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Agenda
 Introductions
Benefits and challenges of regional cooperation
What is governance
Governance models
Best practises in governance
Create a vision, mission, value statements
Responsibilities of a board
Engaged boards
Questions 



Introductions

Please say your:
name, 
municipality and role in the SLRWPU board
what you hope to gain from this workshop



Benefits of regional cooperation
More efficient and cost effective service delivery
Cost savings
More resources – human and financial
More and better resources for planning
 Reduction of community rivalry and competition
 Innovation and new ideas
More political influence
 Ability to influence government policy
 Better communications and support among communities

Presenter
Presentation Notes
Municipalities working together to deliver services often results in enhanced service delivery for residents, businesses and industries. collaborative approaches can take advantage of economies of scale or scope and reduce per-unit service delivery costs. Cost savings for municipalities and their ratepayers can result when services aren’t being duplicated and resources are used more efficiently.  The costs can be shared and the risk is also shared.The specific challenges presented by changes, including ongoing population changes, are often best accommodated through cooperative approaches to service provisions, infrastructure development, and planning for the future.By opening up to other communities – new skills and resources can be discovered.  No municipality in Saskatchewan is an island unto itself. Economic and social activities are increasingly regional, rather than local. The ability of municipalities within a region to collaborate to meet regional economic and social needs leads to stronger regions and, ultimately, a stronger province. Cooperation and collaboration with neighbouring local governments can result in more efficient, effective and innovative municipalities. By working together on opportunities and challenges of the region, municipalities gain a stronger, more unified voice that can more effectively lobby provincial and federal governments to bring about positive changeThe effective use of partnerships to leverage resources, spread innovative ideas, expand service choices and lower costs promotes an improved quality of life in communities. Quality of life is an important consideration in the location decisions of residents and businesses. 



Challenges of regional cooperation

Lack of financial resources
Resistance to change and fear loss of community 

identity
Fear of amalgamation
Leadership
Geography
Fear of loss of staff in the community
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Lack of financial resources – this can be more serious issues facing small, rural municipalitiesResistance to change and fear of loss of community identity Fear of amalgamation and the fear of government interference.Leadership- the style of leadership required is one that requires people to look beyond their immediate interests.  It can be difficult to find local champions to promote cooperation and remain motivatedGeography – neighboring communities can be spread out over too much distanceFear of loss of staff in the community – loss of one or two municipal jobs could be a direct result of regional cooperation but will result in cost savings, increasedefficiency, etc. – the reason regional cooperation is being considered in the first place.



What is governance
The need for governance exists anytime a 

group of people come together to accomplish 
an end.  Governance primarily covers three 
dimensions: authority, decision-making and 
accountability. 

Governance determines who has power, who 
makes decisions and how other players make 
their voice heard 

Ultimately, the application of good 
governance serves to realize organizational 
and societal goals.
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Governance is also a highly contextual concept. The process and practices that will apply will vary significantly given the environment in which they are applied. Governance in the public sector needs to take into account legal and constitutional accountability and responsibilities. In the non-governmental sector, representing stakeholder interests may be a determining factor in the governance to be applied. Even within these sectors, size, shape, form and function will vary greatly from one organization to the next. When working in the field of governance, one operates in an area where one size does not fit all.Institute on Governance http://iog.ca/defining-governance/



5 principles of good governance
Voice
Direction
Performance
Fairness
Accountability
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These 5 principles of good governance were developed by the United Nations Development Program and are widely accepted.  I’m sure you will find these principles to be a re-occurring theme throughout the material covered today.  Good governance is principle based rather than rule based.Voice – all board members should have a voice in decision making.  Good governance mediates differing interests to reach a broad consensus on what is in the best interest of the group and, where possible, on policies and procedures.Direction – having a vision and mission that relate directly to the work being done and a strategic plan that outlines how the vision and mission will be accomplished taking into account any historical, social, or organizational complexitiesPerformance – processes produce results that meet needs while making the best use of resources to serve all stakeholdersFairness – includes equity and rule of law.Accountability - In achieving its success, a board governs and works towards goals as a team. Exercising collective influence, board members have no individual authority or power. They may disagree, debate and/or argue about issues, but to decide and act, members must do so together.  To achieve effective accountability, boards must define roles and responsibilities, create clear performance expectations, balance expectations and capacities, implement credible reporting and carry out informed review and feedback on the performance achieved and assess difficulties by establishing performance measures and monitoring and evaluating progress.Well-informed and high-quality decision making is a critical requirement for a board to be effective and does not happen by accident. Flawed decisions can be made with the best of intentions, with competent individuals believing passionately that they are making a sound judgment, when they are not. Many of the factors which lead to poor decision making are predictable and preventable. Boards can minimise the risk of poor decisions by investing time in the design of their decision-making policies and processesSource:  Institute on Governance http://iog.ca/defining-governance/



Benefits from effective governance
 Improved clarity
Greater visibility
 Improved coordination
 Increased effectiveness
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Effective governance greatly assists the organization. Effective governance has the following characteristics: it is efficient, allows a respectful conflict of ideas, is simple, is focused, has good outcomes, preserves community assets, and leads to enjoyment and personal reward for the individual board members.By understanding what good governance entails, boards can benefit by:improving clarity - they will clearly define the roles, responsibilities, information flows, and guidelines that people need in order to implement governance.  Increasing visibility - boards should have clear lines of sight into management’s decision-making and risk-management processes. Improving coordination – boards have to balance considerations regarding customers, compliance, legal, and other stakeholder needsIncreasing effectiveness – to assist in executing governance more effectively, a board should specify the information that the board and any committees require and from whom, how often, and under what circumstances they will receive the information. 



Barriers to effective governance
a lack of understanding about corporate 

governance, its purpose, and the roles of 
individuals involved; 

preoccupation with controls where the board 
spends too much time controlling details rather 
than guiding the overall strategic direction of the 
organization; and

unwillingness of boards to question management 
directives or ideas, particularly to gain a better 
understanding where needed.



Governance models
Operational
Collective
Management
Traditional
Policy governance
Results – oriented board
Advisory
Representational
Hybrid policy leadership
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Literature describes a ‘governance model’ as a set of structures, functions and practices that define who does what and how they do it, related to the roles and relationships of board members and the chief executive officer (CEO). The following governance models include a number of conceptual governance models and arrangements.Operational - Board members do the work as well as govern the organization. This is typical of a board in the founding stage and organizations, such as service clubs, that have no staff and that rely largely on board members and other volunteers to achieve their aims. Collective - The board and staff are involved as a single team in decision-making about governance and the work of the organization. The board members may be involved in some of the work in services and/or management functions. Management - The board manages the operations of the organization but may have a modest staff, e.g., a single staff coordinator. Board members actively manage finances, personnel, service delivery, etc. Traditional - The board governs and oversees operations through committees but delegates the management functions to a (CEO). Committees are used to process information for the board and sometimes do the work of the board. Policy Governance - The board governs through policies that define the board/CEO relationship, and establish organizational aims (ends), governance approach and management limitations. The CEO has freedom to determine the means that will be used to achieve the organizational aims. The CEO reports to the full board. It does not use committees but may use task teams to assist the board in specific aspects of its work. Results-Oriented Board - The CEO is a non-voting member of the board, carries substantial influence over policy-making, is viewed as a full partner with the board and has a relatively free hand at managing to achieve objectives established by the board. Committees are used for monitoring/auditing performance of the board, CEO, and organization. Board members are selected for community profile, capacity to open doors for the organization and may be used for selected tasks in their area of expertise.Advisory - The board’s principal role is to support the CEO. The CEO may play a significant role in selection of board members. The board provides legitimacy to the organization but exercises its governance role in a hands-off manner. Board members are selected for community profile. Board members provide advice and guidance to staff on complex or contentious matters.Representational - An approach used by organizations where governance is partially or wholly in the hands of publicly elected officials. This is the case, for example, with school boards, federations, or other organizations where there is a need to ensure direct representation of constituents’ interests. The challenge for board members is to balance interests of their particular constituents against the best interests of the overall organization. They may, and in the case of publicly elected officials do, carry grievance resolution/ombudsman functions. They may, as in the case of school boards, have prescribed responsibilities for public consultation and human resources. Hybrid Policy Leadership Model - provides for board stewardship by maintaining clear separation between governance and management, with a board focus on providing strategic leadership and development. Management focuses on developing policy options for operations that provide board members full background information, a range of options and the implications of each option.



Best practises in governance
1.Recruit qualified board members
2.Define roles and responsibilities
3. Integrity and ethical behaviour 
4.Evaluate performance
5.Risk management
6.Communication policies and processes
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1.   Boards should be comprised of members who are knowledgeable and have expertise relevant to the business and are qualified and competent, and have strong ethics and integrity, diverse backgrounds and skill sets, and sufficient time to commit to their duties. create a list of ideal qualities and characteristics for board members and keep a list of suitable candidates to fill Board vacancies.- Formal succession plans should be developed and reviewed annually - the majority of members should be independent: without any direct or indirect material relationship that could interfere with their judgment.- Develop an engaged Board where members ask questions and challenge management and don't just "rubber-stamp" management's recommendations.- Educate board members. Give new members an orientation to familiarize them with their duties and the Board's expectations; reserve time in Board meetings for on-going education about the business and governance matters.-Regularly review Board mandates to assess whether members are fulfilling their duties, and undertake meaningful evaluations of their performance.2.   Define roles and responsibilities. Establish clear lines of accountability:- Create written mandates for the Board and each committee setting out their duties and accountabilities.- Delegate certain responsibilities to committees – such as: audit, compensation, and "special committees"- Develop written position descriptions for the Board Chair, Board committees, and management.- Separate the roles of the Board Chair and the CEO/management: the Chair leads the Board and ensures it's acting in the company's long-term best interests; the CEO/manager leads management, develops and implements business strategy and reports to the Board.3.    Board members should declare conflicts of interest and refrain from voting on matters in which they have an interest.  A general culture of integrity in business dealings, respect and compliance with laws and policies are also critical. - Adopt a conflict of interest policy, a code of business conduct setting out the company's requirements and process to report and deal with non-compliance, and a Whistleblower policy.- Make someone responsible for oversight and management of these policies and procedures.4.   Evaluate performance and connect this to compensation decisions. The Board should:-- Establish measurable performance targets, regularly assess and evaluate performance against the targets and tie compensation to performance.5.   Engage in effective risk management. Companies should regularly identify and assess the risks they face, including financial, operational, environmental, industry-related, and legal risks:6.  Communications policies includes how the board will communicate with each other, management, and the public.  A communication plan that outlines agenda preparation, board paper preparation, meeting minutes templates and so on is a benefit to any board.  



Red flags to watch for…
 A strong or dominant CEO “runs the show,” soliciting little or no input from others and 

not tolerating opposing views. 
 Board members don't hold the CEO or management team accountable for actions 

or inactions. 
 Board members are accustomed to receiving information packets at the beginning 

of a meeting rather than in advance. 
 Meeting materials are sent in advance, but board members do little or no 

preparation. 
 Packets provided to members don't contain pertinent information or are in a non 

user friendly format.
 Meetings are characterized by little or no discussion, or board members go out of 

their way to avoid conflict. 
 Board members believe the institution exists for personal benefit.
 Board minutes are poorly kept and contain little information on matters discussed 

during the meetings or actions taken by the board. 
 No assessment of the board, its committees, or individual directors is ever performed 

to determine effectiveness.
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Attributes of poor governance can often be easier to spot than the subtle characteristics of an effectively working board and management team. The following characteristics are signs that there may be a deficiency in governance that needs attention



Activity: vision, mission, values
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Vision
Provides the SLRWPU with a future ideal to strive for.  A 
big picture view of the future

 Looking forward in 10 years, what do you want to see with the 
SLRWPU?

 What are the changes you see?

 What are the positive influences the SLRWPU has brought to 
the community?

 What do you want the public to say about the SLRWPU 
board?
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Mission
Provides a clear, concise description of the 
SLRWPU’s overall purpose

What are you doing as a board?

How are you going to achieve your vision?

Who benefits?



Values
Reflect the core ideology of a group.  Value 
statements are meaningful and not simply words

What values will guide your activities and intentions?

How will you carry out your mission



Responsibilities of a board 
 Determine and articulate the organization's mission, vision, and core values.

 Recruit and select the organization's management/CEO.

 Support and assess the performance of the organization's 
management/CEO.

 Ensure that the organization engages in planning for its future.

 Determine the set of programs/services that the organization will deliver to 
implement its strategies and accomplish its goals, and to monitor the 
performance of these programs/services to assess their value. 

 Ensure that the organization has financial and other resources adequate to 
implement its plans. 

 Ensure the effective management and use of the organization's financial 
and other resources.

 Ensure organizational integrity and accountability. 

 Assess and develop the board's own effectiveness.

Presenter
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The financial responsibilities of a board include:Adoption of a set of policies to govern the acquisition and use of financial and other resources; Establishment of a budget that allocates financial resources that will accomplish the organization's mission, vision and goals and outcomes (preferably, in alignment with a strategic plan); Development and implementation of an ongoing system for monitoring and holding staff accountable for their performance with regard to these policies and budgets; Development and implementation of an ongoing system to monitor, assess, and report on the overall fiscal condition and financial performance of the organization; and Implement an independent audit on a regular basis (usually annual)I believe you have already completed most of these





Fully engaged boards
Some characteristics of fully engaged boards include:

Clear and detailed policies that provide governance 
guidance

 Board members understand financial statements and 
participate in committees

 Effective board briefings
 Board and staff evaluations
 Risk management policies
 Strategic plan to achieve a clear vision/mission
 Lively debate
 All members participate
 Balanced budget

Presenter
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Some characteristics of fully engaged boards include:Their policies provide sufficient guidance to the board to govern the organization properly, are reviewed on a more regular basis and are publicly disclosed.Their board members are better able to read and understand financial statements, are required to sit on at least one committeeThey spend more time on board education and development, and the person responsible for briefing the board is effective.They conduct formal board evaluations and evaluate their CEOs based on pre-set criteria.They have formal risk management and crisis management policies and have assigned risk management and crisis management responsibilities to a specific individual or group.They have a strategic vision for the organization and have translated their strategic goals into measurable objectives and benchmarks for the board to monitor.They set annual objectives for the boardThey spend time at board meetings in lively debate of strategic issues.Their board meetings are not dominated by one or two people.They operate with a balanced budget.



How to keep a board engaged
Keep the focus on the organization’s mission
Continuously monitor the organization’s 

strategic plan, including the goals set by the 
strategic plan

Review the needs of the board continuously
Create a clear committee structure
Plan for the future
Communicate
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Ensuring the board is engaged should be a focal point for the leadership of the organization and the board itself. It is not enough to have a full slate of board members. Each of those board members should have a clear role within the organization’s board. The following are best practices in order to keep the board engaged and facilitate the fulfillment of the organization’s mission:Keep the focus on the organization’s mission. The mission should be at the center of all decisions made by the board and the organization. Board members and potential board members should understand the mission and continually review the activities of the organization to ensure they are in line with the mission Continuously monitor the organization’s strategic plan, including the goals set by the strategic plan. The organization’s strategic plan is not something to file. At least twice a year a significant portion of the board meeting should be devoted to the review of the strategic plan and the strategic plan should be updated especially if significant events take place.Review the needs of the board continuously. The board should continuously review the skills of the existing board members and identify the holes they may need to fill. Create a clear committee structure. The board should ensure all board members are part of a committee and that each committee has clear marching orders and tasks to complete. This helps board members understand their roles within the organization and keeps them engaged.Plan for the future. Succession planning is important. Current leadership must work with their fellow board members to identify the future leadership of the board and look for opportunities for those future leaders to take on responsibilities within the organization to allow them to grow their skills. Communicate. Keeping the board engaged requires a lot of communication. It is not enough anymore to fill a seat at a monthly board meeting and vote on the issues put forth by the chairperson. Decisions constantly need to be made, and committees and subcommittees are constantly working to accomplish the goals of the organization. The leadership of the organization, the board and the committees must continuously communicate with each other in order to make timely, informed decisions.The clearer and more structured the board is, through use of committees and communications, the more engaged the board members will be. This will result in a more productive and effective board for the organization, allowing for the organization’s success in fulfilling their mission.



Questions



Contact
Municipal Capacity Development Program (MCDP)
Amanda Parkinson, Program Manager
aparkinson@municipalcapacity.ca
Phone: (306) 761-3735

Visit MCDP’s website at www.municipalcapacity.ca

mailto:aparkinson@municipalcapacity.ca
http://www.municipalcapacity.ca/


Sources
Institute on Governance: http://iog.ca/defining-governance/

Effective governance: http://www.effectivegovernance.com.au/useful-
resources/governance-documentation-templates/

Developing an effective governance operating model – Deloitte: 
http://www2.deloitte.com/content/dam/Deloitte/global/Documents/Fin
ancial-Services/dttl-fsi-US-FSI-Developinganeffectivegovernance-
031913.pdf

Guide to Corporate Governance – Saskatchewan Ministry of Health

Best practises in non-profit board governance in Canada: 
http://www.afpnet.org/Audiences/MemberNewsDetail.cfm?ItemNumbe
r=3603

http://iog.ca/defining-governance/
http://www.effectivegovernance.com.au/useful-resources/governance-documentation-templates/
http://www2.deloitte.com/content/dam/Deloitte/global/Documents/Financial-Services/dttl-fsi-US-FSI-Developinganeffectivegovernance-031913.pdf
http://www.afpnet.org/Audiences/MemberNewsDetail.cfm?ItemNumber=3603


Sources
Top 5 corporate governance best practises that benefit every company: 
http://www.mondaq.com/canada/x/340672/Corporate+Governance/The+Top
+5+Corporate+Governance+Best+Practices+That+Benefit+Every+Company

Ten best practises in board governance: 
http://www.mossadams.com/articles/2013/may/ten-best-practices-in-board-
governance

Nonprofit governance and the work of the board: 
http://bloch.umkc.edu/mwcnl/resources/documents/overview-nonprofit-
governance.pdf

Best practices to keeping your board of directors engaged: 
http://www.massnonprofitnet.org/blog/best-practices-to-keeping-your-board-
of-directors-engaged/

http://www.mondaq.com/canada/x/340672/Corporate+Governance/The+Top+5+Corporate+Governance+Best+Practices+That+Benefit+Every+Company
http://www.mossadams.com/articles/2013/may/ten-best-practices-in-board-governance
http://bloch.umkc.edu/mwcnl/resources/documents/overview-nonprofit-governance.pdf
http://www.massnonprofitnet.org/blog/best-practices-to-keeping-your-board-of-directors-engaged/
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