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Candidates and Criteria

Looking for the Best Fit

By Jannice Moore

Have you ever been hired for a job,
only to discover that it wasn’t the job
you thought it was? How long did it
take before you became frustrated?
Conversely, have you ever hired
someone for a job, only to discover
that the person had great skills, but
not for that job? How long before you
became frustrated with them?

Trying to fit a square peg into a round
hole is a good recipe for frustration
and failure. It’s unfortunate that
boards seem to try it quite regularly.
It goes like this: “We have a board
vacancy. We currently have someone
with an accounting background, and
someone with human resources expe-
rience. But we don’t have anyone
with marketing expertise. 1 guess
that’s what we should look for.”

This board is recruiting for the wrong
job. In this case, it is looking for
someone who can consult to the CEO
in operational areas, instead of some-
one who can govern.

An article in The Globe and Mail
newspaper last October described
Block Parent Canada as an organiza-
tion in “dire distress.” This program
aids children in frightening situations
by identifying “block parent” homes
with signs, and teaching youngsters to
head to a home with a Block Parent
sign in the window if they are in trou-
ble. In 1995 there were nearly a quar-
ter million homes in the program.

In 2013 there are about 25,000, a ten-
fold decline. Broad cultural changes
have resulted in difficulties recruiting
volunteers; technology and digital
tools have resulted in alternative
methods for parents to monitor the
safety of their children. The organiza-
tion is [just now, in 2013!] “working
on” a smart-phone application, alt-
hough they don’t yet know what it
might look like or how it might func-
tion. The President was quoted in the
article as saying, “We have no idea
about that kind of thing. We’re just
mothers and grandmothers that sit on
this board.”

Somewhere along the way, this board
has lost sight of an important part of
its job, exercising foresight, and there-
fore apparently has not recruited
board members with the skills to ful-
fill that role. It is no wonder that the
organization is in decline. Such a
board could — and probably does —
have people with a passion for the
organization’s mission, and a variety
of valuable skills, but could still miss
the mark, because the board’s job is
unclear. That lack of clarity can result
in recruiting people with great skills,
but the wrong attributes.

Begin at the beginning

The starting place for board recruit-
ment is having a good grasp of the
board’s job. Only then is it possible
to determine what personal attributes
best equip an individual to be a board
member.
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There are three crucial components to
the board’s job:

e Forging and maintaining a con-
nection with the people on whose
behalf the board governs — the
“owners” or shareholders.

e Developing broad policy that sets
direction for the organization, and
assures  organizational perfor-
mance.

e Monitoring the CEO to ensure
that the policies have been fol-
lowed — that the organizational
results are being achieved, and
that imprudent or unethical situa-
tions are not occurring.

What are the qualities that are the best
fit to do that job? Some of these qual-
ities are addressed in other articles in
this newsletter, but let’s examine them
from the perspective of the job com-
ponents of the board.

Attributes for Connecting

Connecting with the people on whose
behalf the board governs requires
board members who are prepared to
focus beyond the organization’s inter-
nal workings to what the organization



should deliver for its beneficiaries. It
requires individuals who are willing to
serve by being ready to participate in
connecting with owners in order to
understand the range and intensity of
owners’ perspectives. Only with that
knowledge can the board make deci-
sions on their behalf. This willingness
to serve — to stand in for the owners —
should be the main reason for wanting
to join the board, rather than the desire
for status, title, social connections or
financial reward. There should also be
clarity that other commitments or rela-
tionships will not create a conflict of
interest with board work.

Policies are expressions of
values. Board members
need to be able to partici-
pate in discernment of val-
ues as the basis for develop-
ing policies to govern the or-
ganization.

Attributes for Developing Policy

Developing policy that sets organiza-
tional direction requires people who
are big picture thinkers. Look for peo-
ple who are willing to think in terms of
systems, rather than focus on the mi-
nutiae of day to day events. Boards
must exercise foresight (the notable
lack in the board cited at the beginning
of this article). Daniel Kim (1) de-
scribes foresight like this: “Foresight
is about being able to perceive the sig-
nificance and nature of events before
they have occurred. . . . An ethical re-
sponsibility of a leader is to know the
underlying structures within her do-
main of responsibility and be able to
make predictions that can guide her
people to a better future.”

Carol Hansell (2), an internationally
recognized lawyer specializing in gov-
ernance, says: “Effective directors do
not focus exclusively on the company
and the results of its operations but
instead take positive steps to inform
themselves about the industry and
broader environment within which the
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company operates.” This broader un-
derstanding is essential to sound policy
development.

Another important attribute needed is
critical thinking ability. Does the
board candidate have the ability to ask
insightful questions regarding adequa-
cy of policies? Is she able to assess
evidence in a logical way in order to
determine new knowledge and direc-
tion?

Policies are expressions of wvalues.
Board members need to be able to par-
ticipate in discernment of values as the
basis for developing policies to govern
the organization. They need to be pre-
pared to measure decisions against
high ethical standards of what is right.

Attributes for Monitoring

Assessing information to determine
whether policies have been followed is
another board job that requires critical
thinking. Are board members able to
ask insightful questions when deter-
mining compliance with policy? Can
they evaluate the credibility of sources
of information and opinion?

Clarity

Knowing what the board job is, and
the attributes that best match the abil-
ity to do the job, is important. There is
also a need to be clear about what the
board job is not. Candidates may
come with inaccurate expectations
from their previous experience. If a
candidate does not understand that the
board job does not include advising or
consulting staff, he may be a poor fit.
If she comes assuming that an im-
portant part of the job is sitting on op-
erational committees such as finance,
human resources, or programs, she
may be quickly frustrated when such
assignments do not materialize.

Team Skills and Attributes

Once you are clear about the compo-
nents of the board job, and the charac-
teristics that relate to those components,
consider that the board is a group of peo-
ple that must act as one. While it is desira-
ble to have many diverse perspectives on
an issue, the bottom line is that the board
has to make decisions collectively. Thus,

you will want to look for characteristics in
board candidates that fit with being good
team players. Andrew Bergen’s article in
this newsletter illustrates this point.

Does the candidate understand that the
board’s authority is as a group, and that
the individual board member has no au-
thority? Is she open to a diversity of opin-
ions and willing to respect others’ opin-
ions? Will he be able to develop a good
working relationship with other board
members? Is he willing to participate in
group discussions and share opinions, but
once a board decision is made, honour it
even if he did not vote for it? Is she pre-
pared to live within whatever rules the
board sets for itself? If the board has cho-
sen to use web-based technologies for its
communications, is the candidate willing
to learn and use them as part of the team?

Is he able to articulate ideas well, and
actively participate at meetings? Can she
contribute to debate in a constructive man-
ner? When necessary, can she assertively
provide a different point of view for a
good decision?

Does the prospective board member have a
learner mentality? s the individual pre-
pared to seek out learning opportunities,
participate in board education, and willing
to learn the board’s governance system?

Passion and Commitment

Last, but not least, do the deep-felt inter-
ests of the candidate align with those of
the organization? Passion for the mission
of the organization is usually important to
a board, especially in the not-for-profit
sector. The individual who cares will be
more likely to make time for the board’s
work a priority. Board members need to
understand that the work does not begin
and end at the board meeting. Preparation
time is essential. Connecting with owners
often requires additional time commit-
ment. Find out if the candidate’s other



commitments will interfere with his ability
to devote the necessary time to be a pro-
ductive board member.

Putting the Pieces Together

Once you have clarity about the board’s
job, and the personal characteristics that
are consistent with board membership,
only then should you consider other as-
pects such as the overall diversity of the
board, a complementary mix of skills,
experiences, and thinking, and what gaps
the board has identified in its current mix

One way to do this is to develop a matrix
of current board members to help you
identify where there may be gaps. We
have developed several downloadable
tools (see Page 7 in this newsletter) to
assist your board in identifying the relative
importance of various characteristics to
your particular situation, to identify gaps,
and to ask the kinds of questions that will
help you determine if potential board
members possess those characteristics.
Visit our e-store for more information on
our downloadable documents, Best-Fit
Board Matrix™ and Best-Fit Board Build-

er™

(1) Kim, Daniel. Foresight as the Central Ethic of
Leadership. Indianapolis: The Greenleaf Cen-
ter for Servant-Leadership, 2002.

(2) Hansell, Carol. Corporate Governance: What

Directors Need to Know. Toronto: Carswell,
2003.

Jannice Moore, President of The Govern-
ance Coach™ has over thirty years experi-
ence as a manager, planner, consultant and
educator and was personally trained by
John Carver at the Policy Governance®
Academy®M. She has assisted hundreds of
boards in a variety of fields to implement the
Policy Governance model. She has a Mas-
ters degree in Health Services Administra-
tion from the University of Alberta, and is a
Certified Health Executive. Jan is author of
the book Governance for Health System
Trustees, published by the CHA Press, as
well as the Policy Governance Toolkit se-
ries, and is a regular author in Board Lead-
ership, published by Jossey-Bass. She is a
past Chair of the
board of the Inter-
national Policy
Governance®
Association  and
is currently Chair
of the board of
Wycliffe Canada.

REALBoard Online

Learning Modules !

Online, interactive learning mod-
ules... an instant Policy Govern-
ance® introduction for new or pro-
spective board members in 15-20
minute web-accessible segments,
conveniently available in real time.
Visit our website at
www.governanecoach.com for a
free trial of module one... Boards
and Owners!

Meaningful Monitoring
Tool Kit Volume 1: 2nd Edition

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

Board Self-Evaluation
Tool Kit Volume 2: 2nd Edition

Address the real-life questions about board
self-evaluation using practical tips, samples
and a variety of tools. Make board self-
evaluation a meaningful way to ensure your
board’s continuous improvement.

$34.99 each

PGIQ™ Challenging and Fun!

Reinforce your understanding of Policy Gov-
ernance® principles and their application with
a stimulating “jeopardy” style game. May be
played as a board game or visually dis-
played with PowerPoint version, included on
CD. $95.

Policy Governance
Knowledge Products

special offers!

Four Volume Set— A set of one copy of

each tool Kit Save 20% over individual prices

$99.99

Multiple-Copy Discounts!
Purchase 8 or more of any Tool Kit
and receive a complimentary CD
of the Tools!

Just

Meaningful Monitoring: 8 at $19.99 each
e  Board Self Evaluation: 8 at $24.99 each

Connect! A Guide to Ownership Linkage :
8 at $24.99 each

Future-Focused Agendas 8 at $ 24.99 each

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 own-
ers, what the organization is to produce. Learn
to develop a perpetual ownership linkage
plan as a component of sustainable use of Poli-
cy Governance®.

$34.99 each

Future-Focused Agendas
Tool Kit Volume 4

One of the most important contributions a
governing board can make is providing clear
direction about organizational purpose. This
book will provide you with details, tips and
tools to make your board meetings “future-
focused” in a way that will keep your organi-
zation relevant in a rapidly changing world.

$34.99 each



Introduction to Policy Governance®

April 7, 2014 Winnipeg, MB
The Delta Winnipeg Hotel

9:00 AM. - 4:00 PM.
Networking Breakfast at 8:30 A.M.  Lunch provided

Who Should Attend?

o 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.

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

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

o 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:

e The major components of the job of governing and the accountability of the board

e« Why the board’s primary focus should be the organization’s long-term results and how to
maintain that focus in practice

e How the board can clearly delegate to hold executive staff accountable

e The concept of monitoring the CEO’s compliance with policies

o The different types of information a board needs and being clear about expectations

e How to structure the board and its committees to govern most effectively

e How to structure board agendas so that the board controls its own agenda and uses it as
a method of governing proactively.

éﬂhis session provided a good Contact the Delta Winnipeg Hotel at 1.888.311.4990

for special accommodation rates:
quote The Governance Coach Workshop

“over-all” understanding of
Policy Governance' . The

networking was great!”

- Participant

Register by February 15 for the Super Early-Bird Rate: $400

Email: marian@governancecoach.com
Or call (403) 720-6282



Advanced Policy Governance

With Jannice Moore, The Governance Coach™

April 8,2014 Winnipeg, MB
9:00 A.M. - 4:00 PM.
The Delta Winnipeg Hotel

Who Should Attend?

Board members, Board Chairs, CEO’s and administrative staff

“I have been working with “Carver” for several years, but

now | actually feel like | understand the whole system!”

The Power of Monitoring bast Particioant
- Past Participan

Monitoring provides a powerful mechanism for the board to Future-Focused Agendas
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

¢ How to apply the principles of the model effectively to
provide future-focused leadership for your organiza-
tion

¢ 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 to do with information from the CEO
What to do with the information you gather in owner-
ship 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

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

¢ 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 - Board Chair

Contact the Delta Winnipeg at 1.888.311.4990

for special accommodation rates: quote The Governance Coach

“This was a very easy learning environment with highly pertinent
information at a level directly related to myself and my organization”

Register by February 15 for the Super Early-Bird Rate: $440

And receive a complimentary copy of Meaningful Monitoring !

Register Today!
Email: marian@governancecoach.com
Or call (403) 720-6282 5




A Tale of Two Teams

Starting in 1996, the New York Rang-
ers were unable to make the playoffs in
the National Hockey League for the
next 7 seasons. This is remarkable for
a few reasons. First, every year, 16 out
of the total of 30 teams make the
playoffs. More than half of the entire
league ends up in the postseason. This
notoriously makes the NHL one of the
easiest leagues in which to end up in
the playoffs. A team just needs to be
about average and they get a chance to
play for the Stanley Cup.

What is even more remarkable about
this particular team’s playoff drought
is the fact that for many of those seven
seasons, they had the league’s highest
payroll. From the outside, it appears
that their team strategy was to contract
with the biggest stars the game had to
offer, including perhaps the biggest
star that ever played the game -—
Wayne Gretzky. The team also includ-
ed such high-powered players as Pavel
Bure, Jaromir Jagr, Alexei Kovalev
and Bobby Holik among others. By all
rights, not only should the team have
made the playoffs, but should have
been a strong contender to survive all
four rounds and win the cup.

Consider another team, this time from
Major League Baseball — the Oakland
Athletics. Perhaps you remember the
movie “Moneyball,” based on the ex-
perience of the A’s. From 2000 to
2003, the Oakland A’s were able to
make the playoffs in every year —
AND, in every year since 2003, they
have either made the playoffs or fallen
short by just a game or two. MLB is a
league in which it is notoriously diffi-
cult to make the playoffs. Until this
past season, only 8 teams of 30 make
the playoffs — meaning that to make
the postseason, a team must be in the
top 25% or higher.

What makes the A’s story remarkable
is that they have one of the lowest pay-
rolls in baseball. So, how is it that one

of the highest paid hockey teams can
miss the playoffs consistently while
one of the lowest paid baseball teams
can consistently compete? Analysts
will debate and likely disagree for eter-
nity — but it begs the question; what is
more important? High powered super-
stars? Or a team mentality where eve-
ryone contributes to a common goal?
The Athletics’ General Manager at the
time operated from a philosophy that it
wasn’t necessarily highly paid super-
stars that win, but rather talented play-
ers that were willing to accept the
team’s goal as their own — and contrib-
ute to it in the way they were hired to
do.

Board recruitment can be similar to the
story of either of the teams above. Of-
ten, little thought is given to recruit-
ment of members and the default
mechanism is to find the most well-
known players in the association, com-
munity, organization, etc. to fill the
empty seats — regardless of whether
these individuals are qualified to gov-
ern — or have the requisite attitude and
approach to assist the board team to
govern well.

This will sound ridiculously simple,

but you are not ready to recruit if:

e you don’t know what you are look-
ing for in a board member
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by Andrew Bergen

e you don’t know how to qualify
prospects once you find them
e you are willing to take anyone who
is willing to serve

We’ve seen this: “Warm blood and a
pulse.” If only we had a nickel for eve-
ry board who told us those are their
recruitment criteria. If prodded, they
might offer that they are seeking
“business people” or “people with con-
nections.” On the other hand, when we
ask what criteria and processes they
have in place for recruiting their staff,
they rattle off a whole litany of qualifi-
cations and reference checks. If our
boards are accountable for everything
our organizations do, shouldn't we
have at least as good a process for
“hiring” board members who are re-
sponsible to set organizational direc-
tion as we do for the staff who imple-
ment it?

“To determine who will be the best
people for the task, then, we must un-
derstand governance as a productive
part of the organization...before
boards reach out to fill their vacan-
cies, they had best give considerable
thought to the leadership qualities they
ought to seek” (Carver, John. On
Board Leadership, p.165).

It is important for a board to consider
several things:

’




1. Determine what attributes make for
a successful board member or trustee.
The following are a good basis for
sound governance:

a. Commitment to linking with the
ownership.  Understanding that
they stand in for an ownership of
diverse people; willing to actively
seek to access and understand that
diversity.

b. Ability to think in terms of systems
and context — to see the big pic-
ture.

c. Interest in and capability to discuss
the values underlying the actions
taken in the organization, and to
govern by stating these values in
policies.

d. Willingness to delegate the opera-
tional detail to others.

e. Ability and willingness to deal
with vision and the long term.

f. Ability and willingness to partici-
pate assertively in deliberation,
while respecting the opinions of
others.

g. Willingness and commitment to
honour board decisions.

h. Commitment not to evaluate the
CEO on criteria not previously
stated in policies.

2. Create a Governance Process policy
that includes the above list and any
other criteria important to your board.
Even if your board is publicly elected,
having such criteria and making them
known can improve the quality of can-

didates. This will bring two benefits.
First, it will let the board and potential
board members know what they are
looking for. This will make desirable
attributes of board members clearer for
those who are recruiting and for those
being recruited. Second, and equally as
important, “codifying the desired char-
acteristics of new members serves to
guide existing members in their own
contribution  to  board  leader-
ship” (Carver, John. On Board Leader-
ship, p. 168).

3. If desired, strike a committee to as-
sist the board in this important task and
arm that committee with the above pol-
icy. “If the nominating committee had
board-stated qualifications in hand
(recorded as a Governance Process
policy), it can render better service.
The board should phrase its committee
charge . . . so that finding the right
people is given greater priority than
filling  vacancies” (Carver, John.
Boards That Make a Difference. p.
295).

4. Consider, if possible, an interview
process for potential board members —
and allow them to observe a board
meeting prior to board selection or
election. It will allow potential mem-
bers a chance to see the board in action
and determine if this is how they can
best spend their time and energy.

Boards do not exist to have a star team
in a large market in order to make a
name for themselves. Boards exist to
achieve real results for specific benefi-
ciaries that make a difference in this
world at a reasonable cost. Being in-
tentional in the recruitment and selec-
tion process will allow a board to move
forward more effectively.

Andrew Bergen was personally trained in the
theory and implementation of Policy Govern-
ance® by John and Miriam Carver at the
Policy Governance® Academy™. He is the
operator of a team building and life coach-
ing business. He has been a Member of the
Saskatchewan Association of Human Re-
source Professionals with 18 years experi-
ence as an educator from High School to
University in Canada, the United States and
Russia. Andrew is an Associate Consultant of
The Governance Coach™, and he can be
reached at Andrew@governancecoach.com.

The Best-Fit
Board

Member
Matrix™

Download your copy !

Now on our E-Store
At www.governancecoach.com
A simple method to help you select
the best board candidates based on
your customized criteria

The Best-Fit

Board Builder™

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.

7



Does Your Electorate have the Information it Needs to

Select the Best Candidates?

Imagine a job recruitment process
where everyone except the final deci-
sion maker has information to deter-
mine the best fit between candidates
and the job requirements. You would
have every reason to think: “What a
colossal waste of energies!” Yet this
scenario is played out all too often in
board elections in which the electorate
is unaware of the attributes that the
board has identified as being important
for governing well.

Jore S N

vo'*
Jo'®

o

If it is aware of those desired attrib-
utes, often the electorate is not pre-
sented with the corresponding candi-
date information it needs to make in-
formed choices. Instead, it is provided
with biographical information (ranging
from the candidate’s job experiences

to their family life) as well as the can-
didate’s platform indicating what strat-
egies he/she will pursue if elected. If,
by chance, the biography includes in-
formation regarding the desired attrib-
utes, is it realistic to expect that the
electorate will wade through the infor-
mation to find and match what is rele-
vant to the attributes sought by the
board? Of what value are platforms
regarding the direction a candidate
intends to set for the organization
when, as a body using Policy Govern-
ance, the board makes decisions as a
group? Furthermore, a major part of
the board’s job is to collectively link
with the owners on an ongoing basis to
8

understand and bring their values into
the board’s decisions about the Ends.
How does the candidate’s platform fit
with that responsibility? Instead, as
part of its accountability for good gov-
ernance, the board should ensure that
the electorate’s information is coher-
ent with the board’s expectations of its
board members. The following are
suggested steps for doing so.

Determine Desirable Attributes: The
board articulates in a board succession
policy (one of the Governance Process
policies) the attributes desired in board
members. The attributes are deter-
mined based upon the board’s govern-
ance job, which is also stated in its
policies.

Attract the Right Candidates: The
board ensures (usually in policy) that
whoever is responsible for recruiting
board candidates understands that their
role is to attract candidates who have
appropriate attributes. Whether the
approach is one-to-one recruitment or
broadcast in the media, the message
regarding which attributes are pre-
ferred is consistent with the board suc-
cession policy.

Advise the Electorate: If board mem-
bers are elected, the electorate is ad-
vised of the attributes that the board is
seeking. Candidates are invited to pro-
vide information that demonstrates
how they align with the attributes the
board seeks. As an example, candi-
dates are asked to respond in writing
to a series of questions based upon the
attributes stated in the board’s succes-
sion policy. (Candidates should be
advised in advance that their responses
will be published for the electorate.)
Publish Educational Q and A: The
candidates’ questions, which are also

By Richard Stringham, Senior Associate

framed to be educational, along with
each candidate’s responses (see the
next page for an example) are pub-
lished and readily accessible for the
electorate.

Advise Appointing Authority: If
board members are appointed by
someone other than the board, the
board advises the appointing authority
with regards to the attributes it seeks.
If the board has any ability to screen,
recommend, or prioritize candidates, it
does so on the basis of the desired at-
tributes.

Evaluate for Future Improvement:
When the board monitors its own per-
formance regarding its succession pol-
icy, it takes time to examine how well
the attributes it sought were consist-
ently the focus during the entire pro-

cess from recruiting to electing/
appointing. Based on that self-
evaluation, it determines improve-

ments for the next round of elections/
appointments.

Some board members may feel un-
comfortable with the idea of influenc-
ing the democratic process in any way.
Certainly, boards should never inter-
fere with the proper functioning of the
democratic process; however, provid-
ing the electorate with information
about what the board needs and giving
candidates an appropriate opportunity
to demonstrate their capabilities to
meet those needs is responsible demo-
cratic process. Of course, members of
the electorate are not obligated to fol-
low the board’s lead, but they cannot
even consider the board’s wisdom on
the matter if it has not been presented
to them. Only after the information has
been presented can the electorate
choose the governance it deserves!



Sample of Questions to Ask of Board Candidates
and to Publish for Voters’ Information:

1. The board, operating as a whole, recognizes its primary accountability to [identify the ownership].
Consequently, the board seeks to understand and bring the values of the broad ownership into the
board’s decisions.

a. What do you see as the challenges of understanding the broad and diverse views of our organi-
zation’s ownership?

b. What are your thoughts and/or experiences with regard to understanding the perspectives of
an audience such as our ownership?

2. The board’s job is to govern. As such it has chosen to use a system of governance in which it clearly
determines results the organization is to produce, for whom, and at what worth (Ends) and delegates
their achievement to the CEO while authorizing him/her, within pre-stated limits, to choose the
means of achievement. This frees the board to be proactive rather than reactive; primarily focused
on the future, rather than the past or present; and emphasizing strategic leadership, rather than ad-
ministrative detail.

a. What has been your experience in determining what future-based outcomes should be for an
organization?

b. What are the strengths you would bring to that process?

3. Asnoted above, the board’s governance system does not prescribe means to achieve the Ends. Con-
sequently, assuring that the organization achieves what it should and avoids what is unacceptable, is
neither about the board approving programs and activities nor about checking to see that such
activities were done. Instead, the board applies a high level of rigour in monitoring achievement of
Ends and ensuring that the CEO has complied with the board-stated limitations.

a. Have you had any comparable monitoring experience?

b. What would you bring to the process?

4. The board speaks with one voice. Translated this means that the board makes decisions and has
authority as a whole group, not as individuals. In practice, this means that board members are
expected to deliberate openly and candidly, seeking to understand diverse viewpoints. Yet when a
decision is made by majority rule, all board members respect the decision when speaking externally.

a. What has been your experience in deliberating in a diverse group?

b. If others were to describe how you operate in groups, what would they say?

Richard stringham was personally trained by John and Miriam Carver at the Policy Governance® Academy®". 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 co-
operatives, professional and voluntary associations and schools. Richard brings a combination of facilitation and
training skills, and knowledge of co-operative and agricultural organizations, in addition to his Policy Governance

skills. Richard has been a Senior Associate of the Governance Coach™ since 2005. He can be reached at Rich-
ard@governancecoach.com




A Few Good Ideas

By Rose Mercier

Boards that are committed to excellence
in governing will find different ways of
putting into practice the wise advice in
the other articles in this newsletter.
Here are a few good ideas that other
boards have used to increase the likeli-
hood that their recruiting efforts will
contribute to their ongoing effectiveness
as a board.

Directly Contact Nominees

One organization included committee
members’ contact information with the
information they produced for its call
for nominations. They did get calls and
emails from interested persons. Howev-
er, if a nomination was submitted by or
for someone that none of the committee
members had heard from, they immedi-
ately made contact with the candidate.
In every contact with potential candi-
dates, the committee encouraged people
to educate themselves about Policy Gov-
ernance” before the annual meeting
when the elections would be held.

Policy Governance® Orientation for
the Electorate

When board members are elected, pay-
ing attention to educating the electorate
can also pay dividends. While a board
may circulate and publish its desired
board profile, some boards feel that this
doesn’t guarantee that the message is
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totally understood. Another organization

I have worked with held at its annual
meeting an “all-comers” orientation to
Policy Governance for individuals cur-
rently running for the board, as well as
those who thought board service might
be in their future. It also opened the ori-
entation to any delegates new to the an-
nual general meeting.

Observe a Board Meeting

Another organization invited potential
board members to their board
“refresher” session to learn more about
Policy Governance® from an Academy-
trained facilitator and watched how
board members interacted — a kind of
simulation exercise. National, provin-
cial/territorial/state organizations could
consider opening a meeting for potential
candidates to observe a Policy Govern-
ance” board in action. As Confucius
wisely said, “I read and I forget, I see
and [ understand....” Boards that find
ways to help potential candidates under-
stand the role and processes of the board
will be well served.

Assign a Mentor

This same organization identified that
candidates were worried about knowing
what to do as a board member. They
decided to overcome this concern by
reassuring candidates that the board was
there to help them become comfortable
and effective as quickly as possible.
They supplied an educational package to
read over the summer and assigned a
“mentor” to each new member. It helped
them to reframe recruitment as the pro-
cess of finding someone to join their
board team and reach a point where they
were ready to contribute.

If your board wants to be proactive
about succession try some of these ide-
as, and discover and share others.

..in your areal!

As of this publication date,
a member of the Governance Coach
Team will be traveling to the following
areas in 2014:

January 8-9 Stony Plain, AB
February 13 Toronto, ON
February 21-23 Orlando, FL
February 26 North Bay, ON
February 27 Edmonton, AB
February 26-28 Ottawa, ON
April 4 Los Angeles, CA
April 7-8 Open Workshops!
Winnipeg, MB
June 10-12 Nemaska, QC
June 19-22 Minneapolis, MN
August 14 Toronto, ON
September 6 Cape Cod, MA
September 18 Edmonton, AB
October 20-23 Niagara Falls, ON
Open Workshops!

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
Executive Assistant

Tel: (403) 720-6282
Fax: (403) 720-8746

Email:
marian@governancecoach.com

Policy Governance” is a registered service mark of Dr. John Carver. Concepts referring to Policy Governance’in this newsletter are drawn from John and Miriam
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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When the Shoe Doesn’t Fit

It is a rare board that
hasn’t experienced hav-
ing someone that doesn’t
fit with the ideal it has
described in a profile and
who, in fact, is considerably less than ide-
al. Is this a case where “one bad apple
spoils the bushel”? It can be. How can a
board work with the “renegade,”
cynic” or “difficult person”

99 ¢

“contrarian,
so that he or she doesn’t compromise the
board ability to do its work effectively?
For the purposes of this article we’ll call
this person the “misfit.”

When the shoe doesn’t fit, the other mem-
bers of the board will need to act in the
organization’s best interests and stay an-
chored in their servant leader roles. A
board cannot let itself become the servant
of the misfit. The board must exercise
leadership.

The chief governing officer (CGO) will
play an important role. It is the CGO’s job
to ensure that the Board behaves consist-
ently with its own rules — this entails the
responsibility of identifying when a board
member is not following the board’s ap-
proved rules. When the Board has a misfit
in its ranks, good meeting facilitation
skills, application of rules of order and
sticking to the board’s approved Govern-
ance Process policies take on added im-
portance. The CGO may need to remind
the misfit of the board’s role (“No, the
board does not tell the CEO how to do her
job.”), the policy decisions it has previous-
ly approved, its code of conduct and the
way in which it delegates its authority. The
CGO may need to reinforce the CEO’s
authority to intervene when a board mem-
ber persists, for example, in showing up in
the organization’s office and demanding
time from the CEQO’s staff, or giving direc-
tions to the CEO or her staff .

The CGO can set the tone, but working
with the misfit member requires the board
as a whole to accept responsibility for its
success in governing. Board members need

to exercise moral courage in confronting
unproductive or counter-productive behav-
iour. Confronting another volunteer board
member is something that often makes
board members uncomfortable. After all —
this person is a volunteer. However, being
a volunteer does not give any board mem-
ber license to flout the policies which the
board has agreed it will follow. The
board’s Governance Process policies com-
municate appropriate behaviour and are a
powerful guide for board action when be-
haviour is not appropriate.

The board needs to remember that owners
expect it to govern effectively on their be-
half. A board that allows one of its mem-
bers to hold it hostage or be coerced into
defending its policies is not demonstrating
the leadership that owners expect and de-
serve.

A board also needs to be mindful of con-
fronting behaviour and not attacking the
person. I have worked with a board that
was deeply troubled by leaks of confiden-
tial information by one of their members.
While it was very uncomfortable, the
board held an executive session and con-
fronted the member by identifying specific
instances in which the individual’s behav-
iour was inconsistent with the board’s poli-
cies. Those policies outlined how its
members would act, the discipline that it
had previously agreed was appropriate in
such instances. The board also reiterated
the fact that all members had signed the
code of conduct at the beginning of the
term. The conversation was difficult but
the board was confident in its course of
action as it was following through with
policies they had previously agreed upon.

by Rose Mercier

As a result of this action, the credibility of
the board was enhanced in the eyes of the
association’s members.

A board will sometimes ask why it needs
policies that govern board members’ be-
haviour — after all, doesn’t everyone have
the best interests of the organization at
heart? Shouldn’t we trust everyone to “do
the right thing”? A board needs policies to
make explicit the values it expects to be
reflected in board behaviour. When the
shoes fit, it is easy to wonder why such
policies might be necessary. However, ask
the same question of a board for whom an
election, selection or appointment has
yielded a misfit member and you’ll be re-
minded of the power of policies.

Rose Mercier has been personally trained
in the theory and implementation of Policy
Governance by John and Miriam Carver at
the Policy Governance® Academy®™. She
has over 25 years experience in manage-
ment, program development, and leader-
ship training in non-profit organizations. A
Licensed associate in Effective Intelli-
gence® and a qualified practitioner with
Leading Organizational Change®, Rose has
a Bachelor of Physical Education and Mas-
ters of Business Administration. She has
authored a wide diversity of training manu-
als, facilitation guides and journal articles.

Rose, currently Board Chair of the Interna-
tional Policy Governance Association, has
been an Associate of The Governance
Coach™ since 2009. She can be reached
at rose@governancecoach.com.
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The Governance Coach™ on YouTube!

New Resources!
The Governance Coach™ is pleased to announce our new YouTube Channel. Tune in to see an overview

of our approach to coaching boards in Policy Governance® .

Our new series, The Governance Coach™ Presents includes two short videos: Monitoring, a brief look
at writing monitoring reports, and CEO Evaluation, a guide to the process of evaluating the CEO.

Y To access the videos, click on the following links:
0 u The Governance Coach http://tinyurl.com/m8knbqq

Monitoring http://tinyurl.com/kn75023

Tu h e Evaluating the CEO http:/ltinyurl.com/mf96rcp

EXPERT COACHING. PRACTICAL RESOURCES.
POLICY GOVERNANCE® OPEN WORKSHOPS

A board must be able to connect with and be accountable to those for whom it holds the organization in trust.
Policy Governance® enables the board to add real value by making the best use of the board’s valuable time,
creating the freedom for innovative thinking and providing a clear, rational separation of the roles of the
board and management.

Board education is a solid investment in securing these outcomes. The Governance Coach™ offers training at all
levels of experience and understanding of Policy Governance.® We provide an overview of the model,
advanced application seminars in monitoring, ownership linkage and future-focused agendas, and a forum for
board chairs and board chairs-elects. Please see inside for more information on each of our seminars.
Register today and invest in the well-being of your board.

April 7, 2014 Introduction to Policy Governance® Winnipeg, MB
For board members, staff and CEOs who want to explore the model

April 8,2014 Advanced Policy Governance® Winnipeg, MB
For Board members, CEOs and staff who have experience with Policy Governance®

October 22-23, 2014 Behind the Scenes of Policy Governance®

Niagara Falls, ON
For board administrators and board staff

0 Calgary, Alberta T2Z 2P5

The Governance coach” Phone 403.720.6282  Fax 403.720.8746
This publication is available online at
Jannice Moore & Associates Ltd. www.governancecoach.com

Editor: Marian Hamilton




