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Learning Objectives

• What governance is/includes

• Symptoms of ineffective governance

• Benefits of effective governance

• Terminology for specific aspects of governance

• Some “how to” for assessing & retooling 
governance

• We will send this PPT as well as a Terms Glossary 
after the session today, for your future reference
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Governance meaning

• Origin: ancient Greek kybernan, to steer a ship

• From Etruscans then Romans – guberno, from 
which we get governance, govern & government

• Governments govern based on the type of 
governance

• Simply, governance is the system by which a 
group makes decisions

• Like culture (and intertwined with it), governance 
is a fundamental element of an organization

• Governance will need to adapt & change – “one 
and done” does not hold here!
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Signs of Governance in need of 
change…

• Duplicative decision-making – different entities address the same 
decisions causing confusion (a key source of low morale)

• Decision-making gaps – issues continually fall through the cracks, 
never getting the proper consideration

• Decisions don’t hold – there is push-back, second-guessing, 
decisions are ignored

• Decision trumping – senior positions routinely overrule governing 
entities

• Decision end-running – people go around existing governance to 
get a desired decision
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When is it time to 
rethink governance?

• When there are new 
issues/initiatives requiring decisions

• When there is confusion

• When there is conflict and a lack of 
trust internally and/or with needed 
partners/stakeholders

• When decision-making does not 
produce the desired results
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Decisions should flow like water…

• Governance is like a watershed of rivers, streams and 
cascading waterfalls, or like water pipes or an irrigation 
system, all designed to deliver clean, abundant water

• Optimizing governance so that decision flow is predictable, 
responsive to change, and drives effective action is critical to 
success

• Well-engineered governance creates optimal decision-
making, which leads to desired results

Rebecca Reynolds Consulting - copyright 2022 61/27/2022



Benefits of Good Governance

• Higher productivity

• Increased leadership credibility

• Flow of decisions makes for efficient and 
effective action

• Morale increases due to clarity and ability to 
work efficiently

• Desired governance patterns are fostered, 
making governance rigor natural as opposed 
to enforced
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Governance is a habit: good governance takes practice
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Leadership Tool & Capability

• Governance is often thought to be about POWER 

•  Governance is a POWERFUL tool, if used well

• Knowing how to work with it is an essential 
leadership skill

1. Assess existing governance
2. Revise existing to create new governance
3. Document with care
4. Communicate the change to those governed
5. Adhere & hold accountable to new governance
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Good News: under-performing Governance can be fixed! 
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Governance Mechanics
& Terminology
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Governance is not one thing

• Overall Governance Type

• Framework of Decision Space, based on an organizing principle

• Governance Purpose, Authority & Roles for each Decision Space

• Governing Entities that fulfill the Roles in a Decision Space

• Governance Documentation (Rules, Policy, Plans, Charters, SOP, etc.)

• Ongoing Process for Governance Assessment & Redesign

• Regularized Communication about Governance changes

• Accountability Protocol to ensure adherence to established Governance

A good governance strategy requires a systematic approach…and is not benefitted by hurry!
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Governance Types

• Formal  Informal 

• Explicit  Implicit

• Strategic  Ad Hoc 

• Centralized  Decentralized

• Command & Control  Collaborative

• Transparent  Obscure
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There are many types of 
governance. Key is that 
leadership decide which 
one.
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Breakout: Governance Types
(15 min)

Types:

Formal  Informal 

Explicit  Implicit

Strategic  Ad Hoc 

Centralized  Decentralized

Command & Control  Collaborative

Transparent  Obscure

Others?
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Discuss the types of governance, their pros/cons, and 
contexts in which they are useful/not useful

Contexts:

Military

IT 

Shared Stewardship

Family

Social Groups

Others?
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Ad Hoc Governance
• The proliferation of ad hoc governance in an organization creates 

confusion & inefficiency

Rebecca Reynolds Consulting - copyright 2022 13

Gap

Overlap

DuplicationThis can lead 
to low morale, 
tension, 
and at worst, 
conflict!
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A Strategic Approach to Governance

• Start with the decisions: define the decision space (what is being 
governed?)

• Consider the context: what is exerting influence on the decision 
space

• Decide on the type of governance best suited to the decision space

• Then address the particulars of purpose, authority, roles, etc.

• TIP: design governance as simply as possible & push decisions down
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Defining Decision Space
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What are the
decisions 
about?

What is the 
reach of the 
decisions?

What is the 
timeframe of 
the decisions?

Time

DECISION 
SPACE
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Decision Space

• Larger, more complex decision space is 
made manageable by grouping decisions 
into subsets 

• Groupings of decisions similar in content, 
scope, and timeframe

• Grouping similar sets of decisions 
together is an effective way to streamline 
governance 
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NOTE: 

More decision subsets 
make for easier decision-
making but more complex 
governance

Fewer decision subsets 
make for simpler 
governance but more 
complex decision-making



CONTEXT

Decision Space Context

Time

DECISION 
SPACE
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Governance is built for Decision Space

• Purpose
• Authority
• Roles
• Governing entity
• Relationships (org chart) 
• Rules of order
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Purpose

• Once the decision space is defined (what decisions need to be made 
about what with what parameters?), then the Purpose of the 
governance can be written

• Often, Purpose is assumed and left undocumented – this is 
dangerous because Purpose drives all the rest! (And is easily 
forgotten over time.)

• Purpose also helps maintain governance freshness – we can easily 
know if a Purpose is still germane; without it, it’s difficult to know 
when a governing entity needs to be disbanded or re-purposed!
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Authority

• Authority is the energy that flows 
through the governance process

• Without it, nothing happens – decisions 
don’t HOLD

• Authority comes from somewhere …

• Authority extends over somewhere…

• Be explicit about this!
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Governance Roles

• Decision maker: responsible for the final decisions 

• Advisor: informs the decisions, from a neutral stance

• Stakeholder: affected by and/or interested in the decisions

• Implementer: moves the decisions into action

Note: Positions are NOT equivalent to governing roles – people & 
positions can play different roles in different decision spaces
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Role Attributes

22

• Governance roles have requirements based on the decision space

• These requirements are “role attributes”

• Role attributes include: 
• Expertise: specific skills and capabilities necessary to the decision space
• Perspective: the view required for the decision space
• Character: the human nature that will best suit the roles ( e.g., visionary/detailed 

oriented, extravert/introvert, analytical/intuitive, etc.)

• Describing role attributes enables the optimal governing entity to be 
identified for the decision space
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Governing Entity

• The Governing Entity is the specific position or group that fulfills the 
Governance Roles (best match to the Role Attributes)

• The RLT is a Governing Entity, as are the positions of Regional Forester 
and District Ranger

• Each of these entities may fulfill one or more Governing Roles in a Decision 
Space – for example:

• The RLT may act in the Advisor Role to the RF Decisionmaker Role
• The RF may act in the Advisor Role to a District Ranger in the Decisionmaker Role
• District Rangers may act in the Implementer Role to the RLT Decisionmaker Role
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Documenting Governance

• Documentation is paramount for new governance 
& for major decision spaces

• Governance documents should be templatized 
for consistency & ease of understanding

• Standard governance documents include:
• Policy Charter
• Strategic Plan Role Description
• SOP Org Chart
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Governance 
Assessment 
& Redesign

• Are the decision space and its needs clear? 
• Consider possible changing context & redefine (start from 

the beginning)

• Are the decision space roles clearly defined & assigned?
• Rewrite charter/role descriptions with assignments

• Are the role attributes well-defined based on the decision 
space?

• Rewrite role descriptions with Decision Space in mind

• Do the entities filling the roles have all the attributes?
• Replace entities as indicated

• Has governance been communicated to those governed?
• Initiate clear communication to affected audiences

• Is the authorizing entity adhering to the governance?
• Check any undermining behavior

• Is the authorizing entity enforcing the governance?
• Establish accountability processes & integrate with existing 

ones
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Governance Redesign Tips
Since we are not starting fresh, all governance work is redesign!

• Stand up new Governing Entities with care – once these are 
established, they’re hard to dismantle

• Keep Governance SIMPLE – more is not better

• Take extra care delegating authority, especially for decision-making

• Utilize time-bounded Governance – to avoid proliferation & test it

• Establish contingency governance for emergencies (which should be 
the exception; not the rule!)
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Communication

• Since governance is often invisible and not well 
understood, establishing standardized 
communication about governance changes is 
beneficial

• Governance is an evolving & critical element of 
the organization

• Changes are to be expected as the natural 
course of business

• Keeping up-to-date makes one’s job easier
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Adherence to established Governance

• If governance is routinely ignored, this indicates that adherence is 
not being taken seriously

• This is rectified by:
• Standardized & official communication regarding governance
• Integrating new/redesigned governance into the existing 

governance framework

• Creating new accountability protocols, as necessary
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In Sum: Under-performing Governance can 
be fixed!

• First step: learn the mechanics/terminology of governance

• Second: assess so governance is fixed where needed

• Third: revise governance as indicated; document well

• Fourth: communicate changes to those governed (affected)

• Fifth: adhere rigorously to established governance, especially when 
it’s new
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What’s Next?

Rebecca Reynolds Consulting - copyright 2022 301/27/2022



R3 Governance Workshop
• WHAT: An interactive opportunity to advance your 

governance skill through application to real situations 
in the Region

• WHEN/WHERE: April - June; Virtual

• COMMITMENT: 10 2-hr sessions – plus time offline to 
develop governance product

• ANTICIPATED OUTCOMES: Draft governance 
products vetted by workshop participants, ready for 
RLT review/approval

• WHO: Interested RLT Members who represent high-
value areas for governance improvement (some 
“voluntold” - ) 
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Thank you!

www.RebeccaReynoldsConsulting.com
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