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Foreword

Good governance is everyone’s business. The directions that organizations take and the outcomes they pursue, often with scarce resources, impact each one of us. This impact is felt especially when the organizations are public, or when they pursue some greater good: think schools, cities, counties, universities, colleges, and major nonprofits. These entities utilize funds that are provided by citizens or donors, and the work they do affects the lives of these citizens and contributors—and literally everyone else—in remarkable ways. 

Governed and administered well, these organizations and institutions can be superbly beneficial and effective. Students are educated, the public is safe, communities are attractive, people in need have help. Without good governance, these same entities continue to exist and consume resources, but they are not nearly as effective. Students graduate but cannot comprehend. Bureaucracies expand while services decline, and those in need go without. 

The purpose of Coherent Governance® is to provide a framework within which boards can effectively and efficiently govern the organizations for which they are responsible. In my three-plus decades of working with governing boards, I have come firmly to believe that school boards, city councils, county commissions, university and college regents, and major nonprofit boards are comprised of incredible individuals who give significant amounts of their time, energy, and ability in order to make a difference. 

Unfortunately, so many of these good people labor within systems that are antiquated, dysfunctional, disjointed, and incoherent. As in so many areas of life, the right tool, the right model, the right framework can make a huge difference. Coherent Governance® is most certainly one of those tools. 

I first met the developers of Coherent Governance®, Randy Quinn and Linda Dawson, through our common training in Policy Governance®—that remarkable model of governance developed by Dr. John Carver. Recognizing that his model needed advocates and accomplished practitioners, Carver began personally training others about the nuances of the model through his Policy Governance Academy™. With this training and a firm handshake and best wishes, John would send his trainees out to improve the governance world. Randy and Linda were trained in this way, as was I, along with my colleagues in OnTarget Governance, Carol Gabanna and Catherine Raso. 

My own motive in attending the Academy as a CEO was purely mercenary. I was the City Manager of Bryan, Texas (the birthplace of Texas A&M University), and my incredible mayor and City Council had asked me to help them in their quest for good governance. We had seen and heard John Carver at a Texas Municipal League conference, and were mesmerized by how reasoned his approach was. Long before PowerPoint took center stage, John sat on a tall stool and drew crude pictures on a flip chart and held us captive with his insight into the struggles of balancing policy and administration. The council adopted Policy Governance®, and tasked me with becoming an expert. 

Policy Governance® literally changed my life. Not only did it transform my CEO role, but I ultimately became a consultant in the model and co-authored OnTarget Board Member—8 Indisputable Behaviors, an allegorical fable that highlights Policy Governance. I also served as chair of the International Policy Governance Association, and more importantly, developed relationships that sharpened my thinking in each of these arenas. 

Randy and Linda are two of the most influential consultants in the field. When I was recruited for and accepted the position of city manager in Denton, Texas (home of the University of North Texas and Texas Woman’s University), I immediately encouraged my great mayor, Dr. Euline Brock, to utilize Randy and Linda to conduct a City Council retreat and governance workshop. Their unique blend of incredibly sharp intellect, coupled with unsurpassed charm, wit, and charisma, paved the way for Euline’s terms as mayor to be especially successful. Her endorsement of Randy and Linda says much: 


Aspen principals are extremely talented facilitators and trainers. Their work with the Denton City Council has been superb. They are especially skilled in helping the council understand its role in developing outcomes and designing a process for such a diverse group to focus . . . thorough in their preparation and always exceed our high standards . . . understand the demands of leading in the public sector . . . never fail to make that easier to do. (Euline Brock, Mayor, Denton, Texas) 



Of course, Randy’s and Linda’s true love is school boards. Their background at the Colorado Association of School Boards serves them incredibly well in this venue. They know schools from the inside out. They “get” the challenges of governing in a fishbowl, where a large segment of the owners often are disengaged and uninterested, while the rest of the owners are passionate and fixated because they have children in the district (making them customers as well). In fact, Coherent Governance® was developed in large part to deal specifically with the challenges governing boards face in this difficult arena. 

John Carver always has been incredibly rigorous—as he should be—in his expectation that boards maintain strict integrity of the principles of Policy Governance®. At the same time, he has always encouraged his acolytes to find “the next best way.” 

While there are distinct differences between Policy Governance® and Coherent Governance®, the implementation strategies discussed in this book are critical to the success of any board launching its practice of either model. As a result of their having introduced, guided, and coached an incredible array of boards through successful governance adoptions, Randy and Linda provide a wholly workable framework for you—whether this is your first board experience or you are a longtime pro. 

I guarantee that you will find the implementation strategies recommended in this book to be not only a breath of fresh air, but an easily followed road-map leading to your board’s long-term success in this new venture into good governance. 

Enjoy your journey! 

 

Mike Conduff 

President and CEO, The Elim Group 

Denton, TX, USA 

Past President, International Policy Governance Association 





Preface

The fact that you are reading this book likely indicates that your board has adopted either Coherent Governance® or Policy Governance®, and now is concerned with properly implementing the model. Or it could mean that your board has made an attempt at implementation, and is frustrated with the challenge to do it “correctly.” 

We know how you feel. 

Both Coherent Governance® and Policy Governance® are extraordinary tools to help boards govern well, based on sound principles and commonsense logic. But only if a governing model is implemented in a meaningful way can it deliver on its promise of good governance. Otherwise, it can be more frustrating than helpful. It actually can become an impediment, rather than a useful tool for good governance. 

Without some type of roadmap that indicates what to do, when, and how, proper implementation can be a daunting challenge for boards unaccustomed to the discipline of doing their own work and using such a well-defined system. Boards are required to do things they have never done, and the things they have done they must do in sometimes dramatically different ways. New and different skills are required, and higher levels of personal and group discipline are necessary—if the model is to provide the degree of added value the board envisioned when its journey toward good governance began. 

But proper implementation doesn’t have to be a death-defying experience. There are some very sensible, easily accomplished strategies that both boards and their CEOs can follow to take their model from the abstract to the real, and make it work as a well-oiled machine. 

We refer to this as the “putting it on the ground and making it roll” stage. It is the fun part of transitioning from a board’s having no defined way to get its work done to a logical, planned process for leading the organization for which the board is responsible, at an unprecedented level of effectiveness. 

This book is a “how to” implementation training manual for boards that have adopted either Coherent Governance® or Policy Governance®. Although we will offer a very brief overview of the two models in chapter 1, it is assumed that the reader has some working knowledge of one or both of the models, and is concerned more with proper implementation than with understanding the model. 

For readers who do not have some working knowledge of either of the models, we recommend first reading our book Good Governance Is a Choice, which will set a base for greater understanding of the procedures and strategies recommended in this book. 

Throughout this book, we use the terminology of Coherent Governance® rather than Policy Governance®. For readers who are more familiar with Policy Governance terms, the translation from Policy Governance to Coherent Governance should be an easy one. The labels used for the four quadrants of policy are distinguished as follows: 

[image: Image]

Readers will note that many of the examples and references used throughout this book come from the world of school boards and public education. That is a deliberate choice for two very good reasons. Our dominant client base is public school boards, and thus our supply of good examples is greater from that field. 

But equally important in our decision to use school board examples is our realization that everyone is familiar with public schools. All of us are or have been affiliated with them as students, parents of students, or if nothing else, a part of their “ownership,” since we all pay taxes for their support. Public education may be one of the most challenging of all environments in which to implement a dramatically different governing model. Our belief is that if it can be done here, it can be done anywhere. 

As with most ventures, there is no single way to do anything, but the recommendations we offer in this book are based on processes and systems that we know will work. They are an outgrowth of our fifteen or more years of work with boards using these governing models. All recommended processes are in use today by boards across the United States and internationally. 

A client once told us that if he wanted twenty different answers to a single question, he would ask twenty different consultants. He wasn’t far off. We have no quarrel with consultants who offer different insights and recommend different processes. They come from different places with different experiences, and their recommendations may work for them. 

We express our deep admiration of and appreciation to our
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