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Defining Success For An Incoming CEO
Does Policy Governance® mitigate some of the challenges of
stepping in as a new CEO?

Bill Charney has had the pleasure of working with the Rockford Area Convention &

Visitors Bureau since 1998. Over the past 10 years, the Bureau successfully adopted
PG, used the structure and reporting transparency of PG to defend their operations to
the press and general public (Leading Edge, Volume 3), and said goodbye as their Founder
and CEO retired after 20 years. Replacing a CEO is no small task, and Bill wanted to see
how this PG Board was moving into the future. He visited with David Preece, who
joined the Bureau as CEO in 2006, and asked David to share his impressions on his
transition to Policy Governance:

"When interviewing for the position, I reviewed the governing policies, my predecessor's monitoring

reports, corporate plans, documents, etc. My first reaction was that the policy reporting requirements

were overwhelming and potentially burdensome. But after arriving and actually getting involved in

the process, I realized that these are not onerous reporting vehicles, but rather a more clearly

structured way to report the staff's stewardship.

After a few months at the Bureau, I began to appreciate more the governing system our Board had put in

place - a structure that effectively articulates the roles and responsibilities for Board members and staff.

Welcome back to Leading Edge.
This complimentary newsletter is
produced for our clients, as well as
colleagues and other associates, to
offer insights and resources benefit-
ing the elevation of board leadership.

My associate, Jim Hyatt, and I have had the pleasure
of providing governance expertise to more than 300
agencies. Among these, we have helped more than
100 with comprehensive Policy Governance®
implementation assistance and counsel, including
charitable organizations, governmental boards,
trade associations, cooperatives and privately held
equity corporations.

In response to feedback from many of you, this 5th
issue of Leading Edge is presented in a very different
format. Past editions featured in-depth case studies
about one or two organization's experiences in
their quest for better governance. In these pages,
however, you will learn from and, we hope, be
motivated by the challenges met and successes
achieved by a wide array of clients, addressing
a variety of governance topics.

We often meet people disenchanted with their
experiences on or encounters with (particularly)
nonprofit boards. Rather than committing to effect
positive change, they often express an "Oh well,
that's just the way it is" sentiment.

We hope that these "in their own words" experi-
ences, as told by board leaders and CEOs of clients
with whom we've had the pleasure of working, will
discourage that complacency and help readers learn
more of not only what is possible for boards, but
how that potential can be achieved.

To those who shared their experiences in these
pages, we extend our sincerest gratitude. Your
commitment has and continues to inspire our work,
and we hope and expect that others will be inspired
by what you have shared.

As always, thanks for reading. Your questions, feed-
back and ideas for future publications are invited…
We'll always respond!

Bill Charney for Leading Edge

Policy Governance® is a registered 
service mark of Dr. John Carver.

Used with permission.
The authoritative PG website is:

p o l i c y g o v e r n a n c e . c o m .
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The connection between policies and activities is increasingly clear, and it has become easier to tie

organizational priorities, actions and reports to the Board's Ends policies.”

ON ENDS FOCUS AND ALIGNMENT: “Ends dialogue and refinements is a crucial, on-going exercise,

involving Board/staff in a way that develops consensus on where we want this nonprofit tourism

marketing agency to go. This results in important modifications to Ends policies, keeping both Board

and CEO well aligned towards future achievements. PG enables full alignment all the way through from

the Board's vision for our organization's mission, to the staff's strategic planning and reporting of

accountability to the Board. The reporting requirements are appropriately demanding.”

ON KNOWING AND MEETING BOARD EXPECTATIONS: “In my previous CEO experience I sometimes had

to guess what the Board's priorities were and what kind of data they wanted to receive. The PG

process defines what each of us is to focus on, how to communicate our respective stewardships, and

how we evaluate our performance. But keep in mind that PG training for Board and staff is very

important. The system doesn't do much good if those involved don't know how it works or are

unaware of how to properly use the content they prepare and/or receive." 

g o r o c k f o r d . c o m

“Def in ing  Suc c e s s” f r om  page  1

In mid-2008, Bill Knott retired after three

decades directing Colorado's highly

acclaimed Jefferson County Public Library

system. A few weeks before his retirement.

Bill shared his impressions of PG since the

JCPL adopted it in 2005:

ON POLITICAL PRESSURES: “It is common
that Trustees are appointed due to an elected
official's ‘agenda.’ With Policy Governance,
the Board speaks with one voice.

In many library systems, the Trustees get
involved in individual complaints about a
book. Here, our Trustees sit at the table,
review our policies and values about the
library and its role, and  become fierce
defenders of intellectual freedom. Even
under public pressure to affect our collec-
tion, they view buying a book as no differ-
ent than hiring a staff member - the
trustees have no role. With PG, Trustees
address concerns at a policy and values
level, not the individual decisions. Policies
convey their values about an issue. This
enables the Board to keep the Director's
feet to the fire, but with appropriate
empowerment. This creates a basis for
mutual trust.”

ON BOARD/STAFF DIALOGUE: “One great
benefit has been how PG freed and liberated
dialogue between Trustees and staff.

We're comfortable with it because people
understand roles and authority.
Professional colleagues are horrified when
they learn of the freedom of interaction
we have here, but it works!”

ON PRODUCTIVITY: “With PG, the Board
can better judge the Director's work on a
real-time basis. We report honestly those
things we are not compliant on, and they've
been accepting of those conditions while
requiring us to improve and correct them.

An enormous amount of work goes into
making Ends drive operations in a way that
everyone understands. It's not jumping
through hoops - it makes total sense.
We're developing a methodology for all
library department heads' evaluations to
be based on their Ends achievements.
Our senior managers see how it's a good
way to do business.

Policy Governance is a wonderful process.
It gives clarity to who makes what decisions,
with linkage to their consequences, making
everyone's work more focused and more
productive. Anybody I talk to about PG, I
tell them to do it. Now, when our Trustees
meet with other library boards, they come
back and wonder how they possibly get
anything done.”

BRINGING

"WHOLE-TEAM"

THINKING TO A

POLITICALLY

APPOINTED

BOARD

JEFFERSON COUNTY PUBLIC LIBRARY j e f f e r s o n . l i b . c o . u s

“...Trustees address

concerns at a policy

and values level,

not the individual

decisions.”

� � �

“The reporting

requirements are

appropriately

demanding.”

� � �
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Many boards adopting PG find great benefits

in operating without an Executive Committee.

California Association of Community

Managers Board Chair Dan Kocal offers

his insights:

“Our underlying issue was a huge chasm
between the Executive Committee (EC)
and the rest of the Board. Our Board
members are all in the same business,
but have different work cultures, work
environments, different clientele.
These contribute to our having a lot of
agendas. The perceptions that the EC
had things going on behind closed
doors, even when it didn't, led to the
importance of transparency.”

ON THE EFFECT OF ELIMINATING THE EC:

“We eliminated the EC as part of our PG
adoption, and this brought the Board
closer together. We're working as a whole,
versus the 'us and them' or 'rubber
stamp' feelings. The Board is now on a
level playing field, versus the perceived

elite group within that was the EC.
Also, the CEO used to have to prepare
for both Board and EC meetings - so
there's more efficiency, though the formal
reporting to the entire Board takes on
different emphasis and priority.”

ON BOARD SIZE: “PG was our vehicle to
work through and make sense of the
fact that our Board was too big and
unwieldy. Its principles enabled us to
establish a more appropriately sized
Board and not lose our camaraderie.
We're much more unified, and our officer
roles are much better defined. This will
also be beneficial for long-term leader-
ship/succession planning.

It was a challenge to let go of previous
activities and perceived responsibilities.
We're learning to focus more on whether
our End results are being achieved, rather
than all of the details of 'how.'”

MOVING PAST

THE EXECUTIVE

COMMITTEE

CALIFORNIA ASSOCIATION OF COMMUNITY MANAGERS c a c m . o r g

In early 2004, the two largest associations serving

the craft and hobby industry, the Hobby Industry

Association (HIA) and the Association of Crafts &

Creative Industries (ACCI), joined together to form

the Craft & Hobby Association (CHA). Chief

Governance Officer (CGO)
Jim Scatena describes how Policy Governance

helped the new organization succeed:

“It was such an opportune time to discover
PG. We had just merged two associations.
ACCI served the grass roots of our
industry, and HIA's members were larger -
big box, chain stores, manufacturers.
Bringing together the board cultures was
a challenge. ACCI had an outside man-
agement company, so its Board was
comfortable with delegation. With 24
employees, HIA was much larger. But its
Board, ironically, was completely involved
with operations.

There was a true culture clash. We
knew we needed a fresh start with a
new governance philosophy. At that
point, a Board member with PG experience
introduced the concept. It had to be the
right, proven, workable foundation and PG

was exactly that. So we brought in
Charney Associates.

Various Board members were reluctant to
'relinquish authority' to the CEO. 'Really,
we're not going to get daily reports?'  We
were really moving their cheese!  What
made it work was that it wasn't viewed as
the agenda of an individual or constituency
within the Board - Charney's process helped
all Board members to have full buy-in.

PG was the right thing at the right time,
and our great CEO complemented it. He
wanted to be accountable - but to be
empowered enough to get the job done.
He didn't want to be held accountable for
decisions the Board makes. How basic is
that? Very - but not for most boards.

PG really opened our horizons. I probably
have a dozen favorite parables or quotes
that I attribute to Charney. Such as, 'We
used to tell the CEO when to go, but now
we tell him when to stop.'  I think of it
every day. We make the boundaries clear.
It's one of the most exciting attributes of
PG, and it allows us to reopen, explore and
pursue our vision.”

MERGING

LEADERSHIP

CULTURES

CRAFT & HOBBY ASSOCIATION c r a f t a n d h o b b y . o r g

“We eliminated the

Executive Committee

as part of our PG

adoption, and this

brought the Board

closer together.”

� � �

“...our great CEO...

he wanted to be

accountable - but to

be empowered

enough to get the

job done.”

� � �



FROM

“MODIFIED” TO

POLICY

GOVERNANCE

Andrew Belschner, Board Chair of the
San Francisco AIDS Foundation, describes a
board's reluctance to commit to Policy
Governance, and how it moved forward:

“Our Board was conceptually attracted to
Policy Governance, and had adopted a
'modified' version of it. By 2007, we
sensed that doing it half-way made our job
more difficult rather than easier. Through a
workshop with Miriam Carver, we realized
how incomplete our approach had been.

We then assessed our reasons for not
going 'full-fledged.'  Some felt the nature
of our organization's work, being highly
innovative in developing programs to be
utilized by others, wasn't conducive to PG.
Others perceived that PG didn't offer
adequate tools to measure success. And a
big concern was that the PG approach
to fiscal oversight is so different than
traditional approaches.

With Bill Charney's help over the course of
three days in early 2008, we overcame our
concerns. For example, one Board
member is a highly respected forensic
accountant. He was very concerned about
altering the traditional finance committee

role. But by using his insights to identify
the fiscal circumstances that would be
unacceptable, we were able to carefully craft
our Management Limitations policies. This
has created great confidence, and now that
Board member, previously so skeptical of
Policy Governance, recently suggested it to
another board he serves on.

As the Board carefully reviews monitoring
reports, I expect that we will be much more
aware of what's important in our
organization than we were previously. In
essence, the committee structure used to
look at individual parts of the organization,
and that diluted the information that came
to the entire Board. Now, the whole Board
assesses our CEO's interpretations and
organizational performance. As we get
more into Ends monitoring, it will tell us
what we need to re-evaluate, and we'll know
what needs to be prioritized in the Board's
own policy work.

We were concerned about finding the bal-
ance of being aware and meddling. Now
we understand how PG helps us find that
balance. There's such optimism, and we're
on a whole new adventure.”

4

SAN FRANCISCO AIDS FOUNDATION s f a f . o r g

With a board comprised of representatives of
seven area municipal governments, Colorado's
Roaring Fork Transportation Authority adopted
Policy Governance in 2003. Executive
Director Dan Blankenship describes how
the Board/CEO partnership has been elevated:

“Policy Governance has greatly empowered
our Board to focus on broader policy
issues, while giving them the tools to keep
track of things so they don't get bogged
down in details.

Although some people don't like all the
language, it simplifies the process in terms
of accountability. The staff better
understands what I'm accountable for, and
why I hold them accountable. We all feel a
sense of resulting freedom because we
don't stress out about identifying what we
can or can't do.”

ON BUILDING TRUST: “With this frame-
work, if the Board wants two things that
are in conflict, I can present data objectively,

without being perceived as defensive, by
keeping the conversation focused on the
policy issue. The CEO can be upfront
about problems in a way that builds trust,
good faith and good will. For example,
one of our Ends required completion of
a project by 2010. I conveyed that to
accomplish it, we couldn't do certain other
things within resources. Ultimately, the
Board changed the policy parameters,
making it possible to be not only back on
track, but ahead of the original schedule.
Without the PG structure, we'd likely
fumble a bit more along the way.

As a regional entity, our board has varied
constituents, and time is limited. By
default, they need to place a lot of
responsibility in the CEO. I believe that if
the board stays with PG, it will serve
future boards and future CEOs well
because it puts the board's time and energy
where it's most needed. And in the long
run, they're more satisfied because RFTA
is growing and achieving more.”

ENGINEERING

SUCCESS FOR A

TRANSIT AGENCY

ROARING FORK TRANSPORTATION AUTHORITY r f t a . c o m

“the committee structure

used to look at individual

parts of the organization,

and that diluted the

information that came to

the entire Board. Now,

the whole Board assesses

our CEO's interpretations

and organizational

performance.”
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“The CEO can be

upfront about prob-

lems in a way that

builds trust, good

faith and good will.”
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British Columbia's Kwantlen Polytechnic

University (formerly Kwantlen University

College) Board Chair Kathleen

Casprowitz shares her perspective on the

challenges and benefits PG brings to the

Chair role:

“Policy Governance provides great clarity
about the respective roles of the Board
and of operations. I like that the process
is systematic, from how the agenda is set
to what is monitored and how often. I
also like that it provides for objective
evaluation of the president's performance,
rather than 'anything goes.'”

ON BOARD EDUCATION: “A big challenge is
writing policy in a way that delivers the
results the Board wants. The most
challenging aspect is that -- what you
don't know, you don't know!   It would be
this way otherwise, but PG makes it more
explicit that a Board must be informed in
order to write good policy.

PG forces boards away from navel gazing

and towards the future because when
setting policy about future impacts it
forces the Board to look outside of itself.
For example, we started bringing in outside
speakers to the Board. A health authority
leader elevated our understanding of the
community's need to have more nurses.
Also, the city manager for the major city in
our area helped the Board recognize the
skills needed to meet the job development
needs in our area.”

ON BOARD EFFECTIVENESS: “As Chair,
because things are systematic, the gover-
nance process is much easier to manage,
such as how the Board delegates its
authority, whether to Board committees or
to staff. The committee structure is leaner
and meaner. And because PG gives the
whole Board a shared focus, it minimizes
personal agendas. Another benefit is
that it forces us to be rigorous about
the process of governance, including
monitoring our own performance. It
makes much more efficient use of
Board members' time.”

KWANTLEN POLYTECHNIC UNIVERSITY k w a n t l e n . c a

A UNIVERSITY

BOARD CHAIR’S

PERSPECTIVE

Lori Canova, CEO of "I Have A Dream"
Foundation of Boulder County shares her
insights on addressing the challenge of bringing
wholeness to the governance process:

“In addition to their varied expertise, many
Board members have pet projects or special
interests. Some volunteer actively in
programs. Others are major donors.
These contributions, while important, can
easily divert the focus or attention of
directors at Board meetings.

With Policy Governance, our meetings are
much more focused, and far less susceptible
to being dominated or moved off-track by
individual Board members' agendas. As
peers, they keep each other in check. It's
been great to see our Board committed to
staying true to its role, as defined by our
policies. At 'I Have a Dream,' a challenge
for both the Board and management has
been sensitivity revolving around those
Board members who are major donors
and sponsor a class. They are incredibly
committed, and are often much more
involved at the programmatic level. But
since changing our governance process,

they really understand the separate hats
they wear. Some came to realize they
preferred their individual volunteer role,
and have chosen not to continue as Board
members. Others decided that the Board
role is their preferred volunteer position.”

ON THE ROLE OF THE CHAIR: “The Board
Chair position has really benefited from
PG's increased role clarity. With the
position now so clearly defined, the
transitions among Board Chairs is much
less dramatic, or even traumatic!   It has
helped the Chairs know what's expected of
them. The Board now has agreed-upon
operating procedures, and the policies
make it clear that the Chair is to steward
the Board through established practices.”

ON CEO/BOARD RELATIONS: “I see the
entire Board as my boss, not each of the
individual Board members. However, as
CEO, it's still beneficial for me to develop
and cultivate individual relationships with
each board member, especially the Chair.
But utilizing PG makes it much clearer
how we interact and how the organization
is led and operates.”

LEVELING THE

BOARD MEMBERS’

PLAYING FIELD

I HAVE A DREAM FOUNDATION OF BOULDER COUNTY i h a d b o u l d e r . o r g

“...because PG gives

the whole Board a

shared focus, it 

minimizes personal

agendas.”
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“...our meetings are

much more focused,

and far less susceptible

to being dominated

or moved off-track

by individual Board

members...”

� � �
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MASTERING THE BOARD GAME™OUR TOP-RATED WORKSHOP

In Mastering the Board Game, Bill Charney and Jim Hyatt identify the
universal challenges of the Board/staff relationship and how employing
a new strategy to contend with these complex issues transforms the
dysfunctional or adequate Board into the collaborative and exceptional
Board. Presentations are available as a general introduction suitable
for public presentations and organization-specific to address key issues
surrounding your organization. From nonprofits to corporations,
Charney Associates' engaging and interactive presentation has been
known to make an immediate and positive impact in how Board members
perceive their roles and  duties as leaders of their organizations.

In MASTERING THE BOARD GAME, attendees learn the importance of:
Relationships

m Identify your "owners'" needs
m Define board and staff roles

Leadership

m Differentiate board from executive leadership
m Determine direction with a long-range perspective
m Delegate effectively
m Create effective policies
m Monitor policy implementation
m Exercise group authority
m Define success in terms of outcomes, not activities

Action Planning

m Create a vision
m Launch your work 
m Plan your path for success
m Fulfill all legal/fiduciary duties

WORKSHOP OUTCOMES

At the end of the workshop, participants will have a clear understanding
of the distinctions between governance and management, and how boards
can use their time to create maximum benefit/achievement of purpose,
while empowering staffs to be effective in their role. You will learn:
m ten state-of-the-art Policy Governance® principles
m why boards should, and how they can, focus on purpose rather

than process
m the fiduciary and legal duties of directors, and how/why their

application has become more relevant and a higher concern
since 2000

m how to have effective controls over process without "micromanaging"
m how to clearly delegate to staff and committees, and hold them

accountable, including tools for effective and systematic CEO
performance assessment

m a new way to look at board officer and committee structures to
govern most effectively

m the four categories of governing policies that are necessary for
accountability and role clarity, and 

m key policy topics with examples of policy development.

Bill Charney is a consultant and trainer in board
governance and leadership. Personally selected
and trained by Dr. John Carver. Bill is an expert
in the Policy Governance® model of board
leadership, maximizing the effectiveness and
efficiencies of nonprofit, public and corporate
boards. He co-authored, with Miriam Carver,
The Board Member's Playbook (Jossey-Bass,
2004). As CEO of Charney Associates, Bill has
consulted a wide variety of entities, including
wholesale distributors, cultural/civic organiza-
tions, chambers, trade associations, regulatory
bodies, cooperatives, governmental agencies and
a wide variety of health and human service
agencies. He was a founding board member of
the International Policy Governance®
Association (policygovernanceassociation.org).

Jim Hyatt is an attorney and consultant spe-
cializing in governance. A graduate of
Brown University and Columbia Law School,
Jim spent nearly 20 years in corporate and
securities law prior to shifting his focus to
boards of directors. His training includes
attending the Policy Governance Academy
with John Carver and Miriam Carver. Clients
include boards in the tourism, association,
public schools, health and religious sectors.
Jim joined Charney Associates as an
Associate in 2004.

Lisa Croy is the Office Manager and
Executive Assistant at Charney Associates. A
student of English and Journalism at the
University of Colorado at Boulder and gradu-
ate of the Art Institute of Colorado
Communication Technologies and Graphic
Design program, Lisa has spent 20 years as
an administrator, technical editor, production
manager and graphic designer. She keeps the
office running smoothly and assists Bill and
Jim so they can focus on their clients’ needs.
Lisa joined Charney Associates in 2005.

Jim Hyatt

CEO & Executive Editor

bill@bcharney.com

Associate & Contributing  Writer
jim@bcharney.com

Office & Production Manager
lisa@bcharney.com

Bill Charney Lisa Croy

135 Eudora Street  Denver, CO  80220
P: 303-321-3190  F: 303-321-2610  E: bill@bcharney.com

www.bcharney.com 

DE S C R I P T I O N O F
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This protocol is the most efficient set of tools for successful
Policy Governance implementation available in North America.
When boards utilize Charney Associates’ Board Performance
System for governance training development, they can expect the
following outcomes:

p Results criteria will be in place, broadly defining the success of
the organization.

p Board members will have a clear definition of their roles and
responsibilities - individually and collectively.

p There will be a specific understanding as to where the board’s
authority ends and the staff ’s begins.

p Staff will be empowered to do their job within clarified parame-
ters of authority and will be specifically accountable for process
and results.

p Performance evaluation criteria and monitoring systems will
be clearly established.

p Board officers and committees will have specifically defined job
descriptions and authority.

p The board will have a system to focus its efforts on industry or
community trends and owners’ needs, enabling it to confidently
establish priorities regarding future organizational results.

These outcomes are realized by completing the five phases of The
Board Performance System.

THE BOARD PERFORMANCE SYSTEM™

For clients that have adopted Policy Governance®, Charney
Associates' Governance Progress and Support (GPS) System™
enables boards to have a combination of valuable on-site and year-
round support/"coaching" services to help build and maintain board-
room excellence.

GPS packages typically include a specifically tailored combination of
the following on-site and remote services:

ON-SITE SERVICES

m Board retreat planning and facilitation
m Board meeting observation and counsel
m Ownership linkage plan development
m Assistance to management on Ends Action Plan development
m New board member orientation
m Advanced board training (wide variety of customized topics are

available)
m Customized services specific to your Board and your process

REMOTE SERVICES

m Agenda planning
m Annual work plan development

m Monitoring report drafting assistance to the Manager
m Monitoring report review assistance to Chair/board members
m Policy development/preparation
m Availability to assist Board committees in structure and function
m Availability to answer questions (phone or e-mail) from

board members.

In addition to having Bill Charney and/or Jim Hyatt available as a
"governance coach" available throughout the year for a combination
of on-site and remote support, GPS clients receive additional benefits:

m Further discounts if additional time, beyond that provided in the
contract, is requested.

m Remote service time "on-account" with no minimum monthly
usage.

m Unused remote service time, if any at end of Agreement interval,
automatically "rolls-over" for future use.

m GPS clients receive priority response/scheduling when requesting
assistance and/or on-site date availability.

GPS agreements are available in one- or two-year increments, and are
customized to meet client needs.

THE GOVERNANCE PROGRESS AND SUPPORT (GPS) SYSTEM™

Steps 4, 5 & 7: O n-Site T r aining and C onsultation

Steps 1-3, 6, 8 & 9: R emote Ser vices

Phase

1

Phase

2

Phase

3

Phase

4

Phase

5

1 32

54

8 9

6
7

T he B oar d P er for m ance S ystem 

A Comprehensive Policy Governance¨

Training, Implementation and Follow-Up/Support Protocol

2007, C harney Associates.  Policy Governance¨ is a registered service mark of Dr. John C arver.   Used with permission.    

T he Board Performance Systemª is a trademark of C harney Associates.
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Suzanne Crawford, CEO of Sister

Carmen Community Center, shared how

Policy Governance improved the state of

trust, confidence and fairness in her relationship

with her Board:

“After our initial training and PG imple-
mentation with Jim Hyatt, the entire focus
of our Board meetings, and the rela-
tionship between me and the Board, shift-
ed. For instance, I no longer have seven
Board members calling me each week with
seven different opinions! Board members
are more respectful of my work, and of
the roles of Board and staff. When oper-
ational issues come up, Board members
may offer their opinions, but they don't get
their fingers into my work.”

ON REPORTS TO THE BOARD: “As com-
pared to typical reporting, the Board now
gets more and better information on the
use of funds, treatment of our clients, etc.
They read my reports prior to our meetings
and come prepared. They spend less time
on operational issues because they see the
evidence in my monitoring reports that
their policy expectations are being met.”

ON EFFECTIVE BOARD ENGAGEMENT IN

OPERATIONAL ISSUES: “In one instance, the
Board has remained very involved in
expansion plans that will entail a major
land acquisition. As the Board has
retained its decision authority on this issue,
the line between us remains clear and
respected. Nor does this one issue dominate
the Board agenda. The Board remains
cognizant of the big picture and its focus
on linkage with the community and other
organizations. Guest speakers still address
the Board on relevant topics, opening up
its perspective on the world surrounding
us, and informing its discussions.”

ON CEO PERFORMANCE ASSESSMENT: “This
process has improved tremendously.
Formerly, Board feedback could come as a
great surprise to me. But last year, every-
one, Board and me included, knew exactly
what the score was and everything was
based on objective facts and evidence
given to them over the course of the year.
The 'summary' review took all of 10
minutes! There were no surprises, no
unfounded opinions.”

BUILDING THE

BOARD/CEO

RELATIONSHIP

SISTER CARMEN COMMUNITY CENTER s i s t e r c a r m e n . o r g

“They spend less time

on operational issues

because they see the

evidence in my

monitoring reports

that their policy

expectations are

being met.”

� � �

Webster’s defines “governance” as the act, manner or function of the
“exercise of authority over an organization, institution, state, district,
etc.” or “a system of ruling, controlling, etc.” A theory of gover-
nance must address much more than management. It must address
the integrity of a board’s relationship with the ownership, including
strategies to overcome obstacles inherent in exercising group respon-
sibilities, such as personal choices.

As illustrated by Dr. John Carver in Boards That Make a Difference,
Policy Governance is a principle-centered, integrated and complete
framework for governance.

Under Policy Governance, a board transforms it values into policies
of four types: Ends, Management Limitations, Board-
Management Delegation, and Governance Process.

Articulating policies in these categories makes possible a comprehen-
sive yet concise framework for expressing board leadership:

ENDS: The board defines which needs are to be met, for
which recipients, and at what cost. These mission related
policies embody the board’s long range vision, yet may also
include short-term targeted results.

MANAGEMENT LIMITATIONS: The board clearly establish-
es boundaries of latitude within which operational methods
and activities can responsibly be left to staff.

BOARD-MANAGEMENT DELEGATION: The board clari-
fies the manner in which it delegates authority to staff as well
as how it evaluates staff performance (based upon provisions
of the Ends and Management Limitations policies).

GOVERNANCE PROCESS: The board determines its philos-
ophy, its accountability, and specifics of its own job. The
effective design of its own processes ensures that the board
will fulfill its three primary responsibilities: maintaining link-
age with the ownership, establishing the four categories of
written policies, and assuring executive performance.

Simply put, Policy Governance is a basic set of concepts and princi-
ples that provides a complete framework of efficient, focused and
productive carrying out of the task of governing boards. It enables
boards to experience true accountability.

AN OVERVIEW OF POLICY GOVERNANCE



Kansas Arts Commission Executive

Director Llewellyn Crain explains how

clarifying roles and purpose frees people to do

their jobs with confidence:

"As the Commission focuses more on the
big picture and less on operational detail, it
gives me more room and freedom to
exercise my talents and strengths. When
Board members want to direct the CEO
personally, it seems every member has a
different idea of what the CEO should be
doing. That makes the job harder and more
stressful because I'm not sure what's
expected; I don't know how to meet all the
different expectations placed on me.

At the same time, if the Board and
individual Board members are trying to
direct my activity, the Board can't really know
how effective a CEO I can be.”

ON CEO ACCOUNTABILITY: “Policy
Governance makes my job more challenging,

but less stressful. On the one hand, I have
more freedom to accomplish our goals,
within limits set by the Commission's
policies, but with that comes more
accountability for the decisions I make.

The Commission is also freer to focus on its
work. There's now a place for members ideas
and brainstorming to go. The Commission's
job is to look outward, to be ambassadors
around the State. As it does so, it clarifies the
Arts Commission's big picture. That makes
my job easier because I have a better under-
standing of what the Commission wants me
to accomplish.

I am totally sold on Policy Governance. It
seems complex on the surface, but it's really
very simple. When Jim Hyatt came to
Kansas and I then understood it, I
breathed a big sigh of relief because I
realized this is how boards and CEOs
should work together."
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GREATER

ROLE CLARITY = 

GREATER

ACCOUNTABILITY

KANSAS ARTS COMMISSION a r t s . s t a t e . k s . u s

Melissa Memorial Hospital (MMH) is a rural

critical access hospital in eastern Colorado.

Board Chair Steve Young shares how

Policy Governance affects the work of MMH's

five-member publicly elected Board:

“The health care environment is extremely
complex - especially so for a new Board
member coming on. Before Policy
Governance, we recognized that our job is
to have effective 'control' over operations,
but didn't know of a systematic way to do
so. It can be intimidating, as lay people,
to be in a position to direct health care
professionals and physicians.”

ON MEETING FIDUCIARY STANDARDS

WITHOUT MEDDLING: “PG's biggest ben-
efit is it allows us to focus more on
important issues, and less on those that
management is much more qualified to
address. Through the PG process, we
focus a lot more on the future.
Quality of care. Patient satisfaction. Legal
compliance. We're better able to understand

these issues, and our time is well used ver-
sus the micro issues we used to dwell on.”

ON TRAINING NEW BOARD MEMBERS IN PG:

“Getting new Board members oriented
and trained in the system is crucial. You
can't assume they'll just absorb it without
that education. We really like the baseball
field analogy - there are boundaries, just
like foul lines, and the Administrator
knows actions within them are 'fair-play.'
Outside of them, the Board needs to
know, and act accordingly. The
Administrator and staff no longer have to
ask permission to do their job!

Would we do it all over again?  Definitely.
We've clarified our role and we know our
responsibilities, particularly in ensuring
that our Ends are appropriate to our rural
community. We spend less time in
meetings, but we're more productive than
we were anytime before the governance
process was implemented.”

LAY LEADERSHIP

IN THE

HEALTH CARE

ENVIRONMENT

MELISSA MEMORIAL HOSPITAL m e l i s s a m e m o r i a l . o r g

“...I have more

freedom to accomplish

our goals...but with

that comes more

accountability for the

decisions I make.”

� � �

“Getting new board

members oriented

and trained in the

system is crucial. You

can’t assume they’ll

just absorb it without

that education.”

� � �
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North San Diego County Association of

REALTORS® CEO Dianne McMillan

spoke about generating the "monitoring

reports" used in evaluating CEO performance:

“We self-implemented Policy Governance
in 2002. Initially, my reports conveyed
'what we were doing' rather than 'what the
results are.'  As with many executives, I
didn't understand the need or value of
including policy 'interpretations' in the
reports. Bill started working with us in
2005, and I had severe reservations
when he suggested that we needed to
include interpretations and data that
addressed them.

Since then, it has been an on-going and
worthwhile learning process. Our Board
has reacted very positively and our working
relationship has been enhanced. The
reports directly address our policies and
Board members are impressed with and
comforted by this way of understanding
what staff is doing. Informal conversations
are distinct from 'when the Board is speak-
ing.'  Board members can offer ideas, yet
they know when to say 'Wait, we're getting
into doing Dianne's work.'”

ON THE IMPORTANCE OF SOUND

MONITORING REPORTS: “The PG monitor-
ing report process really enhances the
dialogue between the Board and the staff
and helps the Board make better policies.
For example, I present my interpretation,
or vision of success, on Ends, which
helps the Board determine whether its
policies are too specific, just right, or not
specific enough.

While we don't just snap our fingers
and immediately accomplish Ends, this
monitoring approach demonstrates the
progress towards them. The Board sees
the progress being made. And, the
process makes staff work more focused
and productive, as we concentrate on
doing those things that achieve Ends,
rather than just doing things!”

ON VALUING THE BOARD'S TIME: “I believe
another benefit is that PG has given the
Board a better sense that their time is
meaningfully used. It has resulted in
more people being interested in service
on NSDCAR's Board.”

MAKING

REPORTING

REWARDING

NORTH SAN DIEGO COUNTY ASSOCIATION OF REALTORS® n s d c a r . o r g

In 2006, Virginia's Blue Ridge Area Food

Bank received the "Innovative Model

Program of the Year" from America's Second

Harvest. CEO Marty White attributes

this entrepreneurism and innovation, in part,

to better governance:

“After the 2003 workshop at which Bill
Charney helped our Board develop and
adopt our polices, I didn't know whether
to be excited, or to update my resume.
What I've learned since then is how great
Policy Governance is for those who want
to have and pursue an entrepreneurial spirit.

PG causes an agency to stop measuring
success based on how much money is
raised or what staff does, but to focus on
mission. The common focus in food
banking is what ours used to be: how we

distribute food. Now the bottom line is
that people are fed!

Especially in nonprofits, creativity is often
stifled. Our Board, however, challenges
us to pursue what was formerly
thought of as impossible. It's changed
how we do business.

Our national award was for a collaborative
program that's been subsequently replicated
across the country. It resulted from the
creativity and free thinking that PG fosters.
It allows people to demonstrate their
passion for our mission, to understand
clearly what's to be achieved, but instead
of the lay-people on the Board getting
involved in minutiae, they focus on the big
picture and use talents of executives and
staff to go after it.”

INITIATING

INNOVATION

BLUE RIDGE AREA FOOD BANK b r a f b . o r g

“The reports directly

address our policies

and Board members

are impressed with

and comforted by

this way of under-

standing what staff

is doing.”

� � �

“Especially in non-

profits, creativity is

often stifled. Our

Board, however,

challenges us to

pursue what was

formerly thought of

as impossible.”

� � �
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National Hemophilia Foundation Chief

Governance Officer Ray Stanhope

describes how Policy Governance helped the

Foundation address Board challenges.

“Our circumstances were dramatic. The
Board was divided into two camps -
entrenched against one another. This
led to the Board dissolving itself and
reconstituting with a transitional Board,
which made the decision to move to PG.

We retained Charney Associates to help us
look at the organization as a whole,
defining the Ends we're looking to achieve,
what means would be off limits to the
CEO, and the Board/staff relationship. Bill
helped us work our way through a process
that has been appropriate and helpful.

Currently, we're in the midst of a major
restructuring of our chapter relationships.
Throughout this process, the Board has
been able to provide clarity of expectation

to the staff, knowing who's accountable at
what time for which results in this process.

We've had challenges, though. At first, we
weren't sure if or how Board members and
staff should interact. We've learned that
communications are fine, but as individuals
we don't have authority to give directions.
The other ongoing challenge is education.
This governance system is different than
most people have experienced, and orien-
tation is crucial.

We've learned that when a question arises,
the starting point is always to look at what
the policies say. This is the key to going
forward. People in other structures are
used to systems thinking, but Boards
typically act 'off the cuff.' 

A huge reward is we are all clear about
how we evaluate the CEO. It enables a
much smoother process, and one that is
much more fair if and when difficult
decisions need to be made.”

CREATING

UNITY BY

ADDRESSING

SYSTEMS,

NOT PEOPLE

NATIONAL HEMOPHILIA FOUNDATION h e m o p h i l i a . o r g

“...when a question

arises, the starting

point is always to

look at what the

policies say.”

� � �

Anticipating its centennial anniversary, the

Northwest Washington Fair Board challenged

itself to find a new way of work. Manager

Jim Baron explains:

“At 98 years old, the Fair holds a prominent
place in our community’s heritage. The
Board had a decades-long culture of
being intimately involved with day-to-day
operational decisions. But after exploring
Policy Governance with Bill Charney in
2005, they became motivated to alter
their structure to enable the Board to
safeguard the traditions that the community
holds dear.

Since then, the Board has tools to hold
management and staff far more
accountable. They thought they had that
before, but they really didn’t. I’ve come to
realize that most boards don’t know what
they don’t know, except for what the
manager chooses to tell them. The
exception is when a board clearly defines
its expectations. And our board did that!  

While they, at first, felt like they were giving

up control, they soon realized how little
control over the big picture they’d actually
had. Once they saw a full year’s cycle of
monitoring reports, they saw how seriously
I’m taking their words and policies. My
signature goes on those, and I don’t want
to be embarrassed. It’s much more
meaningful than giving a verbal report
about things I decide to speak about.

Now, they appreciate not being mired in
operational issues, and they’re finding that
they now have time to spend on other fun,
and ultimately more important things, like
what the Fair will look like years from now.

Rather than being bound to traditions, they
now ask ‘What are the traditions that
should be honored?’ Most boards don’t
have the time to evaluate these important
questions, but PG gives the board that
ability. Our Board is focused not on this
year’s Fair, but the foundation for being a
prominent part of life in Northwest
Washington in the next century.”

A CENTURY OF

TRADITION AND

PROGRESS

NORTHWEST WASHINGTON FAIR n w w a f a i r . c o m

“...most boards don’t

know what they don’t

know, except for

what the manager

chooses to tell them.”

� � �
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Welcome CA Clients
Since our last issue of Leading Edge, Charney
Associates is proud to have been retained to assist
clients serving many sectors.  Some of these include:

WORKSHOP CLIENTS

Alliance for Commuter Transportation

Colorado Rural Health Center

Community Leadership Association

International Downtown Association

Leadership Denver

National Alliance of State Pharmacy Associations

Western Fairs Association

TOPICAL CONSULTATIONS

Arabian Horse Association

City Ministries (OH)

Denver Metro Convention & Visitors Bureau

Former Yugoslav Republic of Macedonia - 

Ministry of Health

The Hearthstone (WA)

Houston International Festival

Jewelers Mutual Insurance Company

Kaiser Permanente - Colorado Medical Group

Kwantlen Polytechnic University (BC)

Municipal Employees Retirement System of Michigan

Penn-Harris-Madison Schools Corporation (IN)

Pet Care Services Association (formerly American 

Boarding Kennel Association)

Physically Handicapped Actors and Musical Artists 

League (CO)

BOARD PERFORMANCE SYSTEM™

(Policy Governance Implementation)

American Council of the Blind of Colorado

California Association of Community Managers

Challenge to Excellence Charter School

Cherry Creek North Business Improvement District

The Colorado Health Foundation 

Colorado Public Radio

Congregation Emanuel (CO)

Des Moines Public Schools

Golden City Council

Jefferson County (CO) Public Library

Mental Health America - New River Valley (VA)

National Hemophilia Foundation

Northern Colorado Economic Development Corporation

Northwest Washington Fair

Rio Grande Hospital

San Francisco AIDS Foundation

State Compensation Fund of Arizona

Virginia Association of Free Clinics

GOVERNANCE PROGRESS & SUPPORT SYSTEM™

Alliance of Cambridge Advisors

Cameron Works (workforce board) (TX)

Craft & Hobby Association

Kansas Arts Commission

National Hemophilia Foundation

North San Diego County Association of REALTORS®

Northwest Washington Fair

Rockford Area Convention & Visitors Bureau (IL)

Rockford Park District

Oakland Association of REALTORS®
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St ra teg i c  Consu l t ing  Ser v i ces  in
Board Governance and Leader sh ip
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If you know of other agencies that may benefit from our expertise,
we greatly appreciate your referrals.
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