
Process - Deciding on a governance structure

The following steps outline a process for working through decision making on a suitable governance structure for your organisation.

For an example of how the process might work in practice, see He Rauemi Resource Guide 22: Governance Structures, pages 14-15. This shows how one museum worked through the first six steps, and the conclusions they came to as a result. 

1. Identify stakeholders

Who are all your stakeholders?

Do they have any particular requirements? What?
2. Decide on key principles important to stakeholders 

Decide on the relationship governors will have with stakeholders. In New Zealand, this may involve recognising Treaty of Waitangi obligations.

3. Decide how governors will be selected

What model will you use for selecting governors – bicameral, representative, or responsible? (See He Rauemi Resource Guide 22: Governance Structures, pages 3-4.)

How will you appoint, review, and reappoint or discharge them?

4. Consider structural issues

Will you be:

· part of central government or a local authority?

· part of another type of organisation, e.g., a university?

· a separate organisation, but linked to another body through ownership or control?

· wholly separate, as your own corporate body?

5. Draft possible structures

Which of the basic structures (see He Rauemi Resource Guide 22: Governance Structures, pages 5-11) best suits your needs?

Do you need to combine two or more structures to get the overall characteristics you want?

6. Decide on the structure

7. Consider management issues

Do you want bicultural governance to extend into bicultural management? 

8. Decide on key items for the constitution

When developing the trust deed or constitution, critical points for bicultural governance will be:

· statement of purpose (which may extend to an expression of good intentions)

· initial selection and subsequent replacement of trustees or governors

· powers of trustees

· whether the organisation is managed down a single line of command or on some other basis (i.e., does any ‘partnership’ run right down the organisation?)

· any requirements to consult with particular stakeholders before certain decisions are made. This might be the subject of a memorandum of understanding between the museum and a stakeholder

· choice of chief executive

· any requirements for the desired tax status

· what happens on cessation, in particular to the collections.

9. Make initial decisions for the board

You might want to develop memoranda of understanding between the museum and key stakeholders. A charter can be a useful place to state the commitment to, and process for, ongoing stakeholder relationships.

You may want to look for particular personal qualities in governors. The responsible model works better with a mix of skills on the board. The representative model obviously requires that you cater for stakeholder interests in proportions that are not unsatisfactory to any stakeholder. 

This tension between the responsible and representative models suggests that a code of conduct for the board may be useful to set out the duties and responsibilities of governors if their stakeholders’ interests ever diverge from those of the museum.
Source: He Rauemi Resource Guide No. 22: Governance Structures, pg 12
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