he CarverGuide Series on Effective Board
PoLICY Governance provides succinct explana-
tions of key aspects of the Policy Governance™"*
model of board leadership. Policy Governance,

GOVERNMANCE

MOoDEL an empowering and fundamental redesign of

the board role, emphasizes values, vision,
empowerment of both board and stafT, and the
strategic ability to Iead leaders., Under Policy Governance, a board crafls its
values into policies of four types: ends, executive limitations, board-executive
linkage, and governance process. Excepl for what belongs in bylaws or
enabling statutes, these categories of board policy contain everything the
board has to say aboul values and perspectives that underlie all organiza-
tional decisions, activities, practices, budgels, and goals. Because values per-
meate and dominate all organizational life, redesigning policy in this way
presents the most powerful lever for expressing board leadership.

L

~ ENDS: The board defined which human needs are to be met, for whom, and
at what cost. Written with a long-term perspective, these mission-related

policies embody the board’s long-range vision.

EXECUTIVE LIMITATIONS: The hoard establishes the boundaries of accept-
ability within which staff methods and activities can responsibly be left to

stall. These limiting policies apply Lo staff means rather than ends.

BOARD-STAFF LINKAGE: The board clarifies the manner in which it dele-
gates authority to staff as well as how it evaluates staff performance on pro-

visions of the ends and executive limitations policies.

GOVERNANGCE PROCESS: The board delermines its philosophy, its account-
ability, and specifics of its own job. The effective design of its own board
pr-ocesses ensures that the board will fulfill ils three primary responsibilities:
maintaining links to the ownership, establishing the {our categories of writ-

ten policies, and assuring executive performance.

* Policy Governance™ is a service mark of John Carver.
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CARVERGLIDE

Board members can be successful strategic leaders if they nurture
their sense of group responsibility. All members must participate in
the discipline and productivity of the group. All members must be
willing to challenge and urge each other on to big dreams, lucid val-
ues, and fidelity to their trusteeship. All members must cherish
diversity in viewpoints as well as the challenge of reaching an
unambiguous, single board position derived from that diversity. All
members must strive for accountability in the board’s job, confident
that if quality dwells in the boardroom, the rest of the organization
will take care of itself.

Each board member carries important individual responsibili-
ties in this pursuit of quality. These responsibilities are often writ-
ten as a job description for board members. In this CarverGuide, we
will describe the essentials of the board member’s job, as determined
by the Policy Governance model. But first, to make the job fully
understandable, we must examine the board’s governance process.

The Governance Process

Board members, not staff, are morally trustees for the ownership
and, consequently, must bear initial responsibility for the integrity
of governance. A board’s relationship to those who, in a moral if
not legal sense, own the organization is its primary relationship—
far outweighing the board’s relationship to its CEO and staff. It is
out of the board’s obligation to act on the behalf of this larger group
that the board’s job springs.
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Hence, the point of departure for defining the board’s job is in
terms of making sure something happens on behalf of the owner-
ship, not in terms of what the board does about internal organiza-
tional matters. For example, the board does not exist to help the
staff, but to stand in for the owners. The board does not exist to sup-
ply auxiliary skills to the staff.

Board members can help staff, of course, but it is crucial to
remember that such help is not why the board exists; that is, help-
ing staff is not the purpose of governance. Such help to staff should
be by board members as individual volunteers in order to make use
of board members’ valuable aid without compromising the integrity
of governance.

The board’s proper exercise of owners’ authority is the begin-
ning of accountability. The board cannot escape its personal
responsibility for its own development, its own job design, its own
discipline, and its own performance. Primary responsibility for
board development does not rest in the chief executive, staff, fund-
ing bodies, or government. ‘

It is inviting to rely on the chief executive to provide motivation
for a board. This scenario frequently extends further than the provi-
sion of an occasional motivation “fix.” It often extends as far as spoon-
teeding. No matter how well the executive tells the board what to do
and when to do it, governance cannot be excellent under these con-
ditions. Going through the motions, even the “right” motions, is fake
leadership that transforms a chief executive into a baby-sitter. Only a
deluded board waits for its CEO to make it a good board.

As a board sets out to fulfill its trusteeship, its most immediate
responsibility is to deal with the implications of being a group.
Indeed, this hurdle can easily keep a board from attending to other
responsibilities. Boards are fraught with extensive interpersonal
dynamics as is any other group of human beings. We want to per-
suade the reader that taking time to design a sound governance
process, before the process becomes personalized, is the greatest
safeguard against the debilitating effects of unfortunate interper-
sonal dynamics. A sound design of the board’s job will assure good
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governance even more than picking board members who are per-
fectly intelligent, communicative, assertive, and mentally healthy!
In other words, you cannot overcome bad design with good people.

Carefully designing areas of board job performance will pro-
foundly channel the interpersonal process of a board. For example,
job design influences the types of conflict that will be experienced
and whether members will follow a commonly proclaimed disci-
pline or their individual disciplines. Diversity is directed toward
some areas and muted or eliminated in others. Clarifying tasks and
off-limits topics helps to depersonalize subsequent struggles when
different individuals have opposing views about the appropriateness
of an issue for board discussion.

A sound, codified governance process can ameliorate jockeying
for power, control of the group through negativism, and diversion
of the board into unrelated topics. One way in which the board
participates in good process is by establishing explicit policies con-
cerning the topic in the governance process category. The chair-
person can then preserve the process by referring to board policy,
which is easier and more legitimate than invoking disciplinary
measures on the basis of his or her individual sense of what should
be. Board members expect too much of the chairperson, for exam-
ple, when they ask him or her to save the board from being held
hostage by its most controlling member. Each member has the right
to want to run things or never to budge. But, as a body, the board
does not have the right to allow these individual proclivities to
destroy the process.

Though the chairperson bears particular responsibility with
respect to governance process, the entire board cannot avoid its
share of responsibility. In other words, the existence of a chairper-
son does not relieve other board members from contributing to the
integrity of the process. If the board as a whole does not accept
responsibility for the governance process, the best the chairperson
can achieve is superficial discipline. Moreover, board discipline
achieved by virtue of the chairperson alone can easily be lost when
the office turns over.
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Construction of governance process policies begins with consid-
eration of the board’s overall reason for existence, because the ulti-
mate test of process is whether this reason is fulfilled. So the board’s
“megaproduct” is the bridge that translates between those to whom
the board is accountable and those who are accountable to the board.

Developing an effective governance process begins with clarifi-
cation of the specific contributions of this bridge between owners
and producers. Before we can intelligently design a governance
process, we must be sure of what the board exists to accomplish:
“form follows function.” Appropriate practices are determined on
the basis of the accomplishments expected. The board job descrip-
tion is thus the central factor in the governance process.

The Basic Board Job Description

Unfortunately, almost all published definitions of the board’s job are
staternents of activities or methods: approve budgets, make policy,
oversee finances, participate in discussion, hire the CEO, read mon-
itoring reports, listen to input, review plans, read the mailings, learn
to read financial statements, become better communicators, attend
meetings, keep minutes, call on donors, and so on ad infinitum. It
is not that these oft-prescribed engagements are wrong, but using
activities as the beginning point for describing the board’s job actu-
ally sabotages board leadership. It is possible for boards to carry out
all the activities prescribed by the conventional wisdom and still
fail to fulfill a useful organizational role.

Policy Governance requires the board's job, just like the CEO’s
job, to be described by its “values added,” or, if you will, job prod-
ucts, rather than by its types of busy-ness. How is the organization
different because this job exists? What does this job contribute? In
describing job contributions, we speak of job “products” simply to
keep before us at all times the output aspect of work rather than the
activity aspect.

A governing board can make any number of contributions to its
organization. But the choice of those board outputs should not be
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merely a laundry list of board member interests. Nor will responsible
board leadership be achieved by accepting by rote the usual list of
board activities handed down by traditional practice. We must craft
a more effective blueprint than either chance or conventional wis-
dom can give us. Let us introduce our own definitions of responsi-
bility and accountability in order to address this need for a blueprint.

No one argues against individuals taking responsibility for their
individual actions. José is responsible for his contributions to the
organization. Sally is responsible for hers, and so on. But suppose
José and Sally work under the supervision of Maria. Maria, just like
any other individual, is responsible for her contributions to the
organization. Yet Maria is responsible for the work output of José
and Sally as well as her own. That extra burden went along with
Maria’s accepting the job of supervisor.

Let’s say that Maria and some others at her level report directly to
the CEO, Jill. Jill is responsible for her own contributions to the total
just like everyone else. Yet Jill is also responsible for the output of the
entire organization of workers. At each level of organization, a worker
bears what we might call simple responsibility for his or her own
behavior but also bears a cumulative responsibility for all workers
under his or her purview. At each level of management, the manager
needs to be very aware of his or her cumulative responsibility—for
that is the total output that his or her supervisor is looking at. In other
words, a manager is responsible for producing something himself or
herself, but the greater importance is the production of the entire
organization part over which he or she has been given authority.

We will refer to the simple, direct responsibility for one's own
work as “responsibility.” We will refer to the bottom-up accumula-
tion of responsibility for others’ work together with one’s own as
“accountability.” We realize that other definitions can be given to
these words, but whatever words are used, we definitely need to dis-
tinguish between these two concepts.

In this way, it can be seen that the board has “accountability”
for the entire organizational behavior—often referred to in normal
discourse as “ultimate accountability.” But the board’s own job
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within that undoably large challenge—its “responsibility”—must
be designed very carefully. The aim is to construe the board’s
responsibility (its job description) so that if it is carried out accept-
ably, the board’s accountability is fulfilled.

Another way of stating this is that most of what a board is
accountable for is out of reach, too complex and expansive for the
board to touch directly. Most organizational decisions, for example,
are “hands-off " matter for the board by necessity even if not by
choice. But the responsibility of the board is the doable, “hands-on”
piece of the total from which we must design board meetings, seek
“matches” and skills in recruiting new members, and thus differen-
tiate the board’s job from everyone else’s.

Whatever a board delegates to its CEQ, then, is removed from
the board’s own responsibility, though clearly it remains accountable
for it. By sheer necessity, most decisions in an organization are del-
egated away from the board. Indeed, because the board’s leadership
is so critical, it is best to delegate everything that can be delegated
in order not to dilute the few unique contributions that can be made
only by the board. Only three products cannot be delegated by a
board. These form an irreducible trio applicable to all governing
bodies, a short list but constructed so that the board’s accountabil-
ity for the total is not circumvented in the name of simplicity.

If accomplished, these direct job responsibilities of the board
ensure the board’s overall accountability as well. Thus, differentiat-
ing between the “hands-on” and “hands-off” aspects of the board’s
obligation saves the board from acting as if everything is its job. Let
me summarize the job products of the board:

1. The board’s first direct product is the organization’s linkage to the
ownership. The board acts in trusteeship for “ownership” and
serves as the legitimizing connection between this base and
the organization.

2. The board’s second direct product is explicit governing policies.
The board has the obligation to fulfill fiduciary responsibility,
guard against undue risk, determine program priorities, and
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generally direct organization activity. A board can be account-
able yet not directly responsible for these obligations by set-
ting the policies that will guide them. The values and
perspectives of the whole organization can be encompassed by
the board’s explicit enunciation of broad policies if those poli-
cies follow a few simple principles.

3. The board’s third direct product is assurance of executive perfor-
mance. The board is obliged to ensure that the staff faithfully
serves the board’s policies. If the CEO continually fails to ful-
fill these explicit expectations, the board is itself culpable. The
board has no choice but to take the steps necessary to remedy
the situation. Although the board is not responsible for the
performance of staff, it must ensure that staff (as a whole, not
individually) meet the criteria the board has set. In this way,
its accountability for that performance is fulfilled.

These three undelegable job contributions are the unique responsi-
bilities of a governing board—unique because only the governing
body can contribute these products. The board may add other prod-
ucts to this list, but it cannot shorten it and still responsibly govern.

You will notice that the board’s job outputs are always means as
opposed to ends. (Ends, remember, are direct statements of what
consumer results are to be achieved, for which consumer groupings,
and at what worth.} This should not be surprising inasmuch as the
organization does not exist to have good governance. Good gover-
nance exists to describe and assure a good organization. While it is
the staff’s job to creare the outputs of a good organizational perfor-
mance, it is the board’s job to define them.

Exhibit 1 depicts a policy drafted at one time by the board of the
United States Cycling Federation (USCF), subsequently renamed
USA Cycling, Inc. (USACI), a membership organization located in
Colorado Springs. Remember that this policy describes the board's job,
not the organization’s job. Of all the “gifts” that it takes to make an
organization work, which ones does the board contribute? That is, in
addition to staff contributions, what does the board bring to the party?
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Exhibit 1. Board Policy of the United States Cycling
Federation (USCF).

Policy Type: Governance Process
Policy Title: Board Job Description

The job of the board is to make contributions that lead USCF

toward the desired performance and assure that it occurs.
The obligations of the board shall be
I. The link between USCEF and its n'lembership.

2. 'Written governing policies that, at the broadest level,

address

A. Ends: products of the federarion, impacts, benefits, out-
comes. What good will the federation do for whose

- needs and at what cost?

B. Executive limitations: prudence and ethics boundaries
for executive authority, activity, and decisions.

C. Governance process: specifications of how the board
conceives, carries out, and monitors its task.

D. Board-executive director relationship: how power is
delegated and its proper use monitored.

3. The assurance of executive director performance.

Source: Reprinted with the permission of USA Cycling.

The USCF board determined that the board’s job purpose, most
broadly stated, is to make whatever “contributions . . . lead . . . toward
the desired performance and assure” that performance. While the
preamble only gives a broad-brush explication of the job outputs of
the board, the finer points 1-3 make the outputs far clearer.

The first point in Exhibit 1 obligates the board to produce a link
between the thousands of members of USCF and the operating orga-
nization. This board recognizes that it is the “bridge” between those
who own USCEF (its members) and the organization they own.
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Annually, the board might further define what level of thor-
oughness or inclusiveness is to be achieved in this linkage. That is,
the board might be more definitive about the nature of that linkage.
In some year to come, for example, the USCF board (now USACI)
might expand the wording to say that linkage will mean that 20
percent of the membership will participate in focus groups or sur-
veys about what they think their federation should produce for
them. In the service of this linkage, the board will devise activities,
such as meeting with regional representatives, having more mem-
bership access to board members during annual conventions, or
other methods of producing a more effective linkage.

The board's second point states that the board policies them-
selves are an important job contribution of the board. The policies
must cover the four categories listed. For the staff to manage well,
the board must govern well, and govemning well involves convert-
ing the sundry opinions and values of individual board members
into a consistent set of explicit values and positions.

USACI’s third point connects board performance to CEQO per-
formance. If the CEO does not perform acceptably (as measured
against the policies created in 2A and 2B), the board is therefore
not performing acceptably. The board’s job description not only pays
homage to the board’s accountability for staff effectiveness but also
clearly states that if the CEO doesn't get the job done, the board
cannot score well in subsequent evaluation of its own achievement.

Optional Board Products

Although all other contributions to the organization beyond the
core three may be delegated to the CEQ, it does not necessarily fol-
low that the board should delegate them. One of the most common
additional board products involves fund-raising.

Should a board be responsible for fund-raising? The answer
depends on the kind of organization and its circumstances. From
the perspective of governance concepts pet se, one can only say
that fund-raising, at the board’s discretion, may be either delegated
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or retained. If a board chooses to assume this responsibility, it should
define the contribution well enough that there is no confusion
between staff and board responsibilities. One possible source of con-
fusion is that “fund-raising” is an activity, not a result. Using results
language will more likely force the board to confront the task it has
taken on and its expectations of staff. For example, does the board
merely make philanthropic contacts and leave responsibility for
actually bringing in the money to staff? Or is the board responsible
for the funding level, that is, everything up to and including the
goal amount? Or does its responsibility lie somewhere in between!?
Wasteful conflict between the roles of the board (or its fund-raising
committee) and the CEO (or the CEO's director of development)
can be reduced, perhaps avoided, by defining the job in terms of the
expected result rather than in terms of the means used to attain that
result. After all, just as should be true with staff, the board’s activi-
ties are not the issue, getting the job done is.

If fund-raising, public image, legislative impact, or other dele-
gable performance areas are made board responsibilities, the board
must organize to perform them. The board has the option of oper-
ating as a whole, in committees, or through individual assignments.
In any event, it becomes the responsibility of the board, not staff, to
develop and use whatever methods are necessary. If the board wants
the staff to carry out and be responsible for the outcome of a specific
task, then that task should not be part of the board’s job. Policy con-
trol by the board will suffice.

Whatever the board decides about assuming more than the
basic three responsibility areas, the matter must be made explicit
and all further board activities made consonant. It is important that
the initial three core areas, because they cannot be delegated, be
given primacy. No board should add items unless it is sure its alle-
giance to the first three will not be diluted.

Policy Governance Is Not a “Hands-Off” Model

Because the Policy Governance approach is a radical departure
fram the rraditional farm of eavernance. CFQOs and board members

J
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sometimes mistakenly characterize Policy Governance as a “hands-
off” model of board governance. We assume that by “hands-off”

they mean a laissez-faire, uninvolved approach to board control

over management, wherein the board stays out of the CEO's hair.
Nothing, however, could be further from the truth.

The best governance is hands off about some things and decid-
edly hands on about other things. The trick is in knowing when to
be hands on and when to be hands off.

A responsible governing board should govern. It is not a figure-
head. As owner-representative, the board holds title to the most
authoritative function in the organization, a function that is more
authoritative than that of its CEQ, its staff professionals, its legal
counsel, its auditing firm, and even its funding sources. Accompa-
nying this considerable authority is an equally considerable account-
ability: the board is accountable for everything the organization is,
everything it does, and everything it achieves—or fails to achieve.

The board bears the full amount of cumulative responsibility,
bearing more cumulative responsibility than the CEO because the
board is responsible for itself, the CEQ, and the entire organization.
Designing the board’s job simply entails deciding what direct work
the board can do to fulfill its extensive cumulative responsibility.

A Board Member’s Approach to the Job

One of the reasons a board member’s job is so difficult is that “the
job” is essentially a group responsibility. In fact, it is hard to discuss
how an individual is to approach a group task. Yet each board mem-
ber has a responsibility to come with an effective mind set, to carry
out his or her part of preparation and participation, and to take
responsibility for the group. These are not always easy tasks.

Some advice follows on the frame of mind and individual
preparations necessary for a given board member to play an effec-
tive role in creating a productive board.

1. Be prepared to participate responsibly. Participating responsibly
means to do your homework, come prepared to work
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m Hands On!!

Examples of What the Board Should Do Hands On

* Set the board’s work plan and agenda for the year and for
each meeting

* Determine board training and development needs

* Attend to discipline in board attendance, following bylaws
and other self-imposed rules

* Become expett in governance

* Meet with and gather wisdom from the ownership
* Establish the limits of the CEO’ authority to budger,

administer finances and compensation, establish programs,
and otherwise manage the organization

* Establish the results, recipients, and acceptable costs of those
results that justify the organization’s existence

# Examine monitoring data and determine whether the CEO
has used a reasonable interpretation of board-stated criteria

5> Hands Off!!
Examples of What the Board Should Keep Hands Off

» Establish services, programs, curricula, or budgets
o Approve the CEO’s personnel, program, and budgetary plans

¢ Render any judgments or assessments of staff activity where
no previous board expectations have been stated

¢ Determine staff development needs, terminations, or promo-
tions (except for the CEO)

* Design staff jobs or instruct any staff member subordinate to
the CEO (except when the CEQ has assigned a staff member
to some board function)

» Decide on the table of organization and staffing
requirements

(sometimes the work is to listen), agree and disagree as your
values dictate, and accept the group decision as legitimate
even if not—in your opinion—correct. It is not acceptable,
for example, to have opinions but not express them.

. Remember your identity is with the ounership, not the staff. Identify-
ing closely with your staff will be inviting in that you may be in
conversation with them about issues more than you will be with
the ownership. You will come to use staff’s abbreviations and
short-hand language. Be careful that you don’t become more
connected with staff than with those who own the organization.
Be a microcosm of your ownership, not a shadow of the staff.

. Represent the ownership, not a single constituency. You will under-
stand and personally identify with one or more constituencies

more than others. That provincial streak is natural in every-
one, but your civic trusteeship obligation is to rise above it. If
you are a teacher, you are not on the board to represent teach-
ers. If you are a private businessperson, you are not there to
represent that interest. You are a board member for the broad
ownership. There is no way that the board can be big enough
to have a spokesperson for every legitimate interest, so in a
moral sense you must stand for them all. Think of yourself as
being from a constituency, but not representing it.

. Be responsible for group behavior and productiviy. While doing

your own job as a single board member is important, it does
not complete your responsibility. You must shoulder the
potentially unfamiliar burden of being responsible for the
group. That is, if you are part of a group that doesn’t get its job
done, that meddles in administration, or that breaks its own
rules, you are culpable.



14 CARVERGUIDE 2

5. Be a proactive board member. You are not a board member to
hear reports. You are a board member to make governance
decisions. Listening while staff or committees recount what
they have been busy doing is boring and unnecessary. Of
course, it is sometimes important to get data through reports,
but don’t let that cast you in a passive role. Even when you are
receiving education, do so as an active participant, searching
doggedly for the wisdom that will enable good board deci-
sions. Make “show and tell” board meetings passé.

. Honor divergent opinions without being intimidated by them. You
are obligated to register your honest opinion on issues the
board takes up, but other board members are obligated to
speak up as well. Encourage your colleagues to express their
opinions without allowing your own to be submerged by
louder or more insistent comrades. You are of little use to the
process if full expression of your ideas can be held hostage by a
louder member.

. Use your special expertise to inform your colleagues’ wisdom. 1f
you work in accounting, law, construction, or another skilled
field, be careful not to take your colleagues off the hook with
respect to board decisions about such matters. To illustrate, an
accountant board member shouldn’t assume personal respon-
sibility for assuring fiscal soundness. But it is all right for him
or her to help board members understand what fiscal jeopardy
looks like or what indices of fiscal health to watch carefully.
With that knowledge, the board can pool its human values
about risk, brinkmanship, overextension, and so forth in the
creation of fiscal policies. In other words, use your special
understanding to inform the board’s wisdom, but never to sub-
stitute for it.

. Orient to the whole, not the parts. Train yourself to examine,
question, and define the big picture. Even if your expertise and
comfort lie in some subpart of the organization challenge, the
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subpart is not your job as a board member. You may offer your
individual expertise to the CEQ, should he or she wish to use

it. But in such a role, accept that you are being a volunteer
consultant and leave your board member hat at home.

. Think upward and outward more than downward and inward.

There will be great temptation to focus on what goes on with
management and staff instead of what difference the organiza-
tion should make in the larger world. The latter is a daunting
task for which no one feels really qualified, yet it is the board
member’s job to tackle it.

Tolerate issues that cannot be quickly settled. Shorter-term,
more concrete matters can give you a feeling of completion,
but are likely to involve you in the wrong issues. If you must
deal with such matters, resign from the board and apply for a
staff position.

Don't tolerate putting off the big issues forever. The really big
issues will often be too intimidating for you to reach a solution
comfortably. Yet in most cases, the decision is being made
anyway by default. Board inaction itself is a decision. Don’t
tolerate the making of big decisions by the timid action of not
making them.

Support the board’s final choice. No matter which way you
voted, you are obligated to support the board’s choice. This
obligation doesn't mean you must pretend to agree with that
choice; you may certainly maintain the integrity of your dis-
sent even after the vote. What you must support is the legiti-
macy of the choice that you still don’t agree with. For
example, you will support without reservation that the CEO
must follow the formal board decision, not yours.

Don’t mistake form for substance. Don’t confuse having a public
relations committee with having good public relations. Don’t
confuse having financial reports with having sound finances.
Don't confuse having a token constituent board member with
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having sufficient input. Traditional governance has often
defined responsible behavior procedurally (do this, review
that, follow this set of steps) instead of substantively, so
beware of the trap.

Obsess about ends. Keep the conversation about benefits, ben-
eficiaries, and costs of the benefits alive at all times. Converse
with staff, colleague board members, and the public about
these matters. Ask questions, consider options, and otherwise
fill most of your trustee consciousness with issues of ends.

Don't expect agendas to be built on your interests. The board’s
agenda is a product of careful crafting of the board’s job, not a
laundry list of trustee interests. Remember, too, that you are
not on the board to help the staff with your special expertise,
but to govern. No matter how well you can do a staff job, as a
board member you are not there to do it or even to advise on
it. If you wish to offer your help as an individual—apart from
your trustee duties—do so, but take great care that all parties
know you are not acting as a board member. The staff’s using
you as an adviser or helper must remain a staff prerogative
rather than yours.

The organization is not there for you. Being an owner represen-
tative is very different from seeing the organization as your
personal possession. Remember that the organization does
not exist to satisfy board members’ needs to feel useful, self-
actualized, involved, or entertained. Of course, it’s fine to feel
these things and perfectly acceptable to seek whatever fulfill-
ment governance can give you. But the board job must be
designed foremost around the right of the ownership to be
faithfully served in the determination of what the organiza-
tion should accomplish.

Squelch your individual points of view during monitoring. Your
own values count when the board is creating policies. But
when the CEO's performance is monitored, you must refer
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only to the criteria the board decided, not what your opinion
was about those criteria. In other words, the CEO must be

- held accountable to the board’s decisions and in fairness can-

not be judged against your opinion. You should present any
opinion you may have about amending the policies, of course,
but not so as to contaminate the monitoring process.

Support the chair in board discipline. Although the board as a
whole is responsible for its own discipline, it will have charged

the chair with a special role in the group’s confronting its own.
process. Don’t make the chair's job harder, rather ask what you

can do to make it easier.



