
A
Accountability: board control and,

43–44; of board Policy Governance
decisions, 39–40; Board-Management
Delegation policy establishing orga-
nizational, 149; of CEOs, 32, 57,
97, 137–138, 143; of CGOs, 33;
governing board, 17–18; role played
by monitoring in, 180–182

Agendas: making a starter set of, 221;
recommendations for board meet-
ing, 51, 52–53

“Approval syndrome,” 37
Articles of Incorporation, 201, 202
Asset protection, 80–81, 92–94
Authority: CEO interpretation, 29,

41; CEO and nature of their, 181;
CGOs (chief governance officers),
29, 57, 58, 105–106; Executive
committee, 59–60. See also Execu-
tive Limitations policies

B
Benefits and compensation policies,

81, 94–96
BMD#1 level: described, 134–136;

topics covered by, 141. See also
Board-Management Delegation
policy

BMD#2 level: a: unity of control, 137,
141–142; b: accountability of the

CEO, 137–138, 143; c: delegation
to the CEO, 138–139, 144; d: mon-
itoring CEO performance, 139–140,
145–146; topics covered by, 136–137,
141. See also Board-Management
Delegation policy

BMD#3 level: a: unity of control,
142; b: accountability of the CEO,
143; c: delegation to the CEO,
144–145; d: monitoring CEO per-
formance, 146–148. See also Board-
Management Delegation policy

BMD#4 level: c: delegation to the CEO,
144–145; d: monitoring CEO per-
formance, 146–148. See also Board-
Management Delegation policy

Board attendance, 206–207
Board committee principles: GP#2

level on, 112, 125–126; GP#3 level
on, 126–128

Board committees: board expectations
of, 19–20; bylaws on, 209–210; ex-
ecutive, 59–60; Policy Governance
and role of, 60–61; responsibilities
of the, 32–33

Board documents: Articles of Incor-
poration, Letters Patent, 201,
202–203; board’s policies (or Policy
Manual), 202, 213–217; bylaws,
201–202, 204–211, 217, 221;
hierarchy of, 200–203; integrity of,
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122; minutes, 202, 211–213, 217;
Policy Governance versus tradi-
tional, 199–200; using Internet
resources for maintenance of, 217

Board education, 224, 228
Board meetings: agendas for, 51,

52–53, 221; Policy Governance
model on conducting, 50–53

Board members: bylaws regarding,
206–211; code of conduct for,
111–112, 123–125; discipline of,
57–58; orientation of, 58, 223;
recruitment and appointment of,
54–57, 223; role in maintaining
new governance system, 223–224

The Board Member’s Playbook (Carver
and Charney), 224

Board officers: bylaws identification
of, 207–208; secretary, 111, 122–123,
208; treasurer, 208. See also CGOs
(chief governance officers)

Board Policy Form (header section),
214, 216

Board quorum, 207
Board secretary: bylaws regarding, 208;

GP#2 level on role of, 111, 122;
GP#3 level on role of, 122–123

Board size, 206
Board-Management Delegation policy:

completed quadrant of, 148–149;
components of accountable organi-
zation established by, 149; Policy
Manual completed for, 214–215;
quadrant of, 133, 134. See also
BMD#1 level; BMD#2 level; BMD#3
level; BMD#4 level; Delegation

Boards of directors: accountability of,
17–18, 43–44; board expectations
of all parties by, 17–20; bylaws re-
garding, 206–211; categories of
Policy Governance decisions by,
39–40; CEO communication and
support of, 81–82, 96–98; continu-
ing education of, 224, 228; defining
expectations of all parties by,
18–20; delegation to CEO from,

22–23, 45–46, 138–139, 144–145;
discipline issues of, 57–58; officer
positions of, 59–61; policy circle
used by, 28; policy to monitoring
cycle domain of, 188; receipt of
monitoring reports by, 187–189;
regarding Executive Limitations
and Ends policies, 29–30, 55;
responsibilities of the, 32; role in
monitoring not fixing CEO, 191–192;
securing externally required approval
role of, 48–50; self-evaluation by,
223–224; separating nonboard from
board responsible issues, 41–42; tai-
loring of Policy Governance by,
38–39; traditional operations of,
37–38; trust issue and, 44–45

Boards of directors jobs: governance
process quadrant on, 103–104;
GP#2 level defining, 109–110,
117; GP#3 level defining, 117–
118; GP#4 level defining, 118;
GP#5 level defining, 119–120;
process of defining, 33–36, 50–51

Budgeting policies, 76–77, 89–90
Bylaws: on board attendance, 206–207;

on board committees, 209–210; on
board officers, 207–208; on board
size, 206; changing to accommo-
date new policies, 221; described,
201–202, 204–205; keeping copies
in Policy Manual, 217; on passing
vote, 207; on quorum requirements,
207; recommendations for board re-
view of, 210–211

C
Carver, M., 224
CEO interpretations: benefits of mon-

itoring of, 181–182; empowered by
board to make, 29, 41; included in
monitoring report, 193; reasonable,
29, 41, 181–189; sequencing of,
185–186; timing of, 186–187;
transforming policies into opera-
tions, 182–183; unuseful and useful
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examples of, 183–185. See also
Monitoring

CEOs (chief executive officers):
accountability of, 32, 57, 97, 137–
138, 143; attractiveness of Policy
Governance mode to, 5; board del-
egation to, 22–23, 45–46, 138–139,
144–145; board expectations of, 19;
board trust of, 45; board use of the,
45–46; communication to the board
by, 81–82, 96–98; emergency suc-
cession of, 79–80, 92; Ends policies
addressed to, 65–66, 184–185; for-
mal evaluation following monitor-
ing of, 197–198; limiting authority
of, 66–68; nature of authority given
to, 181; organizations with no, 47;
securing externally required approval
role of, 49. See also Executive Limi-
tations policies

CGOs (chief governance officers): ac-
countability of, 33; board discipline
responsibility of, 57, 58; board
meeting agenda prepared by, 51;
bylaws identifying role of, 208; del-
egation to, 26; empowered to inter-
pret board policy, 29, 105–106;
GP#2 level on role of, 110–111,
120; GP#3 and GP#4 levels on role
of, 120–122; issues properly dele-
gated to, 42. See also Board officers

Chair: board expectations of, 19;
responsibilities of the, 32

Charney, B., 224
City Government Ends statement,

16
Code of conduct (Board): GP#2 level

on, 111–112, 123; GP#3 and GP#4
levels on, 123–125

Committees. See Board committees
Compensation and benefits policies,

81, 94–96
Consumer treatment policies, 74–75,

86–87
Contracting policies, 82–83, 98–100
Cost of governance: GP#2 level on,

112–113, 128; GP#3 and GP#4 lev-
els on, 128–129

D
Delegation: to the CEO from board,

22–23, 45–46, 138–139, 144–145;
policies regarding, 22–23; Staff
Means Quadrant on, 65, 66. See
also Board-Management Delegation
policy

Documents. See Board documents
Don’t-do-it list, 22

E
E#1 level: comparing E#2 level to,

169–173; example of brainstorming
issues to include in, 159–166; ratio-
nal and practical grounding used in,
158–159; statement of fact exam-
ples for, 166–169. See also Ends
policies

E#2 level: a: independent living, 171;
b: public policy, 171; c: work and
family, 171; d: school readiness,
171; E#1 level compared to, 169–
173; E#3 level compared to, 174.
See also Ends policies

E#3 level: a: independent living,
173–175; comparing E#2 level and,
174. See also Ends policies

Education (governance), 224, 228
EL#1 level: global nature of, 71, 73,

85; organization of topics, 71–72;
statement of policy, 68–71. See also
Executive Limitations policies

EL#2 level: a: treatment of consumers,
74–75, 86–87; b: treatment of staff,
75–76, 88–89; c: financial planning
and budgeting, 76–77, 89–90; d:
financial condition and activities,
77–79, 90–92; e: emergency CEO
succession, 79–80, 92; f: asset pro-
tection, 80–81, 92–94; g: compen-
sation and benefits, 81, 94–96; h:
CEO communication and support
to the board, 81–82, 96; i: ends
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focus of grants or contracts, 82–83,
98–100; language narrowed down
in, 73, 86; looking at effects of,
83–85; organization of topics, 71,
72–74. See also Executive Limita-
tions policies

EL#3 level: asset protection details in,
92–94; CEO communication and
support to the board, 96–98; com-
pensation and benefits details in,
94–96; described, 85–86; emer-
gency CEO succession details in,
92; ends focus of grants or contracts
details in, 98–100; financial condi-
tion and activities details in, 90–92;
financial planning and budgeting
details in, 89–90; treatment of con-
sumers details in, 86–88; treatment
of staff details in, 88–89. See also
Executive Limitations policies

Emergency CEO succession, 79–80, 92
Employees. See Staff
Ends policies: adopting global or ten-

tative holding policy as part of, 220;
board decisions regarding, 29–30,
55; CEOs addressed in, 65–66,
184–185; compared to other types
of policies, 153–155; concepts in-
cluded in, 151–152; described, 20;
establishing ambitious but realistic
goals for, 48; issues included in
quadrant of, 152–153; nature of
completed, 174–175; as package of
means, 152; perspectives used to
approach creation of, 155–158; Pol-
icy Governance model framework
on, 20–21; Policy Manual com-
pleted for, 214–215; statements of
value in, 23–25. See also E#1 level;
E#2 level; E#3 level

Ends policy perspectives: 1: don’t as-
sume mission statement is Ends
policy, 155; 2: expect it to be diffi-
cult, 155; 3: be rigorous about Ends
attributes, 155–156; 4: never as-
sume strategic plan to be Ends pol-

icy, 156; 5: develop Ends policies
with long-term perspective, 156; 6:
make sure Ends are doable, 156–
157; 7: ignore current organizational
divisions or departments, 157; 8:
never allow problem of measure-
ment in Ends policy decisions, 157;
9: expect to find that needed infor-
mation is missing, 157–158

Executive committee authority, 59–60
Executive Limitations policies: bene-

fits of completed, 100–101; board
decisions regarding, 29–30; cau-
tions regarding, 42–43; CEOs ad-
dressed in, 65–68, 183; issues to
consider in completing, 100–101;
Monitoring Policy prior to set, 7–8;
recommendations on setting, 6;
staff means prescribed through, 41.
See also Authority; CEOs (chief ex-
ecutive officers); EL#1 level; EL#2
level; EL#3 level

Externally required approvals,48–50

F
Financial policies: asset protection,

80–81; compensation and benefits,
81; on cost of governance, 112–113,
128–129; on financial condition
and activities, 77–79, 90–92; pen-
sion plans, 95; on planning and
budgeting, 76–77, 89–90

G
“Governance cops,” 229
Governance documentation. See

Board documents
Governance education, 224, 228
Governance Process policy: additional

issues of, 130; Policy Manual com-
pleted for, 214–215; quadrant of,
103–104; quadrant representing
completed, 131, 132. See also GP#1
level; GP#2 level; GP#3 level; PG#4

Governance structure: designing,
31–33; GP#2 level on costs of,
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112–113; Policy Governance tools
of the, 33–36; Staff Means Quad-
rant on issues of, 65–66

Governing style: GP#2 level on, 109,
114–115; GP#3 level on, 115–117

GP#1 level: broad nature of, 113, 114;
statement of fact, 105–107. See also
Governance Process policy

GP#2 level: a: governing style, 109,
114–115; b: board job description,
109–110; c: CGO (chief gover-
nance officer) role, 110–111, 120;
d: board secretary’s role, 111, 122;
e: board member’s code of conduct,
111–112, 123; f: board committee
principles, 112, 125–126; g: cost
of governance, 112–113, 128; h:
charge to the Medical Staff, 130–
131; narrowing nature of, 113, 114;
topic areas of, 107–108. See also
Governance Process policy

GP#3 level: a: governing style,
115–117; b: board job description,
117–118; c: CGO (chief gover-
nance officer) role, 120–122; d:
board secretary’s role, 122–123;
e: board member’s code of conduct,
123–125; f: board committee prin-
ciples, 126–128; g: cost of gover-
nance, 128–129; h: charge to the
Medical Staff, 130–131; increasing
detail of, 113–114. See also Gover-
nance Process policy

GP#4 level: b: board job description,
118; c: CGO (chief governance
officer) role, 120–122; e: board
member’s code of conduct, 123–125;
g: cost of governance, 128–129;
h: charge to the Medical Staff,
130–131. See also Governance
Process policy

GP#5 level, b: board job description,
119–120. See also Governance
Process policy

Grant making policies, 82–83, 98–100.
See also Governance Process policy

H
Hospital/Health Care System Ends

statement, 168

I
Implementation: step 1: adopt global

or tentative holding policy on
Ends, 220; step 2: assess previous
policies and decisions for inclusion,
220; step 3: conduct a legal check,
220–221; step 4: make a starter set
of agendas, 221; step 5: prepare
your stakeholders, 221; step 6:
move in one fell swoop, 221–222;
step 7: gain confidence through
data, 222

Implementation challenges: example
1: monitoring report shows out-of-
compliance financial situation, 225;
example 2: your funding is cut,
225–226; example 3: board mem-
bers have been approached by con-
sumer with complaint, 226;
example 4: board is worried about
responsibility to raise funds,
226–227

Implementation maintenance: chal-
lenges involved in, 222–223; step 1:
board member recruitment, 223;
step 2: board member orientation,
223; step 3: board self-evaluation,
223–224; step 4: education, 224;
step 5: practice to make perfect, 224

Implementation workload: task 1:
education of board, 228; task 2:
continuing Ends debate and reex-
amination, 228–229; task 3: keep-
ing the faith, 229

Independent Living Ends policy, 171
Internet resources, 217

L
Legal checks, 220–221
Letters Patent, 201, 203
Lewin, K., 17
Liability coverage, 94
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M
Management: differences between

governance and, 192; policy to
monitoring cycle domain of, 188

Means policies: described, 21; Policy
Governance model framework on,
21–26; statements of value in,
25–26

Medical Staff, 130–131
Meetings: agendas for, 51, 52–53, 221;

Policy Governance model on con-
ducting, 50–53

Milton, J., 17
Minutes: described, 202, 211–212;

keeping copies in Policy Manual,
217; recommendations for use of,
212–213

Mission statement, 155
Monitoring: “any reasonable interpre-

tation” meaning in, 190–191; as ap-
propriate for all policies, 194; of
criteria as passive process versus
setting of criteria, 190; cycle from
policy to monitoring, 187, 188; for-
mal CEO evaluation following,
197–198; gaining confidence
through data from, 222; nature in
Policy Governance, 179–180; poli-
cies as criteria for, 189–190; policy
violation in context of, 191; rele-
vant question must be answered by,
192–193; role of board in CEO,
191–192; setting schedule for, 194–
196; two components of, 180–182.
See also CEO interpretations; Rea-
sonable interpretation

Monitoring Policy: BMD#2 level on,
139–140, 145–146; BMD#3 level
and BMD#4 level on, 146–148;
EL#3 level on, 96–98; function and
purpose of, 30–31; when to use, 7–8

Monitoring reports: appropriate infor-
mation included in, 193–194; board
members’ receipt of, 187–189;
CEO’s interpretation and relevant
data included in, 193; Monitoring
Report Format, 183

N
Negative policies, 42–43

O
Organizations: with no CEO or staff,

47; policy establishing accountabil-
ity of, 149; with small staff, 47–48.
See also Staff

P
Passing vote, 207
Pension plans, 95
Policies: assessing previous policies for

inclusion in new, 220; avoiding
negative, 42–43; as criteria for
monitoring, 189–190; cycle to
monitoring from, 187, 188; docu-
ments (or Policy Manual) on board,
202, 213–217; don’t-do-it list of,
22; monitoring as appropriate for
all, 194; monitoring and context of
violating, 191; Policy Governance
model framework on Ends, 20–21;
Policy Governance model frame-
work on Means, 21–26; reflecting
statements of value, 23–26; regard-
ing delegation, 22–23; See also spe-
cific policies

Policy circles: diagrams of, 27, 28;
establishing control using, 25–26;
finding your way on the, 26–30

Policy Governance model: account-
ability principle of, 17–18; board
education on, 224; board meetings
conducted under, 50–53; common
questions about, 3–16; comparing
traditional board documents to
those in, 199–200; externally re-
quired approvals in, 48–50; frame-
work of, 20–26; governance tools
provided by, 33–36; as “hands-off”
model, 44; implementation of,
219–229; key points of theory on,
35–36; maintaining the system,
222–224; nature of monitoring in,
179–180; partial versus total imple-
mentation of, 38–39; resisting

Carver/Carver.bindex  1/4/06  5:09 PM  Page 302



temptation to revert to traditional
methods from, 225–228; three cate-
gories of organizational decisions
under, 39–40

Policy Governance model framework:
described, 20; enabling both con-
trol and flexibility, 22; on organiza-
tional issues: ends policies, 20–21

Policy Governance model questions:
are there other models?, 4; on avoid-
ing borrowing another organization’s
policies, 15; on current policies and
what to do with them, 11–12; on
decision-making conflicts, 13–14;
on decision and policy making dur-
ing transition, 8; on distinction be-
tween policy and procedure, 11;
how does one implement the model?,
3–4; on how to begin moving toward
new model, 6; on how to develop
new policies, 7–8; on leadership
during transition, 9–10; on making
final decision to use new model, 13;
on moving from old governance
system, 5–6; on one-size-fits-all
model benefits, 14–15; on “reason-
able interpretations” decision mak-
ing, 15–16; on recording policy
changes, 10–11; on retreat for deci-
sion making, 12–13; on role of
CEOs during transition, 10; when
is it appropriate to apply?, 4–5; on
whether to hire a consultant to
help, 9; why is it attractive to
CEOs?, 5; on wisdom of using only
one governance model, 14

Policy Manual: completed in all four
categories, 214–215; described,
202, 213; header section of Board
Policy Form, 214, 216; keeping by-
laws and minutes in, 217; recom-
mendations on organization of,
214–216; recording ongoing board
decisions in, 213–214

Professional Association Ends state-
ment, 168

Public Policy Ends policy, 171

Q
Quorum, 207

R
Reasonable interpretation: CEO

(chief executive officer), 29, 41,
181–189; CGOs empowered to
make, 29, 105–106; in context of
monitoring, 190–191; criteria used
for measuring, 31; Policy Gover-
nance model questions on, 15–16.
See also Monitoring

Research Institution Ends statement,
169

S
School Readiness Ends policy, 171
Staff: organizations with CEO or, 47;

organizations with small, 47–48.
See also Organizations

Staff Means policies: compensation
and benefits, 81, 94–96; Executive
Limitations on CEO treatment of,
183–184; Executive Limitations
prescription for, 41; Governance
Policy regarding Medical, 130–131;
pension plans for, 95; quadrant on,
65–66; treatment of, 75–76, 88–89

Stakeholder preparation, 221

T
Treasurers: bylaws identifying role of,

208; responsibilities of the, 32
Treatment of consumers, 74–75,

86–87
Treatment of staff, 75–76, 88–89
Trust issue, 44–45

U
Unity of control: BMD#1 level on, 137,

141–142; BMD#2 level on, 142

V
Values-policies relationship, 23–26

W
Work and Family Ends policy, 171
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