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DON’T “Make Work” –
Make
it Work
By Jannice
Moore

Experience-Based Practical Tips
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assess fact
if a reasonable.
reasonable interpretation of its
Second, they realize that monitoring can
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measurable evidence of having
achieved a reasonable interpretausually not like anything they’ve been
tion of Ends, and avoided a reasondoing prior to adopting Policy Governable interpretation of Executive
ance; they’re not exactly sure what to
Limitations.
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receiving their first reports, they are relucreceived from the CEO, the board
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Activity
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instead of eviDefinition
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1. Start with a focus on the metrics.

The primary focus should
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step inEnds,
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thus
not
definition
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NOT
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It is not necessary to
sarilydictionary.
on means.
begin a monitoring report with a list “I
interpret ‘this word or phrase’ of the
Well-written monitoring reports should
board’s policy as...” statements.” Creating
provide all the information boards rethat list
really can whether
be “make
work”. Conquire
to determine
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developing
interpretation
of theironpolicies
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explains
how
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options
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inspection
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available to procontext
of the
Start
vide
further
certainty
of
policy
compli‘making it work’ by writing
“Compliance
ance. Here are a few ideas to consider:
will be demonstrated when....” This wordIf the board has any concern about
ing gets
the CEOofinto
the mind set
of dethe veracity
a monitoring
report
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the
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that
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demonfrom the CEO, verifying the evistratedence
compliance.
Only
the reCEO
using either
anwhen
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or
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inspection
is
approknows what compliance will look like can
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properly plan how to achieve it. So
if there isis not
no “make
concernwork”
at all– it
this Even
interpretation
about monitoring information,
is “needed work” in order to develop an
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appropriate
plan for
achievement.
one or more
policies
for an externaldoes
reporta or
direct
inspection,
simHow
CEO
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that will demonstrate compliance with a
If the CEO knows the board may
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the itboard’s
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When
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one of the
these
alternate to
methods,
the
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still
requiresthat
develop new and elaborate metrics
the
CEO’s
interpretation
the organization would need toofputtheinto
policy. The first step is then to
determine as a board whether the
interpretation is reasonable. Alter-

place – another way to “make work” –
unless nothing currently exists that would
be able to demonstrate compliance .
A good place to start is looking at the
data the organization currently has available. What is measured or recorded by the
organization in the management area affected by a limitation?
Let’s assume a scenario where the organization owns a building or buildings and
has employees who are dedicated to
maintenance and service and the board
has an Executive Limitation that states,
“[The CEO shall not…] subject plant and
equipment to improper wear and tear or
insufficient maintenance.”. In this scenario it’s likely that there is an existing
schedule for the regular servicing of mechanical systems and some type of system for making repairs as needed.
An operational definition that took these
factors into account might be:
Compliance will be demonstrated when:
a. A rolling five-year plan and an annual maintenance schedule, consistent
with manufacturer and industry recommended guidelines, is in place for
all critical building components and
equipment, or, if such guidelines do
not exist, consistent with the frequency considered by responsible managers to be sufficient for the prevention
of undue deterioration and to protect
the normal life of the asset.
b. Review of a random sample of work
records confirms that the annual
schedule is adhered to.
c. At least 90% of routine work orders
submitted to Maintenance and Services are completed within 3 working
days and 100% of emergency work
orders are completed within 24 hours.
2. Describe the interpretations of the
policy that have been made
After determining the metrics, the CEO
needs to describe the interpretations of
the policy that are inherent in the
“Compliance will be demonstrated statement….” The CEO might write something like the following:
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I am interpreting “plant and buildings” to include essential building
components – roofs, exterior walls,
foundation, windows & doors, etc. as
well their mechanical systems – electrical, plumbing, heating, alarms;
equipment includes anything of material value, owned or rented, required
to maintain these systems or service
the operations, e.g., lawn tractors,
tools, photocopiers. I am interpreting
“improper wear and tear” to be use
that is inconsistent with the manufacturers’ or industry recommended
standards and” insufficient maintenance” to be a level of care that is
less than recommended standards or
ignores repairs that will materially
affect the life of an asset.
When the CEO actually writes the report
she will submit to the board, this statement about interpretations will likely
precede the description of the metrics.
3. Provide a rationale for why the interpretation and metrics are reasonable
This part of the operational definition is
often missing from monitoring reports we
review. The rationale explains why the
CEO chose the interpretations and metrics that are in the report. If the choice is
based solely on the CEO’s opinion of
what could or should be measured, it is
not a reasonable interpretation. That’s
like saying, ‘it’s reasonable because I said
so’. The CEO needs to justify her interpretations and metrics. A rationale with a
credible external reference is best. In this
scenario:
Are the interpretations and metrics
consistent with comparable organizations in the industry, with organizations with comparable budgets, published plant maintenance standards,
insurance standards, etc.?
Were they vetted by the local property
managers association?
In continuing with this example, the CEO
might write something like this:
This interpretation is reasonable because the use of a five year rolling

plan and an annual plan is standard
practice among [credit unions,
schools, hospitals, community living
organizations, etc.] within our region.
Further, our schedule for systems
maintenance is based on the frequencies provided by the original vendors
and updated with them every three
years. The standards (#days/%) for
routine and emergency repairs are
comparable to the standards used by
property managers of commercial
property within our municipality. It is
common practice in property management for managers to set levels of
maintenance and our managers are
all certified property managers.

Present Evidence
1. Provide a clear flow between the
interpretation (operational definition
Metrics and rationale) and the evidence.
By writing the compliance statement as
following– with (a), (b) and (c) sections,
the evidence supporting the metrics can
be written in corresponding sections. This
allows the board to easily assess whether
there is sufficient evidence of each element of the reasonable interpretation.
Sometimes it’s possible to put the interpretation and evidence in side-by-side
columns which makes understanding the
relationship between interpretation and
evidence easy to see. Remember: The
more explicitly that the evidence flows
from the metrics in the interpretation, the
more compelling the monitoring report.
The evidence that “matches” the above
interpretation might look something like
Figure 1.
2. Put evidence in context.
Another possible way to strengthen evidence is to put it into context. For example, in (c) above, the evidence could be
more convincing if there was comparative
data. Is the 95% rate of completion the
same, better or worse than previous
years? Context, as a rule, provides more
convincing evidence as shown in Figure
2.

Figure 1

Figure 2

Reasonable Interpretation

Evidence

A rolling five-year plan and an annual
maintenance schedule, consistent with
manufacturer and industry recommend
ed guidelines, is in place for all critical
building components and equipment, or,
if such guidelines do not exist, consistent
with the frequency considered by responsible managers to be sufficient
for the prevention of undue deterioration
and protect the normal life of the asset.

Internal review conducted May 1
confirmed that the five year rolling
plan and annual plan were updated
on January 1st and include the
following components:
Roof and external walls

2011

2010

% of regular
work orders
completed in 
3 days

95%

93%

94%

% of emergency work orders
completed in 
24 hrs

100 %

91.7 %

90 %

Windows and doors
Heating and cooling systems
Electrical
Plumbing

Review of a random sample of work
records confirms that the annual schedule is adhered to.

Review of a random selection of 20%
of work records for the past year
confirmed all regular maintenance
was conducted within 5 working
days of the scheduled time.

At least 90% of routine work orders sub
mitted to Maintenance and Services are
completed within 3 working days and
100% of emergency work orders are
completed within 24 hours.

Review of the 178 work orders for
regular maintenance issued in 2012
conducted in April, 2013 confirmed
that 95% were completed within 3
working days. There were only eight
emergency work orders and all were
completed within 24 hours.

Meaningful Monitoring

Summary

REALBoard Tool Kit Volume 1
The same guidelines are equally applica- Monitoring is critical to the board’s ability to be
ble to monitoring reports for Ends poli- accountable to owners. This book is designed
to address “real life” questions about the
cies.
Monitoring is a practice that has evolved
substantially over the past twenty years as
increasing numbers of organizations become more proficient in Policy Governance, and practitioners and consultants
continue to deepen their understanding
and develop new tools. This article highlights many of the guidelines we use today
to avoid “make work” activity and really
make monitoring work as it should.
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process of monitoring the CEO. How does a
board attend to this important task without
spending undue time doing so? Meaningful
Monitoring gives you practical tips, samples
and a variety of tools to make monitoring
easier and more meaningful!
$29.99 or 8 copies at $19.99 each ! Order
online at : www.governancecoach.com

Visit our estore at www.governancecoach.com
for information on knowledge products and
seminars.

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 management,
program development, and leadership
training in non-profit organizations. A Licensed associate in Effective Intelligence®
and a qualified practitioner with Leading
Organizational Change®, Rose has a Bachelor of Physical Education and Masters of
Business Administration. She has authored
a wide diversity of training manuals, facilitation guides and journal articles.
Rose, a member of the International 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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Advanced Policy Governance® Application
With Jannice Moore, The Governance Coach™

October 22, 2013

Ottawa, ON

9:00 A.M. - 4:00 P.M.
Residence Inn by Marriott 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!”

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

- Past Participant

The Power of Monitoring
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.
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








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







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













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

Contact the Residence Inn by Marriott at 1.877.478.4838
for special accommodation rates: quote The Governance Coach

Register September 1 for the Super Early-Bird Rate: $440
And receive a complimentary copy of Meaningful Monitoring !

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

- Board Chair

The How and Why of Different Sources of Monitoring
By Richard
Richard Stringham
Stringham
By
Boards using
using Policy
Policy Governance®
Governance® have
have
Boards
three
three options
options for
for methods
methods of
of monitoring
monitoring
compliance
with
policies:
a)
compliance with policies: a) Internal
Internal rereports generated
generated by
by or
or under
under the
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ports
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of the
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delegate responsible
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for the
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policy;
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generated
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often with
with the
the relevant
relevant
pendent
expertise (e.g.,
(e.g., an
an accountant
accountant for
for financial
financial
expertise
policies);
policies); or
or c)
c) direct
direct inspection
inspection by
by the
the
board
or
a
board
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or
board
memboard or a board committee or board member.
ber.

Interpretation
Interpretation –
– Always
Always the
the
CEO’s
CEO’s

Regardless of
of the
the method
method of
of monitoring,
monitoring,
Regardless
the
the mechanics
mechanics of
of developing
developing aa report
report are
are
remarkably
similar.
For
each
policy
remarkably similar. For each policy statestatement, the
the CEO’s
CEO’s interpretation
interpretation is
is required
required
ment,
along
along with
with justification
justification for
for why
why that
that interinterpretation
is
reasonable.
The
interpretation
pretation is reasonable. The interpretation
should be
be presented
presented as
as an
an operational
operational defidefishould
nition
nition providing
providing the
the monitoring
monitoring party
party with
with
aa clear
understanding
of
what
will
clear understanding of what will consticonstitute evidence
evidence of
of compliance.
compliance.
tute

The
The monitoring
monitoring party
party then
then proceeds
proceeds to
to
examine
evidence
of
compliance
against
examine evidence of compliance against
the
the CEO’s
CEO’s operational
operational interpretation
interpretation and
and
presents
its
evidence
to
presents its evidence to the
the board.
board. The
The
board assesses
assesses whether
whether or
or not
not it
it has
has rereboard
ceived
a
report
of
evidence
demonstrating
ceived a report of evidence demonstrating
compliance
compliance with
with aa reasonable
reasonable interpretainterpretation
of
the
board’s
policies.
tion of the board’s policies.

Monitoring by
by Direct
Direct Inspection
Inspection
Monitoring

If
If the
the board
board examines
examines the
the evidence
evidence itself
itself
either
as
a
whole,
via
board
either as a whole, via board committee,
committee, or
or
via board-appointed
board-appointed board
board member,
member, it
it can
can
via
be highly
highly confident
confident that
that the
the data
data it
it uses
uses to
to
be
assess
assess policy
policy compliance
compliance is
is valid.
valid. HowevHowever,
the
collection
of
such
data
challenges
er, the collection of such data challenges
the board’s
board’s resources
resources of
of time
time and
and experexperthe

tise, particularly
particularly for
for more
more complex
complex organiorganitise,
tise,
particularly for
more complex
organizations. Therefore,
Therefore, boards
boards typically
typically choose
choose
zations.
zations.
Therefore, boards
typically choose
this option
option less
less often.
often.
this
this option less often.

additional monitoring
monitoring
additional
board
board time
time or
or fees
fees for
for
tise.
tise.

External Monitoring
Monitoring
External

For
For policies
policies which
which require
require time
time and
and experexpertise
to
sift
through
the
data
(e.g.,
asset proprotise to sift through the data (e.g., asset
tection
policies),
the
board
may
choose
to
tection policies), the board may choose to
schedule
schedule regular
regular monitoring
monitoring reports
reports
from
an
external
source.
from an external source. Or,
Or, as
as we
we often
often
see
for
financial
condition
policies,
the
see for financial condition policies, the
board
board may
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to have
have quarterly
quarterly interinternal
monitoring
reports
prepared
nal monitoring reports prepared by
by the
the
CEO and
and an
an annual
annual external
external report
report prepreCEO
pared
pared by
by an
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independent, financial
financial auditor.
auditor.

An
An independent,
independent, external
external monitoring
monitoring
source
can
relieve
the
board of
of its
its time
time
source can relieve the board
challenge,
challenge, while
while providing
providing aa relatively
relatively
high
level
of
confidence
high level of confidence that
that the
the data
data used
used
in monitoring
monitoring is
is valid.
valid. The
The board
board should
should
in
carefully choose
choose its
its external
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ing
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independence from
from management
management to
to
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potential
conflicts
of
interest.
avoid potential conflicts of interest.
Particularly
Particularly for
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those policy
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through
and
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relevant
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an
an external
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an
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associated
cost
element,
which
again
tends
associated cost element, which again tends
to
to limit
limit the
the frequency
frequency of
of use
use of
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this method
method
by
boards.
by boards.

When to
to Consider
Consider Methods
Methods
When
Other
Other Than
Than Internal
Internal Reports
Reports from
from
the
CEO
the CEO

Reports
Reports generated
generated by
by the
the CEO
CEO or
or under
under the
the
CEO’s
authority
(which
are
viewed
by the
the
CEO’s authority (which are viewed by
board
as
identical),
are
the
result
of
experboard as identical), are the result of expertise
tise that
that knows
knows what
what data
data is
is available
available and
and
how
to
extract
the
relevant
how to extract the relevant data
data as
as evievidence. There
There is,
is, of
of course,
course, the
the concern
concern that
that
dence.
this
this is
is aa biased
biased source
source (although
(although the
the board
board
may
generally
rely
in
good
faith
on
may generally rely in good faith on reportreporting from
from the
the CEO,
CEO, unless
unless it
it has
has reason
reason to
to
ing
believe
otherwise).
In
addition
to
the
pobelieve otherwise). In addition to the potential
tential for
for bias,
bias, whether
whether intentional
intentional or
or othotherwise,
CEOs
or
their
subordinates
that
erwise, CEOs or their subordinates that
create
reports
can
make
errors.
create reports can make errors.
On behalf
behalf of
of the
the ownership
ownership it
it represents,
represents,
On
how
how much
much monitoring
monitoring risk
risk is
is the
the board
board
willing
to
accept?
For
policies
willing to accept? For policies such
such as
as aa
limitation
regarding
CEO
compensation,
limitation regarding CEO compensation,
the board
board may
may deem
deem the
the level
level of
of selfselfthe
interest
interest high
high enough
enough to
to warrant
warrant monitoring
monitoring
by
a
source
other
than
the
CEO. For
For some
some
by a source other than the CEO.
policies,
non-compliance
has
greater
conpolicies, non-compliance has greater consequences
sequences than
than others,
others, so
so knowing
knowing with
with
greater
certainty
whether
there
greater certainty whether there is
is complicompliance is
is more
more critical.
critical. Consequently,
Consequently, the
the
ance
board
board must
must weigh
weigh the
the potential
potential risk
risk of
of ininaccurate
monitoring
against
the
cost
accurate monitoring against the cost of
of

methods, either
either in
in
methods,
independent
independent experexper-

The board
board may
may also
also choose
choose to
to have
have exterexterThe
nal
nal reports
reports or
or direct
direct inspections
inspections conducted
conducted
less
frequently
than
annually.
less frequently than annually. For
For example,
example,
it may
may choose
choose to
to engage
engage an
an external
external human
human
it
resources
resources expert
expert to
to audit
audit compliance
compliance with
with
its
treatment
of
staff
policies
its treatment of staff policies every
every three
three
years while
while using
using internal
internal reporting
reporting for
for
years
monitoring
in
the
intervening
years.
monitoring in the intervening years.
The choices
choices of
of frequency
frequency and
and methods
methods of
of
The
monitoring
monitoring belong
belong to
to the
the board.
board. Boards
Boards
always
have
the
choice
of
always have the choice of changing
changing their
their
monitoring schedule
schedule or
or of
of requiring
requiring aa spespemonitoring
cial
cial monitoring
monitoring report
report using
using the
the method
method of
of
their
choice.
Doing
so
is
a
part
their choice. Doing so is a part of
of their
their
duty of
of care
care on
on behalf
behalf of
of their
their ownership.
ownership.
duty
Richard Stringham was
was personally trained
trained
Richard
Stringham
Richard Stringham
was personally
personally trained

by John and
and Miriam Carver
Carver at the
the Policy GovGovby
by John
John and Miriam
Miriam TM
Carver at
at the Policy
Policy Governance®®® Academy
AcademyTM
He holds
holds aa B.Sc.
B.Sc. in
in
TM.. He
ernance
ernance Academy . He holds a B.Sc. in
Agriculture
from
the
University
of
Manitoba,
Agriculture from
from the
the University
University of
of Manitoba,
Manitoba,
Agriculture
and is aa Professional
Professional Agrologist. He
He has over
over
and
and is
is a Professional Agrologist.
Agrologist. He has
has over
twenty years
years of
of experience
experience as
as aa manager,
manager,
twenty
twenty years of experience as a manager,
educator and
and consultant,
consultant, including
including senior
senior
educator
educator
and consultant,
including senior
level management
management in
in an
an organization
organization using
using
level
level management ®in an organization using
Policy Governance
Governance®®.. Clients
Clients include
include associaassociaPolicy
Policy Governance . Clients include associations at the
the provincial and
and national levels,
levels, as
tions
tions at
at the provincial
provincial and national
national levels, as
as
well
as
co-operatives,
professional
and
volunwell as
as co-operatives,
co-operatives, professional
professional and
and volunvolunwell
tary
associations
tary
associations
tary
associations
and schools.
schools. RichRichand
and schools. Richard brings
brings aa combicombiard
ard brings a combination of
of facilitation
facilitation
nation
nation
of facilitation
and training
training skills,
skills,
and
and training skills,
and knowledge
knowledge of
of
and
and knowledge of
co-operative
and
co-operative
and
co-operative
and
agricultural organiorganiagricultural
agricultural
organizations, in addition
addition
zations,
zations, in
in addition
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Board Chair Forum on Policy Governance®

September 27-28, 2013 9:00 A.M. – 4:00 P.M.
The International Hotel, Calgary, AB

This limited registration forum is an opportunity for the “Chief Governance Officer” –
Board Chair, as well as the Vice-Chair and those being prepared for board leadership
positions – to learn practical methods of providing leadership to your board, and network with the Chairs of other boards using Policy Governance ®. The first morning and
the second day will be led by Jannice Moore, The Governance Coach™.

You will discover:












Some practical tips and strategies to use in developing effective
ownership linkage

How to lead your board in planning an effective “enrichment strategy”
Ways to lead the development of “future-focused” agendas

What you should expect from your CEO in a monitoring report

How to lead the board in effectively assessing monitoring reports
Appropriate ways to use an audit committee
How to conduct the annual CEO evaluation

Strategies for board self-evaluation to enhance your accountability and risk
management
Practical ideas for ensuring your policies adequately address risk

Jannice Moore
The Governance Coach™

How to use your policies to help you solve problems
Answers to your specific questions and issues

A special afternoon session on day one will be led by Pat Knoll, Q.C. Pat is a law professor,
and a registered parliamentarian in both Canada and the US. He will provide a lively, interactive overview of various rules of order for business meetings, including Robert’s Rules, as well
as lesser-known authorities. This session will include a review of all the major procedural
tools for efficient decision-making.

“There is a pro-active means to achieve
change at the board level…this has been
- Past Participant
very energizing!”

“The concept of board self-evaluation
was new and excellent”

- Past Participant

Contact the International Hotel at 1-800-661-8627

Pat Knoll, Q.C.

for special accommodation rates: quote The Governance Coach

Register by September 1 for the Super Early-Bird Rate: $1,120
Register Today!

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

Policy Governance® and Administration:

Behind the Scenes
of a Successful Board
October 23-24, 2013
9:00 A.M. – 4:00 P.M.
Residence Inn by Marriott Ottawa, ON
Networking Breakfast at 8:30 A.M. Lunch provided.
Contact the Residence Inn Hotel at 1-877.478.4838
for special accommodation rates:
quote The Governance Coach

Who Should Attend?
Executive Assistants, Board Secretaries, Board Assistants and other Administrative
Staff who wish to successfully support and enhance their board’s activities.
Discover the relevance of specific Policy Governance principles for your supporting role!
Your Backstage Role in Policy Governance smoothes the way for a board to govern effectively, rather
than focus on the details of the processes.
Boards with administrative support staff who themselves have a solid understanding of Policy
Governance®, and who proactively handle the logistical details of policy housekeeping, governancefriendly board materials, and agenda detail are much more effective in using the model. This
two-day workshop will teach you how to:








Master the details of policy housekeeping
Support the board’s linkage with owners
Simplify processes for monitoring the CEO
Help the board stay out of the kitchen
Support the board’s agenda planning process more effectively
Support the board’s development and self-evaluation
Create a governance information system to support the board’s
work

Loved all the teaching tools and
the variety of interaction and
lecture. There was so much good
content, I will have to come
back!”

- Participant

Participants receive a reference manual that includes practical tools for agenda planning, managing
board documents, supporting the board in monitoring, self-evaluation and more !
Here’s what past participants have to say about this workshop:
“I think I finally get Policy Governance® !

Contact us for a Full Brochure!

Register by September 1 for the Super
Early-Bird Rate: $800
Register Today!

Email: marian@governancecoach.com
Or call (403) 720-6282
Beautiful Downtown Ottawa with lots of shopping and theatre!
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Are You Missing The Big One?
By Jannice Moore

Monitoring the Largest Executive Limitation

clude in its monischedule
Because the largest Executive Limitation – toring
regarding
the
Genthe “General Executive Constraint” – is
eral
Executive
the largest “bowl” in the cascading policy
sizes, it must be large enough to “contain” Constraint the proall of the lower-level Executive Limita- vision that it will
tions. Consequently, it is often the most require monitoring
poorly monitored of all policies. Some- of this specific area
times, it is entirely missing from the moni- of lawfulness at a given frequency. A
toring schedule, under the mistaken as- board has the prerogative to monitor any
sumption that if the board has monitored policy at any time. Most boards underall of the lower-level Executive Limita- stand that this prerogative includes the
tions, its job is complete. If it is moni- right to monitor any stated sub-part of a
tored at all, the monitoring is often a very policy. However, it may not be as clear
cursory affair. Due diligence requires that that the prerogative extends to any specifthe board monitor this policy as thorough- ic application of a policy.* If your board
has not had this clarity, it might be wise
ly as all others.
to consider amending your policy regardIs everything included in lower-level ing monitoring the CEO to specifically
state this prerogative.
For example,
policies?
If the board had comprehensively included “Upon the choice of the Board, any poliits further expectations regarding every- cy, including any part of a policy or any
thing included in the General Executive specific application of a policy, can be
Constraint, that assumption would be true. monitored by any of the above methods
However, very rarely is that the case. [referring to internal report, external reWhile the CEO may at times be able to port or direct inspection] at any time.”
justify a reasonable interpretation that the The monitoring schedule might then conboard has comprehensively addressed fur- tain a provision that the General Executher levels of its expectations regarding tive Constraint will be monitored annualavoidance of imprudent and unethical situ- ly, except that lawfulness related to Treatations in lower-level policies, most boards ment of Employees will be monitored
also include a provision prohibiting un- twice a year, or that the General Execulawful situations. (Even if a board doesn’t tive Constraint will be monitored annualuse the word “unlawful” or “illegal,” such ly, always including specific monitoring
activities would almost always fit under regarding the lawfulness of Treatment of
the provision not to be “imprudent.”) Employees. Of course, the board can also
Since a given action or situation is either choose to monitor any part or specific
lawful or unlawful it is unnecessary for a application of the policy at a time other
board to further specify in lower-level than specified in the routine schedule.
policies that the CEO should avoid violating a particular law; such a statement External monitoring of compliance
could conceivably give rise to an interpre- with the proscription against
tation that it is OK to ignore some laws, “unlawful” situations
but don’t ignore this one! As a specific One way to monitor this constraint is for
example, if the General Executive Con- the board to schedule external monitorstraint proscribes unlawful actions or situ- ing, for example, requesting outside legal
ations, a board need not further specify in counsel to regularly choose an area of
a lower-level Executive Limitation on organizational activity at random, or an
Treatment of Employees that the CEO area specified by the board, and check for
shall not violate the provisions of labour any unlawful activities. As John Carver
law, since such a violation would never be has stated, “if the CEO knows that lawconsistent with a reasonable interpretation fulness checks will occur with either a
periodicity or a target topic he or she does
of avoiding “unlawful” behaviour.
not control, the board can be pretty confident the monitoring system is doing its
What about specific laws?
However, a board may be particularly job.”**
concerned about the possibility or conse- Another more specialized area in which
quences of contravening labour law, or it the board might choose to request extermay simply worry that the board itself nal monitoring would be issues of lawfulmay forget to monitor this particular as- ness and/or business and professional
pect of law. If so, the board should in- ethics specific to finance. In this case,
the board could request the external fi-
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nancial auditor to do a random periodic
check and/or include specific audits related to compliance with financial regulations. In light of increasingly stringent
regulations for listed companies, this type
of audit will become more important.
Internal monitoring report regarding the proscription against
“unlawful” situations
If the board chooses to monitor the General Executive Constraint by internal
report, what might that report include?
As always, the CEO is expected to provide a reasonable interpretation of the
policy – an “operational definition” that
includes the metrics by which compliance will be measured, along with justification for why the interpretation is reasonable. In other words, how will the
CEO know that there is compliance with
the policy so that he or she can provide
that evidence to the board? One possible
interpretation is provided in the example
on page 6 always remembering that the
CEO can provide any reasonable interpretation, and this example certainly is
not the only reasonable possibility.
*I am indebted to John and Miriam Carver for providing this clarity in personal correspondence September
2, 2012.
**Carver forum, June 19, 2001, “Monitoring performance” thread. [Note: this forum is no longer active.]
***Note that when the CEO obtains evidence from
external sources contracted by the CEO, that evidence is contained in the “internal” report, because
the external source did not report directly to the
board.

Jannice Moore, President of The Governance
Coach™ has over thirty years experience as a
manager, planner, consultant and educator
and was personally trained by John Carver at
the Policy Governance® AcademySM. She has
assisted hundreds of boards in a variety of
fields to implement the Policy Governance
model. She has a Masters degree in Health
Services Administration from the University of
Alberta. Jan is author of the book Governance for Health System Trustees, published
by the CHA Press, as well as the Policy Governance Toolkit series, and is a regular author
in Board Leadership,
published by JosseyBass. She is a past
Chair of the board of
the International Policy
Governance® Association and is currently
Chair of the board of
Wycliffe Canada.

Example Monitoring Report
The Chief Executive Officer shall not cause or allow any practice, activity, decision, or organizational circumstance that
is either imprudent, unlawful, or in violation of commonly accepted business and professional ethics.

INTERPRETATION:
The board has addressed all major areas of organizational risk in Executive Limitations policies. In addition to the evidence provided for those policies, I have further interpreted “imprudence” to include practices that could be identified as
such through an audit by an external expert related to the area of focus of a department.
The board has also to some degree interpreted “commonly accepted business and professional ethics” in subsequent
Executive Limitations policies, but I have further interpreted this statement to include the currently published Code of
Conduct of the Organization of Our Industry. I interpret “unlawful” to mean contrary to any municipal, state or provincial,
or federal law and/or regulation that applies to our organization. This includes human rights, employment, and corporate law, as well as The Public Organizations Act and Regulations under that Act. The following is a comprehensive list
of the laws that specifically apply to our organization, vetted by our legal counsel as current as of [date]:
[list laws]
Compliance will be demonstrated when:
a. An external legal audit at least every three years finds no instances of violation of any of the laws listed above or of
the Code of Conduct of the Organization of Our Industry. Legal counsel provides an annual update on any legislative changes, and conducts an audit annually on compliance with any changed legislation. Three years is a reasonable time frame in that it is regularly scheduled but not so frequent as to burden our budget. A greater frequency
would mean having to divert organizational resources from Ends achievement. Annual confirmation that the list of
applicable laws is current and audit of the changed areas provides for greater assurance. **
b. An audit of two departments annually on a rotating basis, conducted by a qualified external expert in the specific
area of the department’s focus, identifies no material issues related to imprudent practices, or behaviour inconsistent with commonly accepted business and professional ethics. This is a reasonable interpretation as it provides
the board with the opinion of qualified external experts, and addresses all organizational components over the
course of several years, without imposing an unreasonable cost burden on the organization.
c.

There is a policy and process in place that permits employees to report unlawful or unethical practices to an anonymous third party without fear of retribution. Such a policy provides assurance that employees who may be aware of
unlawful or unethical practices have a safe avenue to report them.

d. Reports from the third party provider of the above reporting service verify that there have been no substantiated
claims by either staff or consumers of unlawful or unethical actions or activities.

EVIDENCE:
a. Two years ago we conducted an internal legal audit to identify all industry-specific laws and regulations to which the
organization is subject. Our internal legal counsel then verified that we were in compliance with all legal requirements. In the last year, legal counsel confirmed that there have been no changes to legislation.
b. Two internal departments were audited in the past year by external consultants. The Human Resources department was audited by an expert from Company Y who specializes in Human Resource matters. The Communications Department was audited by Company C, a nationally recognized communications firm. There were no issues
identified related to imprudent practices, illegal actions, or business and professional ethics.
c.

A review of our poslicies, which are also available on our website, conducted in March of this year, verified that
there is an internal “whistleblower” policy in place that permits employees to report unlawful or unethical practices to
an external contracted agency, who in turn notifies the CEO or board, depending on the issue.

d.

A report from the external agency indicated that there were no substantiated claims by either staff or consumers of
unlawful or unethical actions or activities during the past year.
REALBoard Online Learning Modules !
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. Visit our website at
www.governanecoach.com for a free trial of module one… Boards and Owners!
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An Introduction to Policy Governance®

October 21, 2013

Ottawa, ON

Residence Inn by Marriott
9:00 A.M. – 4:00 P.M.
Networking Breakfast at 8:30 A.M.

Lunch provided

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
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.

“This session provided a good
“over-all” understanding of
Policy Governance® . The

Join us for an informative and
educational seminar !

Contact the Residence Inn Hotel at 1.877.478.4838
for special accommodation rates:
quote The Governance Coach Workshop

networking was great!”
- Participant
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Register by September 1 for the Super Early-Bird Rate: $400

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

! !
erridnegrin g
2 2
dO
r
m m
.accohm
.com
O
t
t
ch
nnien
0..762208.628
a
h.accoh.co om
e
2
o
o
i
7
c
c
ac
.
n
e
e
o
o
3
3
e
e
c
c
c
c
0
0
v
v
.c
n
n
e
e
m
4
4
n
n
a
a
c
c
o
t
t
o
o
cn
ane a
C C
ronvern2
aecnrhn.a
oach
e
e
n
c
v
n
r
e
a
e
o
o
o
!
c
o
v
v
g
g
g
@
goc.egco vernan
628 w
elyetpehleph
iearanirn
ian3@
n.awnw
y tb
artrdm
.720.at owvaw
rw
O
e
m
t
.go
t
0
® ®
t
n
4
… b…
a
a
e
t
i
e
e
g
rns@
nilmail one a -stio
or e at www
eae
t
v
m
a
n
e
r
o
e
e
h
r
a
y
y
r
r
C
p
®
o
b
b
t
u
u
m
e
l
… … by te visiatvio
lsait o
r e -s
®
… ...b
oyr..e.omr i r visit ou
…
...o

ecses
c
r
r
u
u
ess
c
eRseosoou
e
r
c
R
r
cnece eRseosu
n
a
a
nr n nceR
voevre
o
ace
n
G
G
r
a
y
y
e
c
c
v
n
REALBoard
REALBoard
Tool
Tool
r
li v
o
e
G
PoPlioiG
y
REALBoard Tool Kits™
co

l
o
y
P
c
i
l
Po

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
of monitoring
the
aaboard
attend
monitoring
monitoring
the CEO.
theCEO.
CEO.
HowHow
How
doesdoes
does
a board
board
attend
attend
to thisto this
to this
important
without
spending
undue
time
important
important
task without
tasktask
without
spending
spending
undueundue
time
doing
time
doing
so? so?
doing so?
$29.99
each
$29.99
$29.99
eacheach

Credits
Credits

Credits

®
PolicyPolicy
Governance
Governance
is a ®registered
is a registered
service
service
mark mark
of Dr.ofJohn
Dr. Carver.
John Carver.
Concepts
Concepts
Calgary, Alberta T2Z 2P5
®
®
Policy
Governance
is a® in
registered
mark
Dr.
referring
referring
to Policy
to Policy
Governance
Governance
this
innewsletter
thisservice
newsletter
are
drawn
areofdrawn
fromJohn
from
JohnCarver.
and
John and
PhoneCalgary,
403.720.6282
Fax
403.720.8746
®
Calgary,
Alberta
Alberta
T2Z 2P5
T2Z 2P5
Concepts
referring
to
Policy
in on
thistheir
newsletter
are
drawn
Miriam
Miriam
Carver’s
Carver’s
published
published
works,
works,
as Governance
well
asas
well
dialogue
as dialogue
on internet
their internet
forum,
forum,
jannice@governancecoach.com
www.governancecoach.com
from John and Miriam Carver’s published works, as well as dialogue on
Phone
Phone
403.720.6282
403.720.6282
Fax 403.720.8746
Fax 403.720.8746
conversations
conversations
with them
with them
and personal
and personal
experience
experience
with the
withmodel.
the model.
Material
Material

This This
publication
publication
is available
is available
online
online
at at

their internet forum, conversations with them and personal experience

innewsletter
thisthe
newsletter
may be
may
copied
be copied
for this
non-commercial
fornewsletter
non-commercial
use as
use
long
as as
long
proper
as nonproper
model.
Material
in
may
be
copied
for
This publicationwww.governancecoach.com
is available
online at www.governancecoach.comin thiswith
www.governancecoach.com
creditcommercial
credit
is attributed.
is attributed.
use as long as proper credit is attributed.
Editor:
Marian
Hamilton
Editor:
Editor:
Marian
Marian
Hamilton
Hamilton

11

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 elect. Please
see inside for more information on each of our seminars. Register today and invest in the well-being of your board.

September 27-28, 2013 Board Chair Forum Calgary, AB
For board chairs and board chairs-elect

October 21 , 2013 Introduction to Policy Governance Ottawa, ON
For board members, staff and CEOs who want to explore the model

October 22, 2013 Advanced Policy Governance® Ottawa, ON
For Board members, CEOs and staff who have experience with Policy Governance®

October 23-24, 2013 Behind the Scenes of Policy Governance®
For board administrators and board staff

