafted
written policies, beginning with
the broadest concepts in any policy category, and gradually working into more detailed levels until
it is willing to delegate any reasonable interpretation of what it
has said. Systematic and rigorous
monitoring to confirm that delegated policies have been followed
is an important part of the system.
This carefully designed system,
used as intended, ensures accountability of the CEO to the Board,
and of the Board to the ownership.

Policy Governance enables the
Board to:










Be accountable in the position
of trust in which it has been
placed by its ownership/
shareholders
Provide strategic leadership in
creating the future for its organization —its key responsibility—
by clearly defining, on behalf of
the ownership/shareholders,
what benefits are to be produced,
for whom, and at what cost
Distinguish clearly between
Ends (see below) and Means
(ways of doing things)
Be involved in appropriate decisions without “meddling” or
“rubber stamping”
Set parameters for acceptable
organizational performance and
for itself by establishing broad
policies in four logical categories
that make intuitive sense.

Executive Limitations – the
boundaries of prudence and ethics
within which the Board allows
staff to make further decisions
about means.
Board-Management Delegation
– the manner in which the Board
delegates authority to staff
through the CEO, and how it
evaluates staff performance.
Governance Process – the manner in which the Board itself will
operate, including its philosophy,
accountability, discipline, and its
own job.
For a more detailed explanation of
the model, see the “Policy Governance® Source Document” at
www.governancecoach.com,
or the authoritative website on
Policy Governance® at
www.policygovernance.com.

The policy categories are:
Ends – what benefit, for which
people, at what cost? Ends are
developed based on the Board’s
knowledge of and interaction with
the ownership – those to whom
the Board is morally accountable.

About the Governance Coach
JanniceMoore is President of The Governance Coach™ founded in 1994. She
studied directly with John and Mirium Carver at the Policy Governance® Academy™. Jan holds an M.H.S.A. and has over 30 years experience working as a manager, planner, consultant and educator. She has assisted hundreds of boards across
Canada and the USA in implementing Policy Governance and continues to act as
“coach” to many. These boards include credit unions, professional regulatory bodies,
businesses, membership and trade associations, health, schools, colleges, churches
and voluntary organizations. Past chair of the International Policy Governance Organization, Jan is the author of several books including Governance for Health System Trustees, published by CHA Press, and the three volumes of the REALBoard™
Tool Kits . She is a frequent contributor of articles to the Board Leadership newsletter
and has been invited as a guest speaker on governance in Canada, the USA and in
Europe. Jan may be contacted at jannice@governancecoach.com.
10

Board Leadership
By John and Mirium Carver
A publication distributed six times
yearly by Jossey Bass on all aspects
of Policy Governance®
For more information call
1-800-956-7739 or visit
www.josseybass.com

Board Recruitment

Resources

..in your area!

Two downloadable products to assist you
in recruiting the best board members available !

As of this publication date,
a member of the Governance
Coach Team will be traveling to
the following areas in 2011:
January 7-10 Saskatoon, SK

The Best-Fit
Board Member
Matrix™
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 board members.
The Best-Fit Board Member Matrix™ allows your board to add or delete
specific characteristics that are important to you, and also to determine as
a board the relative importance of each characteristic.
Available for $35 online at www.governancecoach.com. Click on Estore!

January 15 Phoenix, AZ
February 3 Atlanta, GA
February 4 Regina, SK
February 8-9 Helena, MT
February 10 Edmonton, AB
February 17 Toronto, ON
February 22 Calgary, AB
March 4-5 Toronto, ON
March 10-11 Edmonton, AB
April 7-8 Halifax, NS

The Best-Fit
Board Builder™
The Best-Fit Board Builder™ will assist your board in assessing new
candidates for your board. While it can be used by itself, it is most
effectively used with The Best-Fit Board Member Matrix™. 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.
Rather than focusing on “hard” skills such as financial literacy and
business experience, this tool provides questions to assess characteristics such as passion for the mission, systems perspective, critical
thinking, and ability to function as an effective member of the board
team, which are not commonly found in interview tools. The Best-Fit
Board Builder™ is 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.
Available for $99 online at www.governancecoach.com.
Click on Estore!
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April 12-14 Misstissini, QC
May 19 Toronto, ON
Share the cost of expenses!
If your company or organization
would like to hold a Policy Governance® workshop or meet with
Jannice Moore while she is in
your area, please contact:
Marian Hamilton
Executive Assistant

89 Douglasview Rise S.E.
Calgary, Alberta
Tel: (403) 720-6282
Fax: (403) 720-8746
Email:
marian@governancecoach.com
Contact Us today!
Check our website for updates
www.governancecoach.com

Resources

Tool Kits

REALBoard
Online Learning™

Connect!
A Guide to
Ownership
Linkage”

Tool Kit Volume 3

Ownership linkage is critical to the board’s key accountability of determining on behalf of owners, what
the organization is to produce. Learn to develop a
perpetual ownership linkage plan as a component
of sustainable use of Policy Governance®.
$34.99 each

“Board SelfEvaluation”

Tool Kit Volume 2
1st Edition Sold Ou

t!

2nd Edition
now available!
Address the real-life questions about Board SelfEvaluation using practical tips, samples and a variety
of tools! Make board self-evaluation a meaningful way
to ensure your board’s continuous improvement.
$29.99 each

Meaningful
Monitoring”

Tool Kit Volume 1

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

It’s easy to order!
Online….
Visit our e-store at
www.governancecoach.com
Click on e-store for instant access to all our resources !

By Email...
marian@governancecoach.com
Monitoring is critical to the board’s ability to be accountable to owners. This book is designed to address “real
life” questions about the process of monitoring the
CEO. How does a board attend to this important task
without spending undue time doing so?
$29.99 each

Special Offers !
Trio Pak— A set of one copy of each tool Kit
Save 20% over individual prices $79.99

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

Now Online !

Or call us directly...

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.
Also great for any board member
as a refresher on the basics of
Policy Governance®.Visit
www.governancecoach.com 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.

The Best-Fit
Board Member
Matrix™ Downloadable!

at 403.720-6282

Credits
®

Policy Governance is a registered
service mark of Dr. John Carver.
Concepts referring to Policy Governance® in this newsletter are
drawn from John and Mirium
Carver’s published works, as well
as dialogue on their internet forum,
conversations with them and personal experience with the model.
Material in this newsletter may be
copied for non-commercial use as
long as proper credit is attributed.
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The Best-Fit
Board Builder™
Downloadable!

89 Douglasview Rise S.E,
Calgary, Alberta T2Z 2P5
Phone 403.720.6282 Fax 403.720.8746
jannice@governancecoach.com
www.governancecoach.com

