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There is great comfort in knowing that those who love you

love enough to take the responsibility for marking out the permissible.

–Thornton Wilder

Effective and efficient policy governance is the most loving form of governance, because it cares enough for all concerned to precisely illuminate the boundaries of what is permissible. It does this not by exhaustively prescribing all that is allowed, rather by definitively proscribing all that is not allowed. In so doing, it assures perfection of decision-making and sanctity of contractual relationships more effectively and efficiently than does any other governance structure.
Effective policy governance is committed to implementing what stakeholders (those being governed) have specified as appropriate organizational outcomes. Policy governance is effective because of its requirement that all prescribed outcomes (called “ends”) be precisely defined.
Efficient policy governance is committed to appropriate implementation. Policy governance is efficient because the widest range of adequate means is allowed to those who are responsible for accomplishing the prescribed ends. 
In effective and efficient policy governance, the Board’s governing role is threefold:
· Prescribe the organization’s ends, as determined by stakeholders.
· Proscribe unacceptable means to the organization’s ends, thereby freeing management and staff to freely and creatively employ any non-proscribed means that effectively and efficiently gets the job done.
· Contractualize and monitor management’s and staff’s application of means to ends, to assure that effective outcomes are being efficiently accomplished by allowable means.

The Board’s functional role is likewise threefold:

· To fully empower management and staff to most effectively and efficiently apply appropriate means to the accomplishment of prescribed ends.

· To stay out of management’s and staff’s way unless proscribed means are being implemented or prescribed outcomes are not being effectively and efficiently accomplished.

· To devote all the rest of its energy to the further defining and refining of prescribed ends, proscribed means, and the establishment and monitoring of contractual relationships.
In short: Policy governance prescribes desired ends, proscribes undesired means, and empowers the most effective and efficient application of allowable means to prescribed ends.

*************

NOTE: The qualities of “effectiveness” and “efficiency,” though implicit in policy governance, are not always as explicitly articulated as they are in the above overview. In more conventional terms, “effectiveness” has been defined as “doing the right thing” while “efficiency” has been defined as “doing the thing right.” In metaphysical terms, “effectiveness” may be defined as “doing what best works on behalf of accomplishing one’s objective” (i.e., working in positive compliance with metaphysical law); and “efficiency” may be defined as “working at what best serves accomplishment of one’s objective” (i.e., likewise in positive compliance with the law).
NOTE: New Thought minister Dr. Ruth Miller, a principal faculty member at New West Seminary (a New Thought learning center in Oregon City – www.newwestseminary.org ), and pastor of a Unitarian-Universalist church in Ashland, Oregon (a denomination that has pioneered in adapting policy governance to spiritual organizations), will gladly meet with us at the appropriate time to share her extensive practical experience with applied policy governance.

http://www.davisfood.coop/Board_pol_gov.htm 
Policy Governance is a weird but useful method of getting your underwear in order. I won't (I promise) try to recapitulate months of Board work into 600 words, but the quick explanation seems useful: Under Policy Governance, the Board determines what change the organization will make in the world (the "Mission") then focuses the Mission in terms of "what good, for whom, at what cost" (the "Ends") and finally sets the broadest appropriate limits for how we should achieve our Ends and thus our Mission (the "Policies").
When responsibility meets opportunity
by Jon Li and Doug Walter
http://www.davisfood.coop/Board_pol_gov.htm
For three years, our co-op has operated on a set of organizational principles called "policy governance". We are at point where it's worth it for a member/owner of the Davis Food Co-op to understand how policy governance works.
The key to policy governance is to focus the board's responsibilities into 3 areas: setting long term ends and organizational limits; holding the general manager accountable for organizational performance within those ends and limits; and, creating an active dialog with the member/owners about updating the ends of the organization. Ends policies are supposed to answer the question: what changes, for which people or need, at what cost?
Directors also set policies that govern what they themselves do ("Board Leadership" policies), how they interact with the General Manager ("Board-Management" policies), and limits on the actions of the General Manager ("Boundary" policies). Directors get feedback on how well policies are working in reports from management which they review, and in various forms of linkage with members. Management reports are a very familiar form of feedback for this store, as you might have learned from reading columns written by General Managers in this newsletter over the years.
Most members, though, aren't used to talking to their Directors. We haven't always set up questions, surveys, or forums that have made it seem easy or convenient to give feedback, or shown how opinions on particular subjects will change the store for the better. In part, that's because it isn't simple to accomplish! But we think we're learning, and it helps that many other co-ops are going through a similar process as part of using policy governance.
Other food co-ops with different sizes, histories, and communities are still working to answer "what changes for what need at what cost?" They're often grappling with questions of growth, facilities, directions and vision. What vision do our members have, to set us in a direction to deal with a time when our sales growth begins to strain our facilities. That could be a matter of only several years, so the time to start planning is upon us.
Our co-op has an ongoing discussion about our ends. Member/owners have several ways to participate in the discussion, by attending one of our meetings, or writing a note in the suggestion box, or sending an e-mail or a note one of the Directors. (Send e-mail to director@davisfood.coop; send surface mail to Directors - or a particular name - Davis Food Co-op, 620 G Street, Davis CA 95616.)
For more information about policy governance, refer to: www.carvergovernance.com/model.htm. 
