Policy Governance®

Cindra J. Smith, Ed. D.
Board Development Facilitation
Gold River, California

Michael J. Grubiak, Ed.D., LMHC
Vice President, Student Services
Centralia College




r0oThere I's no other way
raise the quality of the whole American
soclety as far and as fast as can trustees and
directors of our voluntary institutions, using
the strength they now have in the positions
t hey now hol dbo

v Robert Greenleaf

t



1 We have grown accustomed to mediocrity In
non - profit and public board process, in the

empty rituals and often meaningless words of
conventional practice.

v John Carver, 1990




Quick Survey

} How many feel you are very familiar with the
Policy Governance model?

1 How many have some knowledge?

1 How many will be hearing this for the first or
second time?

; How many have strong opinions about it?




What is the Job of the Board?
What is the Job of the President?

These are easy guestions to answer
because . ..

Every board member and every college
president knows exactly what the
answers to these questions are

These questions are hard to answer
because . ..

Each personos
different




Beliefs

; Board members want to do the right thing
1 Board members do not have time to waste

1 Board members want their actions to make a
positive difference for their organization

1 Board members want their actions to make a
difference in their community




Beliefs

1 Board members take their stewardship very
seriously

; Board members want to be involved in a very
real way (not just in a ceremonial way)

} Board members model their behavior based
on how they have observed other boards
behave and/or how CEOs have guided them
Into behaving

1 For CEQOs, the single greatest source of stress
IS board behavior




What is the problem with some
boards?

Some boards seem to exist to

help the staff

to lend their prestige to organizations
to rubber stamp management desires

to give board members an opportunity to be
unappointed department heads

to be sure staffs get the funds they want
to micromanage organizations
to protect lower staff from management,

to give board members a prestigious addition to
their resumes

}
}
}
}
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What is the Problem with Most
Boards?

1 Time spent on the trivial
1+ Short - term bias

} Reactive stance

} Reviewing, rehashing and re - doing staff work
1 Leaky accountability

+ Diffuse authority

} Complete overload ’




Why Policy Governance

1 It gives you a model
1 It defines the territory

} It gives you a way to evaluate the college, the
CEO, and yourselves

1 During easy times, it guides you
+ During tough times, it is your safety net
1 It makes the Board more powerful

1 It makes the CEO more sane
}

}

t makes the college more effective
t establishes your legacy




Effective Boards

;r0oThe ulti mate tho

effectiveness is how

effectively they ensure that |
the missions of their \
Il nsti tuti ons ar

+ Cyril Houle, 1989




What Policy Governance Boards
Look Like

1 Obsess about ends
; Delegate means

» Focus on external and future needs and
trends

1 Operate by policy

1 Have relatively few broad policies

1 Open and inclusive, but speak with one voice
rDondot | ook |1 ke oOsuper




Policy Governance

v 3 Jobs for the Board

1 10 Principles

1 4 Policy Categories




Board Job #1: Link with Ownership

yFirst, define who you be
college
rEstabli sh lTinkages with

1 Use information to contribute to ongoing
Ends development




Board Job #2: Policy
+ Develop and adopt policies

BExXpress the ol argesto v
BFour types of policies

1 Use policy as the voice of the Board




Board Job #3: Monitoring
1 Assure Performance
BThe Board does not do the work, but

assures it Is done

BUse policy goals and standards to evaluate
Institutional performance

BChief Executive evaluation




Principles of Policy Governance

Design own governing processes
Forge a clear link with CEO
Monitor against policy criteria

1. Board is a unit

2. Responsibility to ownership

3. Define and delegate

4. Decisions are policy decisions

5. Start with the broadest values

&. Dbefine vision, goal s, 0c¢
7. Establish IT'imits for 0me
8.

9.

10.




Terms

1 Ends

BResults, Outcomes
Blmpact of college on region
BSpecific type of goal

1 Means

BActivities, programs, services, budget,
used to achieve ends




Is it an end or a means?

}
}
}
}
}
}
}
}

Student graduation rate

Employer satisfaction with graduates
Community literacy rate

Number of awards faculty receive
Number of grants received by college
Balanced budget

New and remodeled buildings

Re- accreditation




Define and Delegate Roles

1 Ends (Results)

BBoard is responsible to affirm on behalf of
ownership

BStaff works toward ends

1 Means (Activities)
BBoard establishes limits

BStaff responsible to determine means within the
limits
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clear
goals &
limits
Checking for board direction
Working within limitations
Pol Gov
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How Does All This Work?

+ The Board creates policy in four areas:
{Governance Process
'Board- President Delegation

¢
1 Executive Limitations
TEnds

+ And then it monitors compliance!




Making Policy

1 Start with the broadest values

1+ For example
BThe governing board shall be effective
BCEO has authority and responsibility

BCollege operations are ethical, legal,
prudent

BOur citizenry will be educated.




Broad to Narrow

1 Narrow policy one level at a time

BSt op when the board can ac
Il nterpretationo

BEducated citizenry

| Successful employment
1 Family wage jobs
1 Local area employment

A Technical field
A Electrical technician
A Curriculum decisions
A Course decisions




More on Each Policy
Category



Category 1: Governing Processes

1 Describes all board processes and
standards for the board

1 |s the most detailed of all board
categories

BOnly the board can tell the board what to
do

BBoard meetings and organization  (, }}1
\
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Governance Process

1 The Board will listen to and represent the
owners of the college

1+ The Board will initiate policy, rather than walit
to react to items brought to it by the staff

1 The Board will govern only through policy
making

1 The Board will maintain an external focus,
rather than an internal one

+ The Board will maintain a long - term focus,
rather than a short -term one




Governance Process

} The Boaro
speak anc

v The Boaro

ethics anc

will deliberate in many voices, but
govern in one voice

will hold itself to a strict set of
code of conduct

1 The Board will continuously monitor and
evaluate its own performance

1 The Chair of the Board has no authority to
give direction to or supervise the president or
make decisions about Ends or Executive
Limitation policies




Category 2:

Board/Staff Relationships 2

22
222
23222
232232232

} Clear delegation to CEO

p 4

1 Clear accountabillity for the CEO

.



Board-President Delegation

1 The Board has only one employee, the president. All official
Board business with the college is through the president

} The Board is only the Board when it has convened as the
Board and can exercise control over the president only by an
official motion of the Board.

1 The Board instructs the president only through Ends and
Executive Limitation policies.

1 The Board rigorously monitors the president through
evidence that the Ends policies are being met within the
Executive Limitation policies. The Board may use internal

reports, direct inspection, or hire outside auditors.



Category 3: Limitations

} Describe ethical, legal, prudent boundaries
for college operations

} The Board tells the president in no uncertain
terms what it will not put up with!

N

.



Executive Limitations

1 Address:

Btreatment of students

Btreatment of staff; compensation values (frame
personnel policies)

BFinancial planning and budgeting

BAsset protection

B Financial condition and activity

B Communication and support to the board

1 The president shall not cause or allow any
organizational practice, activity, decision, or
circumstance that is either unlawful, |mprudent, or in
violation of commonly accepted business and
professional ethics and practices.




Policy Category 4: Ends

1 The benefits or results of the college
BThe difference the college makes for...

1 For Whom
BStudents, the community
BMay include employers, universities, the state

1 At What Cost

BMay be relative worth or priority, cost per student,
cost of programs,

1 Includes vision, mission




WA State Board System Direction

} Colleges are committed to helping students
achieve their learning goals by providing:

B Quality academic transfer programs.

B Workforce and education training programs relevant to
local needs that meet the needs of students and
employers and lead to job opportunities for highly -
trained graduates in emerging, high - wage career fields .

B Basic skills, including English - as- a- Second Language

(ESL),to prepare students to participate successfully in
the economy as citizens and parents.




Ends Examples: Student Success

yShi ft from what ocol |l ege
students will get:

BStudents will obtain the knowledge, skills, and
services needed to succeed in jobs and careers that
meet the area workforce needs.

BStudents will acquire basic literacy and learning
skills to live more functionally and become ready to
participate successfully in college - level curricula.




Ends Samples: Community Benefit

; Because of X college, X community will have
an adult population with the skills necessary
for life - long employment at a family - wage
level.

} Because of X college, X community will have
wide - ranging opportunities to enhance
learning, wellness, quality of life, and cultural
appreciation.




Ends and Planning

; Board Ends policy development complements
and frames college strategic planning
processes.

} Board adopts Student Success Ends
BThen college staff determine the means:

BWhat programs, personnel, facilities , resources and
operations are needed to achieve those enAg?




1 Job #3: Assures performance
B The board does not do the work, it assures it Is
done
+ The board holds the CEO accountable for
BProgress toward the ends policies

BAdherence to the limits on means
1 Legal, prudent, ethical
‘BJob description

1 Only use pre - established policy criteria




