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I N D E X

A
Accountability; board tools for, 60–61; 

CGO vs. relevant board committee, 
188–189; chain of, 5; facilitating board, 
137–163; muddled policy design on, 81

Advisor leadership approach, 16
Advisory boards, 49
Agency theory, 15–16
Ahlstrand, B., 71
Alchian, A., 15
“Any reasonable interpretation”; monitor-

ing, 86; policy delegation of, 8–9
Assistant leadership approach, 16
Authority; board acting as group, 54; del-

egating for accountability, 140–141; 
establishing limitations of, 7; means 
policies defi ning CEO, 120–121; own-
ership as source of board’s, 42; policies 
defi ning CGO, 118–120

B
Barker, J. A., 187
Better Together: Restoring the American 

Community (Feldstein), 58
Bike analogy, 3, 25, 27, 113–114
Board accountability; criteria for, 

138–139; delegating for, 139–141; 

importance of, 137–138; monitoring 
to ensure, 139, 141–157; tools available 
for, 158–163

Board accountability tools; assessment of 
monitoring report, 161–162; demon-
strating being well informed, 159–160; 
demonstrating care, 160; demonstrat-
ing legal compliance, 158; demonstrat-
ing loyalty, 158–159; sample Executive 
Limitations monitoring report 
format, 161

Board committees, 170–171, 188–189
Board control; budgets, 72; fi nancial 

reports, 73; new approaches to, 74–76; 
through policy containers, 75–86; 
 strategic plans or business plans, 
71–72; that starts from the top, 74–75; 
traditional approaches to, 70–74

Board leadership; agency theory on 
watchdog approach to, 15–16; assistant 
paradigm of, 16; constituent’s advocate 
approach to, 16; governor approach 
to, 16; making shared meaning out 
of complexity, 187; reviewing  current 
approach to, 14–16; stewardship 
 theory on advisor approach to, 16

Board meeting agendas, 180–181, 
201–203
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Board members; cardstorming by, 112; 
creating picture of the future they 
envision, 111; gathering ends policy 
input from, 99; ideal qualities of, 
169–170; job description of, 166–167, 
190–192; Policy Governance ques-
tions and concerns of, 22–29; Policy 
Governance transition challenges 
for, 21, 167–168, 172–173; recruiting 
new, 171; sample invitation letter to 
prospective, 189–190; securing Policy 
Governance support from, 181–182; 
using specifi c talents of, 170, 188–189

Board offi cers, 170–171
Board-Management Delegation; as con-

tainer for controlling board means, 79, 
120–121; monitoring, 156–157; policy 
category of, 8; Policy Governance 
architecture position of, 88

Boards; annual planning by Policy 
Governance, 199–201; building owner 
relations, 55–61; CEO defense by, 
50–51; characteristics of a great, 54–55; 
communication between CEOs and, 
61–62, 186–187; container for con-
trolling means of, 78–79, 114–121; 
creating benchmarks for evaluating, 
12; evaluation of, 157; getting started 
with Policy Governance, 166–171; 
handling Policy Governance transition 
concerns brought to, 183–186; iden-
tifying owners of the, 4–5; moving to 
Policy Governance from traditional, 
20; owner relations with, 55–61; as 
owners’ representative, 50–52; pub-
lic sector, 47; relations with other 
stakeholders, 61–62; securing Policy 
Governance support from, 181–182; 
self-appointing, 46; special circum-
stances and implications for, 195–197; 
See also Ownership

Boards That Make a Difference (Carver), 
10, 29, 175

Brainstorming, 100
Budgets; annual governance plan for, 179; 

used as control mechanism, 72
Bullen, P., 83
Business plans, 71–72
The Buzan Organisation, 111

C
Cadbury, Sir A., 28
Campbell, K., 124
Cardstorming, 112
Carver, J., 2, 10, 21, 27, 29, 48, 78, 97, 98, 

114, 143, 175, 176, 197
Carver, M., 78, 97, 114, 143, 175, 176
Carver model, overview of, 2–3
CEO evaluation; creating benchmarks for, 

12; as monitoring process, 155–156
CEOs (chief executive offi cers); account-

ability roles of staff vs., 189; assess-
ing current roles of, 26; assessing 
need for new, 173; being clear about 
governance/management roles of, 
11; board defense of, 50–51; board 
delegation to, 139–141; board trust 
in, 73–74; communication between 
board and, 61–62, 186–187; container 
for controlling means of, 78, 121–135; 
facilitating freedom of, 11; governance 
role of, 9; job description of Policy 
Governance, 194–195; means policies 
defi ning roles/authority of, 120–121; 
monitoring Ends policies by, 146–153; 
monitoring Executive Limitations by, 
153–155; monitoring management 
of, 48–49; Policy Governance transi-
tion concerns of, 185–186; Policy 
Governance transition role of, 171–173

CGOs (chief governance offi cers); 
accountability roles of board 

Index
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 committee vs., 188–189; assessing 
current roles of, 26; board delegation 
to, 139–141; governance roles of, 9; 
means policies defi ning roles/authority 
of, 118–120; monitoring Governance 
Process and Board-Management 
Delegation, 156–157; Policy 
Governance transition role of, 168–169; 
reviewing monitoring reports, 143

Clemmer, J., 71
Cognition: The Thinking Animal 

(Willingham), 187
Communication; between CEOs and 

boards, 61–62, 186–187; Policy 
Governance impact on, 25; tools for 
owner relations building and, 58–61

Compliance standard; dealing with com-
pliance/noncompliance to, 144–145; 
establishing, 144

Consensus agreement, 176
Constituent’s advocate approach, 16
Corporate Boards That Create Value 

(Carver and Oliver), 176
Corporate Governance (Monks and 

Minow), 137
Customers, 47–48

D
Decision making; board capacity for wise, 

54; for Policy Governance adoption, 
30–31

Delegating for accountability; authority 
for, 140–141; capacity for, 141; deter-
mining clarity when, 139–140

Demsetz, H., 15
Direct board report, 142–143
Drucker, P., 72

E
Einstein, A., 22, 89
Eisenhardt, K. M., 15

Eliot, G., 22
Embarking on Policy Governance.

See Policy Governance 
transition

Ends; assigning responsibility for, 
6–7; defi nition of, 77; delegation 
of, 9; limiting authority to achieve, 
7; Policy Governance architecture 
position of, 88; questions forming 
organization’s, 6; See also Strategic 
Outcomes

Ends control container, 77
Ends policies; defi ning your destination, 

90–95; examples of, 95; monitoring, 
105, 146–153, 162; process of develop-
ing, 95–106; providing clear direction 
through, 91; reviewing, 106; tools for, 
106–112

Ends Policy Checklist, 104
Ends policy development; drafting ends 

policies for, 100–104; gathering expert 
input from staff and board mem-
bers, 99; gathering input from other 
boards, 99; gathering owner input for, 
98–99; identifying primary informa-
tion needs for, 97–98; importance of, 
95–96; planning the, 96–97; scanning 
your environment as research for, 
99–100; visioning and brainstorming 
for, 100

Ends policy drafts; addressing ambitions 
beyond organization vision, 102–103; 
board agreement on, 104–105; chal-
lenges and tips on, 100–101; checklist 
for, 104; defi ning the length of your 
vision in, 101–102; ensuring ends are 
feasible in, 102; handling controversy 
over, 105; including your beliefs and 
philosophy, 103; keeping ends and 
means clear in, 103; knowing when to 
stop, 105

Index
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Ends policy monitoring; ECO interpre-
tations must relate to whole policy, 
147–148; example of, 149–153; interim 
benchmarks used for, 149; interpreta-
tions refi ning ends policies through, 
146–147; key points for, 162; limita-
tions of, 148

Ends policy tools; Ends policy of closely 
held private corporation, 110; Ends 
policy for community college, 109; 
Ends policy for community welfare 
agency, 106–107; Ends policy for a 
parks and recreation society, 
107–108; Ends policy for public 
hospital, 109–110; Ends policy for 
regional library service, 108; vision-
ing techniques, 110–112

Ends questions; 1: what difference do you 
want to make? 92; 2: whom do you 
want to affect? 92–94; 3: what level of 
cost-effi ciency do you want to achieve? 
94–95

Enron scandal, 16, 172
Environmental scanning; description of, 

99–100; questions for, 100
Ethical issue, 129
Ethical test, 129
Executive Limitations; as container for 

controlling CEO’s means, 78, 125–135; 
delegation of, 9; monitoring, 153–155, 
161, 162–163; as policy category, 8; 
Policy Governance architecture posi-
tion of, 88

Executive Limitations monitoring; 
example of, 153–155; key points for, 
162–163; overview of, 153; sample 
report format, 161

Executive Limitations Report, 143
Expert help, 54
External report, 142
External requirements, 135

F
Felder, R. M., 34
Feldstein, L., 58
Financial reports, 73
Flexible management, 71
Funders, 48
Future owner interests, 52
Future Search, 112
Future Search Network, 112

G
Getting started. See Policy Governance 

transition
Global statement, 147
Governance; comparing Policy Governance 

to other approaches, 17–19; reviewing 
current board approach to, 14–16; ter-
minology associated with, 17

Governance goals; questionnaires on 
board, 35; understanding your, 18–19

Governance Process; as container for 
controlling board means, 78, 116–120; 
monitoring, 156–157; as policy cate-
gory, 8; Policy Governance architecture 
position of, 88

Governor leadership approach, 16

H
Hillson, D., 132
Horth, D. M., 187
Hough, A., 29

I
Independent report, 142
Internal reports, 142
International Policy Governance 

Association (IPGA), 23, 25

J
Jensen, M., 15
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K
Kelly, H., 28

L
Lampel, J., 71
Leadership. See Board leadership
Learning styles, 34–35
Legal compliance, 158
Legal ownership, 44
Let Go to Grow: Escaping the Commodity 

Trap (Sanford with Taylor), 113
The Life Science (Medawar and Medawar), 

13
Loyalty, 138–139, 158–159

M
McGregor-Lowndes, M., 29
Management Alternatives Pty Ltd 

(Australia), 83
Management Limitations, 78
Management (ownership), 48–49
Marx, G., 22
Mead, M., 1
Meaningful Monitoring (Moore), 143
Means; description of, 77; Ends policy 

drafts including clear, 103; policies for 
controlling the board’s means, 114–
121; policies for controlling CEO’s, 
121–135

Means control containers; Board-
Management Delegation, 8, 79, 88, 
120–121; for controlling board means, 
78–79, 114–121; for controlling CEO’s 
means, 78, 121–135; description of, 
77–78, 114; Executive Limitations, 8, 9, 
78, 88, 125–135; Governance Process, 
8, 78, 88, 116–120

Means policies; CEO freedom through 
prohibition, 124–125; charging CEO 
with accomplishing Ends, 122–123; 

crafting lower-level executive limita-
tions, 130–133; dealing with external 
requirements, 135, 135; deciding what 
to prohibit at broadest level, 125–127; 
deciding what to prohibit at lower lev-
els, 127–128; defi ning CEO roles and 
authority, 120–121; defi ning CGO’s 
roles and authority, 118–120; on ethics 
and prudence, 129–130; steering, not 
rowing through, 133–135; telling CEO 
what he or she cannot do, 123

Meckling, W., 15
Medawar, J., 13
Medawar, P., 13
Media publicity, 111
Miller Thomson LLP, 28
Mind Maps, 111–112
Minority owners, 51
Minow, N., 137
Mintzberg, H., 71
Mogensen, S., 23
Monitoring; accountability tied to, 139; 

“any reasonable interpretation,” 
86; board evaluation area of, 157; 
CEO evaluation area of, 155–156; of 
Ends policies, 105, 146–153, 162; of 
Executive Limitation policies, 153–155, 
161, 162–163; fundamentals of, 141–
146, 161–162; of Governance Process 
and Board-Management Delegation 
policies, 156–157; management of 
CEO, 48–49

Monitoring fundamentals; assessing 
monitoring report, 161–162; dealing 
with compliance and noncompliance, 
144–145; direct board report option, 
142–143; establishing compliance 
standard, 144; external report or inde-
pendent report options, 142; format 
of, 143; how often should reports be 
reviewed, 143; internal reporting 
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Monitoring fundamentals; (Continued ) 
option, 142; making your monitoring 
process count, 146; timing of board 
reports, 141–142; who should do the 
reporting? 142

Monks, R., 137
Moore, J., 143
Moral ownership, 44

N
Non-owner interests, 45

O
Oliver, C., 10, 176
O’Neill, O., 69
Organizations; addressing current cir-

cumstances of your, 174–175; clarify-
ing ownership of your, 45–46; creating 
media publicity for your, 111; creating 
story for your, 110–111; criteria for 
successful, 53; dealing with external 
requirements of, 135; loyalty to own-
ers and, 138–139, 158–159; questions 
forming Ends of, 6; safe and ethical 
operation of, 53; scenario development 
for your, 111

OurBoardroom Technologies Inc., 117, 
120, 126

Owner relations; description of, 55; 
importance of, 55–56

Owner relations building; asking intel-
ligent questions for, 57–58; being truly 
representative for, 58; clarifying your 
purpose for, 56; creating a plan for, 
56–57, 64–65; defi ning commitment to 
owners for, 56; designing your strategy 
for, 56; setting the context for, 57; tools 
for communicating and, 58–61

Owner relations tools; for being account-
able to owners, 60–61; board’s expecta-
tions of the owners, 65–66; choosing 

your, 58, 60; for evaluating ownership 
connection, 61; listed, 59; for respon-
sible ownership engagement, 60

Owners; agency theory on, 15–16; board 
expectations of, 65–66; defi ning dif-
ference they want to make, 5–6; ends 
policy development input by, 98–99; 
ensuring the difference wanted by, 9; 
identifying legal and moral, 43–49; 
loyalty to, 138–139, 158–159; minority, 
51; signifi cance of board’s, 4–5; under-
standing needs and wants of, 52–55

Owners’ interests; board allegiance and 
focus on, 54; chain of accountability 
connected to, 5; a great board, 54–55; 
in safe and ethical operation, 53; in 
success, 53

Owners’ representatives; being the, 50; 
as minority owners, 51; as potential 
future owners, 51; protecting owners 
from themselves, 50–51; weighing dif-
ferent owners’ interests, 51

Ownership; clarifying your organization’s, 
45–46; closely held boards and, 46–47; 
customers and, 47–48; funders and, 48; 
management, staff, and, 48–49; mean-
ing of, 4; practical application of, 62; 
public sector boards and, 47; rights 
and responsibilities of, 42–43; self-
appointing boards and, 46; as source of 
board’s authority, 42; See also Boards

Ownership tools; board’s commitment to its 
ownership, 63–64; board’s expectations 
of the owners, 65–66; sample owner 
relations plan, 64–65; suggested table of 
contents for owner’s guide, 66–67

P
Palus, C. J., 187
Policy; agreeing on board, 176–178; “any 

reasonable interpretation” delegation 
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of, 8–9; board vote to adopt, 182; cat-
egories of, 8; defi nition of, 7, 69–70; 
Ends, 90–112; ground rules for devel-
opment of, 178; maintaining your, 
86–87; means, 113–136; policy control 
vs., 183; writing comprehensive yet 
concise, 7–9

Policy containers; board control through, 
75–76; designing policies within, 
79–86; Ends, 77; means, 77–79

Policy control; ensuring that you have, 
8; having policies vs. having, 183; 
through policy ranges, 82–83; sequenc-
ing policy ranges for, 83–84

Policy design; control through policy 
ranges, 82–83; haphazard control of, 
81; ineffective use of time in, 80; moni-
toring “any reasonable interpretation,” 
86; muddled accountability in, 81; 
pitfalls of traditional, 79–80; within 
policy containers, 79; powerful, 81–82; 
sequencing policy ranges, 83–84; stop-
ping at appropriate time, 84–86

Policy Governance; answering questions 
and concerns about, 22–29; architec-
ture of, 88; assessing rewards and costs 
of changing to, 19–22; bike analogy of, 
3, 25, 27, 113–114; chain of account-
ability provided by, 5; comparison with 
other governance approaches, 17–19; 
frequently asked questions about, 
23–29; making the decision to use, 
30–31; overview of, 1, 2–3, 41–42; 
registered service mark and rights to, 
26–27; reviewing what your board has 
learned about, 29–30; theory driv-
ing, 3–5; See also Policy Governance 
transition

Policy Governance components; assigning 
responsibility for making difference, 
6–7; compiling concise written policy, 

7–8; defi ning difference your owners 
want to make, 5–6; delegating within 
“any reasonable interpretation,” 8–9; 
ensuring difference your owners want, 
9; limiting authority, 7

The Policy Governance Fieldbook (Oliver 
and others), 10

Policy Governance Filter, 204
Policy Governance planning/ 

implementation; agreeing on board 
policies, 176–178; annual board, 
199–201; continual practicing to per-
fect, 187; defi ning agreement (consen-
sus), 176; handling concerns brought 
to the board, 183–186; handling 
everyday board-CEO communica-
tions, 186–187; making any necessary 
compromises, 182–183; securing your 
future through, 178–182; transition 
time frame, 175–176; voting to adopt 
your policies, 182

Policy Governance system; adaptation 
of, 27; available research on, 28–29; 
benefits of using, 9–12; components 
of, 5–9; flexibility of, 27; func-
tions of, 3; as model, 2; risk associ-
ated with, 27–28; transition to, 20, 
165–204

Policy Governance system benefi ts; 
becoming a real leadership team, 10; 
being clear about who does what, 
11; being seen to be great, 12; getting 
there faster, 11; getting where you 
want to go, 10–11; having needed 
control and freedom, 11; overview of, 
9–10

Policy Governance tools; cost of staying 
without Policy Governance, 37–38; 
decision-making process for, 32–33; 
discussion of Policy Governance, 
39–40; getting concerns on the table, 
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Policy Governance tools (continued ) 
38–39; learning styles and pathways, 
34–35; questionnaire on governance 
assumptions, 33; time/money costs 
in introducing, 36; what you want to 
achieve as a board, 35

Policy Governance transition; addressing 
organization’s current circumstances, 
174–175; board meeting agendas 
for, 180–181, 201–203; getting your 
people going, 166–173; moving from 
traditional practice to, 20; planning 
and implementing Policy Governance, 
175–187, 197–199; tools for embark-
ing on, 188–204; See also Policy 
Governance

Policy Governance transition tools; 
annual planning for board, 199–201; 
board member job description, 
190–192; using board mem-
bers’ individual talents, 188–189; 
Policy Governance Filter, 204; 
risks/ mitigating strategies for Policy 
Governance application, 192–193; 
sample CEO job description, 194–195; 
sample implementation plan, 197–199; 
sample invitation letter to prospec-
tive board member, 189–190; special 
circumstances and implications for 
boards, 195–197

Policy reviews, 179–180
Principals-agents gap; agency theory on, 

15–16; stewardship theory on, 16
Proceedings (Fifth International 

Conference on Engaging 
Communities), 58, 60

Prudence issue, 129–130
Prudential test, 129
Public concerns, 184–185
Public sector boards, 47
Putnam, P., 58

Q
Questionnaires; on current governance 

assumptions, 33; learning style, 34; on 
what you want to achieve as a board, 35

R
Reinventing Your Board: A Step-by-

Step Guide to Implementing Policy 
Governance (Carver and Carver), 114, 
143, 175, 176

Reviewing Ends policy, 106
Risk Management Framework, 78
Ryan, C., 29

S
Sanford, L., 113
Sarbanes-Oxley Act, 16
Scenario development, 111
Schwarcz, S. L., 172
Self-appointing boards, 46
Soloman, B. A., 34
Spencer, L. J., 165
Staff; accountability roles of CEO vs., 189; 

defi nition of, 42; gathering ends policy 
input from, 99; ownership, manage-
ment, and, 48–49; Policy Governance 
transition role of, 171–172

Stakeholders; board relations with other, 
61–62; gathering ends policy input 
from, 99

Stewardship theory, 16
Strategic Outcomes, 77; See also Ends
Strategic plans, 71–72
Success criteria, 53
Suroweicki, J., 58
Szent-Gyorgi, A., 41

T
Taylor, D., 113
Tooley, R., 117, 120, 126
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U
United Nations, 82

V
Vision; End policy defi ning length of 

board, 101–102; End policy moving 
beyond organization, 102–103

Visioning techniques, 100, 
110–112

W
Watchdog leadership approach, 15–16
Websites; Future Search Network, 112; 

OurBoardroom Technologies Inc., 117, 
120, 126

Willingham, D. T., 187
Winning Through Participation (Spencer), 

165
The Wisdom of Crowds (Suroweicki), 58
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