
The CMTCA Governance Model 

The CMTCA uses the basic principles of Policy Governance to lead the work of CMTCA. The 
policy governance model asserts that effective governance is governance through creating and 
monitoring of policy – not just any policy but policy specifically designed for the purpose of 
governing. The policy governance framework allows a governing body to organize all its 
thoughts, activities, structures and relationships into one policy document or manual.  

The Policy Governance model highlights the Board’s role as follows:  

The Board’s role on behalf of its members is to see to it that, the CMTCA achieves what it 
should and avoids what is unacceptable. 

1. The Board’s role. It is the Board’s responsibility to govern and it has the authority to do
so. Individual Board members do not have this responsibility or authority. That is,
whatever authority is legitimately held by the Board is held by the Board as a group.
Hence, the Executive Director is bound by what the full Board says, but never by what
any individual Board member says. An effective governing body never holds the
Executive Director accountable for any criteria except those expressed officially by the
full group and never holds her accountable for keeping Board members happy as
individuals.

2. On behalf of its members. The Board, as a whole, holds the organization in trusteeship
on behalf of a larger group – in our case, our clients and stakeholders.Therefore the
Board must clearly identify who that larger group is and ensure that the organization
achieves what that group wants it to achieve. Finding ways to be in some form of
communication with this group about the organization’s Ends policies is a major
objective of policy governance.

3. To see to it. “Seeing to it” implies a commitment to assure, not simply to hope that
things come out right. Seeing to it that things come out right has three steps: First, the
Board must describe “right” – that is, the criteria that would signify success.These are
noted below. Second the Board must hold someone accountable for reaching these
criteria. This is typically the Executive Director, which allows performance to be focused
on one individual even though other individuals may be involved. Third, the Board must
systematically and rigorously check to see if criteria are being met, that is, the Board
must monitor performance at appropriate intervals.

4. Achieves what it should. What should any organization achieve? This is the most
important aspect of instructing the Executive Director. The only achievement that
justifies organizational existence is that which causes sufficient benefits for the right
recipients to be worth the cost. What good is the CMTCA to accomplish for whom, at
what cost or relative worth? That is, what “ends” do we want achieved?



5. Avoids what is unacceptable. Putting the Board’s emphasis on “ends” is a powerful 
tactic for Board leadership, but the Board cannot forget that it is also accountable for 
the “means” as well. “Means” include not only practices and methods, but situations 
and conduct as well. Concerning itself with means, however, is ordinarily an opening for 
governing bodies to become entangled in operational details. It is a dilemma: on the one 
hand, governing bodies are accountable for staff practices and situations, yet dealing 
with them directly is not appropriate for a board. Policy Governance offers an 
appropriate way for the Board to deal with this dilemma: the Board can simply state 
that the means are unacceptable, then get out of the way except to require data (in 
order to monitor) that the boundaries thus set are being observed.  As counterintuitive 
as this approach sounds, it works magically. The Board can enumerate the situations, 
circumstances, practices, activities, conduct, and methods that are off-limits, that is, 
outside the authority granted to the Executive Director. For most governing bodies this 
can be done in a series of policies dealing with staff treatment, financial management, 
compensation, asset protection, and a few other areas of legitimate Board concern. 
These proscriptions avoid telling the Executive Director how to manage, but do tell her 
how not to manage. Although verbally phrased in an intentionally negative or limiting 
way (to avoid a governing body’s tendency to slip back into prescribing means) this 
approach is psychologically quite positive. The message to the Executive Director is, with 
regard to operational means “if the Board has not said you can’t, you can.” 
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