Shared Governance Structure and Process at Mount Mary University

This updated document came from the Spring 2025 Shared Governance Review Task Force. This group was charged by President Cherney with a five-year review of the process, based on suggested practices from the 2018-2020 task force who created 
the original document. This should be reviewed every five years.

The University is owned and sponsored by the School Sisters of Notre Dame, Central Pacific Province, Inc., a religious congregation of the Roman Catholic Church, and consistent with the congregation’s apostolate, exists to serve academic, religious, and cultural needs of its students and those of the larger civic community, regardless of race, color, creed, physical abilities, or national origin in compliance with all federal and state laws, rules, and regulations pertaining thereto. It has been organized, governed, and operated by the Congregation whose leadership constitutes the membership of the Corporate Board of the University. The primary interest of the University is the maintenance of the highest educational standards for students. Governance of the University, under a shared governance model, will be outlined in this chapter along with a thorough description of the membership and powers granted to each level of governance at MMU and, where applicable, the responsibilities assumed by that entity.
Constituent Groups
CORPORATE BOARD	
BOARD OF TRUSTEES
PRESIDENT OF THE UNIVERSITY 
VICE-PRESIDENTS
DIVISION/DEPARTMENT CHAIRS & DIRECTORS
DEANS
ASSISTANT/ASSOCIATE DIRECTORS
FACULTY	
ADMINISTRATIVE PERSONNEL AND STAFF 
STUDENTS

*The governance structure at MMU is one where dialogue is expected as an essential component of the processes outlined in our Shared Governance Model.

Principles of Governance
“Shared governance is the process by which various constituents (traditionally governing boards, senior administration, and faculty; possibly also staff, students, or others) contribute to decision making related to college or university policy and procedure. When done well, shared governance strengthens the quality of leadership and decision making at an institution, enhances its ability to achieve its vision and to meet strategic goals, and increases the odds that the very best thinking by all parties to shared governance is brought to bear on institutional challenges. When done well, shared governance engenders an institution’s culture of collective ownership and accountability for the institution’s present and future. Further, when faculty, administrators, and board are actively and collaboratively involved in decision-making processes, decisions are implemented more quickly and effectively” (AGB Press, 2017).
Preamble
We, the community that is Mount Mary University, seek a governance structure that frees us to promote the intellectual, personal, and spiritual development of the students who desire to be educated in the tradition of the School Sisters of Notre Dame. The shared governance of the University is the result of a joint effort by governing boards, administrative officers, faculty, administrative staff, support staff, and students. Embedded in this concept of shared governance is recognition of the principle that the relative weight of constituent voice is determined by the responsibility of that constituent component for the matter under consideration. Open and respectful interaction among constituencies is essential to this governing concept. Mount Mary University's governance structure has two tiers. The first tier is the Corporate Board. The second tier is the Board of Trustees. Together they work to maintain general educational, financial, and related policies for the effective administration and development of the University according to the Bylaws. 
The Corporate Board (School Sisters of Notre Dame) appoints Trustees to the Board of Trustees, recommends the President to the Board of Trustees, and retains reserve powers related to the philosophy, mission and assets of the University and the School Sisters of Notre Dame. The Board of Trustees works with the University administration to assist, monitor and maintain the academic and financial well-being of the University according to their powers and responsibilities outlined by the Bylaws. The Board of Trustees appoints the President based on the recommendation of the Corporate Board, and delegates authority to the President to develop and implement the daily academic, administrative and operational policies and procedures of the University, and to recommend matters of concern to the Board. The President, in turn, delegates internal governance to appropriate groups and individuals. The internal governing bodies will utilize the resources of the Corporate Board, the Board of Trustees, and external resources, as appropriate. Drawing authority to govern from the commission delegated to each group by the Board of Trustees through the President, this model of governance is based on three interrelated principles:
· Voice and vital participation of all constituent groups
· Clear delineation of authority and responsibilities
· Efficiency and effectiveness in timely decision-making and communication of decisions to appropriate groups
The internal constituent groups are administrative officers, faculty, administrative staff, support staff and students. Participation of constituent groups in the shared governance process includes but is not limited to bringing issues to appropriate bodies, serving on committees, consulting with committees, implementing decisions, and evaluating decisions. We recognize that each group has a specific role that utilizes its expertise to best fulfill the mission of the University.

The Tenets of Shared Governance at Mount Mary University
Mount Mary University is committed to a process of shared governance that is an extension of our mission and vision, is predicated on the foundational principles of transparency, trust, and relationships, and is enacted based on a system of aligned priorities. Furthermore, the process of shared governance at this institution requires that members of the Mount Mary community be given an opportunity to authentically participate in decision making along with the acknowledgment that some constituents may, at times, play a more intricate role in the process because of the level of responsibility and accountability for the decisions rendered. Voice, but not necessarily ultimate authority, is offered to all. Shared governance at MMU is a process that is implemented at the beginning of a decision-making moment and is not intended to be a conflict resolution process to address post-decision concerns.
Steps in the Shared Governance Process
Step one: Does this decision warrant a shared governance process?

Many decision-making processes already exist at MMU (e.g. the budget committee process, the strategic planning committee process). Those processes already in place, and functioning effectively, should remain intact. However, when a question arises outside of the existing decision-making frameworks, a shared governance process will (shall) be implemented when any two of the three listed elements can be answered in the affirmative:
· The decision to be made directly changes or redefines MMU’s mission;
· The decision to be made will directly impact/involve two or more constituent groups as outlined in the constituent group section above; or
· The decision to be made is one that has significant consequences for the institution (i.e., high importance as it relates to financial viability, risk management, the health/wellness of the institution, public perception, etc.). Decisions that may carry high stakes for individual people but not the institution as a whole are not included in this element.
In situations in which members of the MMU community are unsure whether a situation meets two of the three listed elements, it is recommended that the shared governance process be implemented.

Step two: Who, and in what capacity, should be involved in the shared governance process?

The process of shared governance at Mount Mary recognizes that all members of the community be given an opportunity to authentically participate in decision making. However, some constituents may, at times, play a more intricate role in the process because of the level of responsibility and accountability for the decisions rendered. Once it is determined in step one that a decision should, in fact, initiate a shared governance process for the campus and/or key constituents, it is in the best interest of the institution to determine the level of responsibility of each of the key constituents.
Prior to a decision, everyone should be aware of their decision-making responsibility and its parameters.
A key component to shared governance is Voice, a distinct level of contribution that allows all members of the community to offer comments and feedback. While not a formal “level of decision-making responsibility,” this active, bidirectional process implies that all members of the Mount Mary University community are afforded the opportunity to bring forward their ideas and give their feedback. Implicit in the voice process is that the body or the individual making the decision may not have knowledge of the nuances of a decision unless all or certain members of the university community are able to participate. 
Voice may be overtly requested and/or may be offered unsolicited. When a decision has met the criterion for the implementation of the shared governance process, the individuals or bodies granted the decision-making authority are encouraged to explicitly solicit voice from all impacted MMU constituents. Furthermore, a unique strength of the MMU community is our connectedness with colleagues and those in leadership roles. In the spirit of the SSND’s, members are encouraged to talk openly with one another about matters that are occurring in our university community and to share their ideas with those in leadership.

Levels of Decision-making Responsibility
Consultation Required (C): The body or individual is recognized as vital to the decision-making process and as such their verbal and explicit contribution (i.e., advice and opinion) is required prior to the decision being rendered.
Recommends Decision (R): The body or individual makes a preliminary (internal) decision and then forwards the recommendation to another body that has final authority to render a decision.
Consent Required (S): The body or individual is recognized as holding primary purview over the broad area and their consent (i.e., the act or result of reaching an agreement) is required prior to a move toward a final decision. This designation is used with the spirit of intent embodied by the School Sisters of Notre Dame to gain consent and consensus through authentic dialogue.
Makes Decision (D): The body or individual denoted has authority to make a final decision.

Step three: Have those proposing the change (responsible parties) communicated with the necessary constituents? 

The individuals and/or groups that are identified in step two will be contacted by those proposing a change. Once contacted, it is vital that all individuals and/or groups understand and mutually agree upon their level of responsibility in the decision-making process (i.e. consultation, recommendation, consent, decision), and the time frame for the process to occur.

Step four: Has the rationale for the decision rendered been shared with the MMU community?


When a shared governance process has been undertaken, members of the MMU community will be made aware of how and why the final decision was reached. This ensures that, regardless of the number of people involved in the final decision or the number of people impacted by the decision, the community will know that the shared governance process was undertaken before a decision was implemented. As an Institution of Higher Education, this step in the shared governance process is critical to living out our mission to search for truth and engage in feedback during critical processes. This step works to ensure that decision-makers authentically engaged with feedback during the process and were transparent about the rationale for the decision.
There may be shared governance situations in which some information must be kept confidential. In these cases, those responsible for making the decision may only be able to share their rationale with a limited constituency or may need to limit the details shared with the wider community.

Step five: Has the Shared Governance PROCESS that was undertaken to arrive at a decision been evaluated to identify strengths and pain points and has the FINAL DECISION been evaluated to identify strengths and pain points?

The evaluation of the process is a key component of the shared governance model as it ensures that our process is agile, flexible, and when needed, open to change. This evaluation process will include all those with roles in the model as well as an opportunity for voice from the larger MMU community.
Not all levels of responsibility may be necessary (consultation, consent, recommends, decision), and not all constituents will be involved in every decision. However, in situations in which members of the MMU community are unsure whether an individual or group should be directly involved, it is recommended that they be contacted for consultation.
In order to build a community of trust and openness, voice is assumed throughout the Shared Governance Process. Those offering their ideas should offer them freely, constructively, and be willing to gain greater understanding; those receiving the ideas of others should listen carefully and offer additional information, if possible. 
Finally, shared governance works better when the community has a general understanding of each other’s role in the university structure. The decision-making system is a process that needs to be implemented carefully using the steps above. Different from the decision-making process is an understanding that certain groups on campus are generally responsible for areas of their expertise.

Time Sensitive Decision-Making Process
There are times when a time–sensitive or emergency situation arises, and the need for a swift and immediate decision is required. Examples are issues such as COVID or federal legislative mandates. Therefore, it may be necessary to deviate from the shared governance process that is outlined in this chapter. Incumbent upon the individuals or groups deviating from the shared governance process must be a satisfactory explanation as to why such deviation was necessary. Routine events or regularly scheduled disruptions like holidays or the summer do not in and of themselves define an emergency necessitating a deviation from the shared governance process. However, critical decisions may rise to the level of a shared governance process as described in step one but require a swift and immediate response from key campus leaders.
An emergency decision-making process can be invoked by the Corporate Board, the SSNDs, the BOT, or the President. Other constituents may bring a matter of potential emergency to one of the aforementioned bodies. Critical decisions and emergent incidents are fluid and ambiguous; however, every effort should be made to include as many campus constituents as possible during the emergent process. When an emergency decision-making process is invoked, the President will communicate this to the wider university community at the soonest possible time. Essential elements to the communication should include:
· A description of the events leading up to the decision to bypass the shared governance process in favor of the emergency decision-making process.
· An explanation of why it was necessary to invoke the emergency decision-making process.
· An explanation of the decision.
· Any other pertinent information.

Pause and Review Procedure
Pause and review can be requested at any point in the shared governance process when an individual or group believes the Shared Governance process has not been followed, and the decision rendered or the pending decision could be different with their input.
· Pause and review temporarily stops the existing process.
· If an individual wants to initiate the Pause and Review Process, they must go through their formal constituent group with their request. An individual who requests a pause and review shall submit a written request to the executive committee of their perspective governing body (i.e., the ECFA, ECSA, and President’s Cabinet). The executive committee will then determine if Pause and Review is warranted. Requests for Pause and Review should be filed no later than twenty business days after the governing body first convenes after a decision has been rendered. 
· One representative from the three main governing bodies on campus shall form a Core Review Board and review and evaluate the concern. Each governing body selects a person from their constituency to serve on the core review board. Care should be taken to avoid conflicts of interest while balancing knowledge of the topic. If the concern is found valid, the Core Review Board will decide where to restart the process so that the new information can be incorporated. If the concern is found to be invalid, the process will resume at the point that it was paused.
· The Core Review Board will render an opinion on the pause and review request and collaborate with President of MMU under a “consent required” decision. Prior to a decision being made, the Core Review Board will gather all pertinent information needed and meet with appropriate constituents who were involved in the original decision.
· It is understood by all individuals and groups involved in the pause and review process that this procedure is conducted efficiently and quickly. Decisions should be rendered within three work weeks (15 business days) of the initial Core Review Board meeting.

The Shared Governance Review Task Force was: Keri Alioto (Dean and task force chair), Margaret Callahan (Board of Trustees), Marmy Clason (faculty), Jeremy Edison (faculty), Mary Ellen Kohn-Buday (faculty), Theresa Lindberg (student), Lakiesha Russell (staff), Michelle Smalley (staff), Dan Vinson (staff)
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An accompanying graphic outlining the five steps to Shared Governance is also available.
This document and the graphic will appear on My Mount Mary, the Staff Assembly Sharepoint page and in the Employee Handbook.

