
 

 

 

 
 

 

 

 

 

 

 

 

 

 

  



Introduction 
Board meeting cycles are the lifeblood of the work of the Board. Individual Board meetings are 

where most of the discussion and ultimately decisions are made and are therefore the most 

important mechanism that the Board has at its disposal. The authority of the Board arises from its 

collective nature, which necessitates meetings to address the collective decision making. 

In many instances, Board schedules are treated as an agreed set of dates that the Board will meet, 

with little or no thought given to the larger strategic issue of the specific focus for each of those 

Board meetings. As the most important tool of the Board, meeting cycles require more advance 

planning and alignment with the strategic, risk, governance and operational requirements of the 

organisation. The role of Board committees also needs to be reviewed and integrated into the Board 

meeting cycle. Gone are the days when Board committees met just prior to the Board meeting, as it 

was convenient for all concerned.  

Four Key Issues 
There are 4 key issues to address when designing robust Board meeting cycles. 

Issue 1: Understand and continuously reflect on the role of the Board 
Boards seem to seldom reflect on their purpose. There seems to be more a focus on the tools that 

Boards use, such as strategy, risk, governance and finance, rather than why the Board exists in the 

first place. There are three key elements to the role of the Board. These are: 

• to make the choices  

• that create the future  

• for the communities they serve 
 

Strategy, risk, governance and finance are just tools to assist the board to make the choices that 

create the future for the communities we serve. 

The implications of this simple recasting of governance are profound. Lets explore these a little. 

 …To Make the Choices 
When asked what boards do, most people say they make decisions. I have asked thousands of 

directors and senior leaders how their board members would describe a decision. In many cases it is 

unconsciously seen as something that: 

• is Final—it cannot be revisited as it is The Decision, even if it was made 5 years ago;  

• is the Answer—and once we have the answer, we can stop looking at the range of 
possibilities for other alternatives; and it, 

• has to be Right—which is a problem because if something does not fit that decision it must, 
by definition, be wrong.  

 

This unconscious bias towards a “decision” is fraught with danger. It often leads to slow decision 

making. We have to get it right, so let’s get even more information and give it to yet another 

subcommittee. And, once the decision has been made—that is, boards have found the final and right 

answer—they no longer have to question whether that decision is actually working for them.  



Any information they subsequently receive that could reflect on the decision will typically be 

constructed and filtered to show how right the answer is. Questioning around alternatives and 

options comes to a halt, as does critical thinking. Now, not all Boards do this, but there are way too 

many where this is the norm. 

Choice, on the other hand, is all about identifying possible options—there are, after all, an infinite 

number of ways of doing any one thing. The key role of the board is to do all the required analyses—

e.g., financial, risk, strategic, ethical, ESG etc—and then from amongst the various options that are 

available, make a choice to be monitored for effectiveness over time. The board reserves the right to 

change direction and swiftly choose again if it becomes apparent the original choice is no longer 

working. This is true strategy at work. 

…That Create the Future 
The role of the board is not to receive reports about how busy the senior executives are. Their role is 

to make the choices that create the future for the communities they serve. Creating the future is all 

about being aware of what is happening in the strategic environment, focusing on the things that are 

likely to have an effect on your organization and stakeholders, choosing what needs to be modified, 

created or stopped and repeating this process continuously. The two key tools for this are the 

vision/purpose statement—the impact we wish to have on the communities we serve—and the 

strategic plan—the top 3 or 4 things the board agrees have to occur in the next 2 or 3 years to 

achieve the vision/purpose. 

…For the Communities We Serve 
The purpose and power of any organization is not to perpetuate itself. It is to make a difference in 

the communities we serve—to impact people’s lives! As such, we need to understand the full 

potential of what we can achieve for and with our stakeholders and be able to articulate this in our 

vision/purpose statement.  

The communities we serve will change from time to time as demographics and our strategic foci 

shift, so they need to be continually monitored for the impact our organization is having. You can do 

this by answering the following questions:  

• Who are our stakeholders this year? Has this changed or is it likely to change next year?  

• What do our stakeholders perceive as our impact on these communities?  

• How do we engage with our stakeholders to facilitate greater change? 

This focus at the board level on the communities we serve raises the whole issue of stakeholder 

engagement to a new level, maximizes the possibility of the board being strategic and brings culture 

to the forefront. The discussions that this process engenders are fascinating. 

Issue 2: Design strategic reflection into the Board meeting cycle 
If we accept that the role of the Board is to make the choices that create the future for the 

communities we serve, then it follows that the key reason for the Board to meet, is to  

• review and reflect on existing and potential choices,  

• monitor how close we are to achieving the agreed outcomes (not the inputs…ie not the 

excruciating detail of how it is being done),  

• monitor the impact on key communities, and  

• choosing differently (quickly) if anything needs to change. 



This strategic reflection should be inherent in how each Board paper is structured, the reports from 

the various Board committees, and the evaluation by the Board of its own work. 

The sequencing of Board meetings can also reflect this strategic focus. There is a growing recognition 

by Boards of the need for more discussions focusing on potential future strategic issues and 

implications for the organisation. It is now becoming more common for the Board to formally 

allocate time outside of Board meetings to explore the bigger strategic questions –  

• where do we want to be in 10 years? 

• what do we want to look like in 10 years? 

• what are the intractable long-term issues and what different ways can we look at them? 

• how are our key stakeholders likely to change in the future and how do we position 

ourselves for this? 

• how do we measure our impact based on the key elements in our vision/purpose? 

 

This could also include scenario planning or something similar (eg Causal Layered Analysis, Spiral 

Dynamics) as a process every few years to ensure the Board is constantly monitoring and positioning 

for what might be, rather than what it knows right now. The latest approaches to scenarios and 

future foresight activities combine high depth and high-quality assessments with the speed and 

agility required to make them more operationally useful. These can be used as a foresight tool to 

help build understanding of the potential future environment in which strategy will play out. 

The Annual Board Workplan can be developed to incorporate a combination of quarterly reporting 

meetings that focus on the work of the Board (reporting against strategies, compliance, new 

business opportunities, governance issues), two strategic meetings and two situational analysis 

meetings, which can provide a suitable framework for having these discussions.  

The governance issue here is not to provide more information to the Board, but to assist the Board 

to focus on strategic conversations rather than just operational reporting. 



Board Tool: Annual Board Workplan examples – (Example 1) 
Each Board should develop their own unique Board Workplan that suits the culture of the Board and the decision-making and reporting criteria that the 

Board establish. Here are some examples that may assist in developing your Board Workplan. 

ACTIVITY / ACTION FREQUENCY Jan 

 

Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec 

 

Company Secretary Role – review of contract Annual             

News & Views Article by each Director x 2 Quarterly            Directors 

select 

month for 

article 

Financial Key Performance Indicators Quarterly             

Review of subcommittees in accordance with 

policy 

Annual      Selected 

reps 

      

Review Board Calendar Annual             

Corporate Governance (Directors interests 

list) 

Annual             

21/22 6-month report to DoHA (for 

information) 

Annual             

CRG attendance by Director (rotating role) Bi-monthly  13/2   9/4  11/6  13/8  8/10  10/12 

Directors 

select 

month to 

attend 

22/23 Annual Plan & Budget to DoHA (draft) Annual             

Review Board Policy & Position Statement  Annual             

Review of Board Charter Annual             

Director Finance Training Annual             

Cyclical review of individual Board Policy              



ACTIVITY / ACTION FREQUENCY Jan 

 

Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec 

 

Board KPIs 2022– under development Annual             

Board Risk Management Calendar – under 

review 

Annual             

AGM 2022 planning Annual             

Review Constitutional Objects Annual             

Review consideration of Auditors Annual             

21/22 12-month report on Annual Plan to 

DoHA 

Annual             

Election of Office Bearers Annual             

Corporate Governance (Code of conduct / 

Directors’ declaration) 

Annual             

Revise board roles against portfolios Annual             

Director Governance Training Annual             

 

 

 

 

 

Download Word Template File 

https://info.boardprohub.com/hubfs/Whitepapers/Run%20Robust%20Meeting%20Cycles/Board%20Workplan%201.doc


(Example 2) 

 

Month Activity 

October  • Election of Chair / Board positions. 

• Overview of Board role regarding Governance and Board responsibilities. 

• Mentoring new Board members – who/what/when assigned 

• Compliance:  AGM to be held. 

• Compliance:  Lodgement of Audited Financial Statements with ASIC 

(deadline 31 October); Lodgement of changes to Directors within 28 days 

of such change occurring. 

• Compliance:  Board to pass solvency resolution. 

November  • Report to Board - Northern Zone Partnership. 

• Confirm date for 2022 AGM.  

December  • No meeting. 

January  • Board & Management Review of Strategic Plan, including 10-minute 

presentations from senior management x 4. Looking forward draft 

business plan developed.  

February  • Strategic review of business plan and budget for 2021-2022. 

• Scenario Planning Board and Senior Executive meeting 

• F&A report on internal audit controls / compliance. 

• Compliance:  Board to pass solvency resolution 

March  • Risk management review (including insurance). 

• Board performance re Board standards. 

• Board meeting at stakeholder location.  

• Compliance:  Board to pass Insurance audit 

April  • Proposed budget. 

• Endorse final strategic / business plan. 

• Compliance:  Board to pass solvency resolution. 

May  • Endorse Board Policy Documents and Quality Manual. 

• Compliance:  Preparation for ISO Audit in June, final approval of any 

identified changes to Policy Documents / Quality Manual. 

June  • Endorse Board and Senior Management Development Day programme 

• Board succession update  

• Board / Management performance review. 

• Compliance:  Endorse report on preparation for end of financial year audit. 

• Compliance:  AGM planning – Rotation of directors; review of constitution 

and any proposed amendments.  

July  • Board and Senior Management Development Day –Sunday (date to be 

confirmed)  

August  • Presentation from external auditors; review 12 month audited financials.  

• Compliance:  Board to pass solvency resolution 

September  • Stakeholder presentation. 

• Review AGM plan 
 

Download Word Template File 

https://info.boardprohub.com/hubfs/Whitepapers/Run%20Robust%20Meeting%20Cycles/Board%20Workplan%202.doc


Issue 3: Ensure that Board committees service the needs of the Board 
Board committees are delegated certain responsibilities by the Board that support the Board in its 

governance role. These Board committees differ from Board to Board, but the two most common 

are the Governance committee (sometimes called the Nominations and Remuneration committee) 

and the Finance Audit Risk committee. In the health sector, there will also be a Clinical Risk 

committee. Then there are variations such as the Stakeholder Engagement committee, People and 

Culture committee and so on. 

Whichever committee a Board establishes, they have one key responsibility: to service the needs of 

the Board. This is best done by having  

• a very clear Terms of Reference,  

• an annual evaluation by the Board of the quality of support received from that committee, 

• short, sharp, clear reporting to the Board that provides insights into strategic issues and 

implications that the Board needs to consider, 

• A meeting cycle that supports the Board decision making requirements. This means that 

each Board committee should develop its meeting cycle to reflect the needs of the Board 

based on the annual Board meeting cycle. There are still examples of where Board 

committees meet an hour prior to a Board meeting, as this is convenient for the members of 

that Board committee, 

• Appointing non-Board members to the committee to add depth to the skills available. 

One of the most common complaints from Directors is that the Board rehashes or relitigates the 

reports from the Board committees, rather than utilise the Board committee reports to focus on the 

key strategic issues worthy of Board time.  



Board Tool: Annual Governance Committee Workplan example 

 



 

 

 

Download PDF file 

https://info.boardprohub.com/hubfs/Whitepapers/Run%20Robust%20Meeting%20Cycles/Governance%20Committee%20work%20plan.pdf


Issue 4: Design Strategically focused Board meeting agendas  
Whilst the Annual Board Workplan focuses the attention of Directors over a 12-month period, the 

most powerful tool for focusing attention in a Board meeting is the Board agenda. We have provided 

an example, with notations, that describe how such an agenda could be constructed. 

Board Tool: Strategically focused Board meeting agenda example 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

An example of a 

Strategically Focussed 

Agenda for a Board 

Meeting…. The ‘Consent 

Agenda’ is a powerful 

tool that reduces the 

amount of time spent on 

reports that should be 

for ‘NOTING’ only. This is 

sometimes called a 

‘Bloch Agenda’. 



  

All members declare 

they have read the 

minutes from the 

previous meeting. 

Directors should petition 

the Chair 48 hours 

before the meeting if 

they would like to take 

any items off the 

Consent Agenda and 

insert it into the main 

agenda for discussion. 

The Chair has the right 

to grant this  or not. 

 

Item 2.1 is a report from 

the Executive Team (not  

just the CEO).  It updates 

the board by providing a 

focus on progress 

towards the approved 

Strategic Plan, reporting 

all items that should 

have commenced by 

now, with a focus on 

outcome measures, not 

activity. 



   

With Committee 

Minutes, make sure they 

record any strategic 

issues or implications for 

discussion by the Board. 

The conversation must 

remain focused on these 

matters. And certainly, 

do not allow the 

Committee Chair to read 

the minutes out, word, 

for word as we know can 

happen. 



   

Consider a presentation 

every meeting or two. 

Use a regular cycle of 

different external guests 

and alternate this 

presentations by key 

staff members. Invite the 

guest to address the 

Board for 20 minutes on 

key strategic issues 

facing them, their sector 

or the business unit/s 

they manage. Allow 5 

minutes for questions, 

discussion with the guest  

presenter.    

Standing Reports are 

‘For Noting’. Any items 

for Board consideration 

will be added elsewhere 

in the Agenda. CFO 

should also offer a 

Declaration that we are 

solvent, and up to date 

with Superannuation 

guarantees and tax 

payments.    



  



  

Download Complete Agenda Template 

This Strategic Agenda was created with BoardPro. To see 

how this and its accompanying Board Pack and minutes 

were assembled please contact the team at BoardPro at 

team@boardprrohub.com   

https://info.boardprohub.com/hubfs/Whitepapers/Run%20Robust%20Meeting%20Cycles/Strategic%20Planning%20Agenda%20(Generated%20in%20BoardPro).pdf
mailto:team@boardprohub.com
mailto:http://www.boardprohub.com


Summary 
Board meeting cycles add the most value when they reflect the intersection of strategic review and 

operational oversight. The mindset of the Board underpins this (making the choices that create the 

future of the communities we serve), supported by the key governance tools of the Annual Board 

Workplan and the strategically focused Board agenda. This creates the system where the Board can 

add real value towards creating the future 

 

 

 

About Conscious Governance 

 
Conscious Governance is a global, independent advisory service for nonprofit Boards, CEOs and 

directors. We provide strategic planning, board governance, leadership, and risk management 

consulting services.  

We work with organisations across virtually all sectors and provide resources, guidance and online 

programs that help promote strong governance practices. In delivering our services, we inspire 

greater strategic awareness within an organisation, opening up new ways to better serve the wider 

community. 

 

 

About BoardPro 

 

 
We exist to increase boardroom productivity and create better functioning boards. We don’t believe 

good governance processes should be left to the domain of larger companies. We know that all 

parties in a board/management relationship want to use their time and resources most efficiently 

and productively. We found that a product that helped with the processes, workflows and guidance 

to work on the right things was missing from the market. So we developed BoardPro in partnership 

with some of the best independent directors and most progressive CEOs. 
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