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Running concurrently with the Advisory Boards and Throughout your Boards Academy journey, your
Cohort Reflection Sessions is the Boards Academy. workbook provides a space to reflect on your growth as
This offers the taught element of the programme. The a board member and note any ideas or strategies that
Boards Academy is available to access via the EdApp. you’ve taken on throughout the program.

Your login details will be provided on registration.
Use this workbook at the end of each lesson of the

« Boards Academy: Link to EdApp Boards Academy to review the key concepts and apply

what you’ve learned to your own experience.
« How to use the Academy: This is a self-paced

learning space which covers all the elements of
Boards, each module will take 20 minutes to 1 hour
to complete. The modules are:

Boards, why do we need them?

Understand the purpose behind the existence
of boards and gain insights into the diverse
nature of boards.

Board composition and structure

Identify the roles and ambitions of the
different actors on a board.

Corporate governance

Understand key corporate governance
issues and the board’s role in ensuring good
governance.

Board effectiveness: Culture, Dynamics and
Decision Making

How to contribute to a positive board
environment by reviewing how culture, people
and dynamics impact decision- making.

Board effectiveness: Strategy and Risk

Understand the board’s role in shaping
company strategy and how data, insights,
structure and processes impact board
effectiveness and risk management.
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https://web.edapp.com/register/MR8MAHXHEZ  

a Module 1: Boards, why do we need them?

In this module you thought about why boards exist; how varied boards can be and what it means to be
a professional board member.

The Boards Academy

Boards are essential because they ensure that « Boards operate in the spotlight of decision-making,
organisations make clear, well-informed decisions, bearing the responsibility of shaping the course of
offering a strategic perspective that guides the an organisation, meaning their decisions
company’s direction. can have a profound and lasting impact.

«  With the authority to make critical choices, boards
hold the power to influence an organisation’s
success or failure, affecting not only stakeholders
but also the broader community.

1. Why do you want to be on a board? List 2-3 reasons.

2. Where do you fit? What kind of organisation aligns with your personal values and vision?

3. Why do you fit? What is the value match that you're looking for?
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Explore Director Types and Influence Dynamics

How do different director roles contribute to the « NEDs on the other hand, may not have direct
effectiveness of the board? involvement in implementing decisions. They
tend to influence decision-making through their
«  Atypical board will have a number of executive advice, recommendations, and by challenging or
(exec) and non-executive directors (NEDs). NED and questioning matters presented to the board.
exec directors have distinct roles and influence within
a company. . |n addition to the distinct roles on a board,
shareholding also plays a pivotal role in shaping
« Execdirectors tend to hold a lot of power as they both the board and directors.

are directly involved in making and implementing
decisions related to the company’s operations,
strategy, and management.

Reflection

1. In what ways do you exercise power and influence:

a) In your current role within a company?

b) As a member of your advisory board?

2. What do you know about the ownership of your own organisation or the company
you’re advising?

3. Can you identify the impact of the ownership structure on power and influence?
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Lesson 3 The Role of a Professional Board Member

What does it take to achieve success on a board of directors?

Researchers from Lancaster University found five types of boardroom intelligence:

1. Financial

«  Knowing how to talk to the numbers.

« Understanding how to interpret an income statement is crucial in understanding the business: what’s going
well and what’s not.

2. Strategic

« Contributing to and delivering on company strategy.
« Does the strategic thinking take into account key trends and external realities?
« How credible is the link between the strategy and the projected financials?

+ Are we being honest about our competitors’ positions and competitive advantages? competitors’ positions
and competitive advantages?

3. Relational

« Creating strong relationships with directors, executives and stakeholders.

« Building successful relationships with other directors, company execs, and stakeholders
is essential.

« Each of them brings different perspectives and experiences.

« Success depends on clearly communicating with others in the boardroom, where the pressure is high, and the
egos are numerous, and on understanding what people are trying to say.

« Understanding your role and where you can make an impact.

« Consider why you have been selected for the board and what you can contribute.

« Actively fostering a positive board culture.

« Create an environment where executives are willing to be forthcoming, admit when things are not going well,
and seek guidance from the board.

« A culture that demands execs be seen as successful, right, and doing everything well is inappropriate.
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Reflection

1. How do you currently rate yourself on each of the intelligences

Please rank yourself 1-5 star for each of the benchmarks. Claim a star for each of the skills you are totally
confident with.

Make a note on where you think you’re doing well, and an area that you need to improve on

Financial

Strategic

Relational

Role

Cultural

2. How can you start to demonstrate the five intelligences in your board advisory role?

3. Review your CV, can you rewrite any of your current experience to demonstrate excellence in any of
these areas?

Want to learn more?

Here are some useful resources and extended reading from the module:

2022 UK Spencer Stuart Board Index: Board composition

HBR | Are you ready to serve on a board?
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https://www.spencerstuart.com/research-and-insight/uk-board-index/the-board
https://hbr.org/2020/01/are-you-ready-to-serve-on-a-board

a Module 2: Board Composition and Structure

In this module you looked at roles and ambitions of the different actors on a board, including the chair, and how

and why the composition of a board changes.

What is the Composition of the Board?

« Alongside exec-directors and NEDs, a board might .
also include representation from shareholders,
investors, industry experts, supply chain partners
and the bank.

«  The composition of a board should be structured .
to align with the company’s particular needs and
goals.

Throughout a company’s lifecycle, depending on
whether it’s in a growth, stability or crisis phase, the
composition and structure of its board of directors
can undergo significant transformation.

Committees enable specialised oversight and
decision-making within a board, ensuring focused
attention on key governance functions.

Reflection

1. What stage of the lifecycle is your advisory board in?

2. Does your advisory board composition match the stage?

3. What additional skills would they benefit from bringing on?
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The Role of the Chair

The Chair has a set of distinct responsibilities, as set Effective Chairs share three characteristics: restraint,
out by The UK Corporate Governance Code. patience, and availability.
1. The Chair is responsible for leadership of the « Restraint: Effective Chairs speak little.

board and ensuring its effectiveness on all ) ) )

aspects of its role. «  Patience: Effective Chairs foster a culture of

thoughtful and purposeful action.
2. The Chair is responsible for setting the board’s
agenda and ensuring that adequate time is
available for discussion of all agenda items,
in particular strategic issues.

« Availability: Effective Chairs will take the time to
have one-to-one discussions with board members.

3. The Chair should also promote a culture
of openness and debate

4. The Chair is responsible for ensuring that the
directors receive accurate, timely and clear
information.

Reflect on your own differences of being the Chair vs not the Chair.
1. Did you get a sense of how much more difficult it is to be the Chair?

2. If you haven’t had a go yet, what would you anticipate the differences to be?

3. What intelligences or skills do you need to develop in order to chair more effectively?

Want to learn more?

Here are some useful resources and extended reading from the module:

HBR : How to be a Good Board Chair (citing INSEAD’s Corporate Governance Centre’s research)

MindTools | Adizes Organisational Lifecycle: Understanding and Treating Growing Organisations
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e Module 3: Corporate Governance

In this module you gained an understanding of key corporate governance issues and the board’s role in ensuring
good governance.

Understanding Key Corporate Governance Issues

. Corporate governance is a system of rules, accountability, awareness, impartiality and
policies and practices that dictate how a transparency - and the protection of the interests
company’s board of directors oversees the of stakeholders.

management of an organisation that improves

. . . ore « Inthe UK frameworks such as The UK Corporate
decision-making and accountability.

Governance Code (“The Code”) and The Wates

« The purpose of corporate governance is to ensure Principles, exist for companies to translate the
that a company is effectively managed and foundational principles into practical rules and
controlled in a way that promotes the foundational recommendations that ensure good governance.

principles of good governance - responsibility,

Reflection

1. How can you see the principles of corporate governance already in action in the company you
are advising?

2. How do you review your strategy?

The Role of the Board of Directors in Ensuring Good Governance

« The board develops and promotes the vision and purpose of a company, and ensures that its values, strategy
and culture align and deliver against that purpose.

« The board provides diverse perspectives and should involve thoughtful reasoning and challenges to the vision
and strategy.

« It’s crucial for governance to focus on effective delivery by challenging management and ensuring alignment
with the agreed vision, strategy, and short-term plans.
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Reflection

How might you apply observations of good governance in practice to your role as an advisory board member?
As a board member try asking yourself these questions to gain clarity about your role in governance:

Observing Effective Corporate Governance
1. Can you think of a situation where you observed effective corporate governance?

2. What specific practices or principles were in place that contributed to its success?

3. How might you apply these observations to your role as an advisory board member?

Overseeing Strategic Direction
1. What’s your strategic direction?

2. How can you make these principles more conscious for a small business without a board?

How might you apply observations of good governance in practice to your role as an advisory board member?
As a board member try asking yourself these questions to gain clarity about your role in governance:

Communicating and engaging with all stakeholders
1. How often are we analysing who our stakeholders are?

2. How are we communicating and engaging with them?
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Reflection (continued)

Exercising due care, skill and diligence in your duties

1. Do you know what your role is?

2. Are you delivering what you say you’re going to deliver?

3. What are you doing to upskill in areas of need?

Ensuring the organisation has adequate resources, systems and controls
1. What’s in place now to monitor our resources?

2. What systems are in place to check ourselves?
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Exploring Shareholder Rights and their Significance

As a board member you are entrusted with safeguarding the interests of shareholders.

As individuals, entities, or institutions that own a part of a corporation, shareholders are an important part
of governance.

Shareholding in a company influences decision-making power and influence.

Shareholders can be categorised as majority shareholders or minority shareholders, with the former having more
influence due to their significant ownership.

Reflection

1. How many shareholders are in the company you’re advising?

2. How does the shareholding impact the decision-making?

Want to learn more?

Here are some useful resources and extended reading from the module:

The Corporate Governance Institute: What are the five principles of corporate governance?
FRC - Corporate Governance Overview | The UK Corporate Governance Code

FRC - The Wates Corporate Governance Principles for Large Private Companies
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o Module 4: Board effectiveness: Culture, Dynamics and Decision Making

In this module you learned how to contribute to a positive board environment by reviewing how culture, people and
dynamics impact decision-making and the effectiveness of the board.

The Significance of Board Quality and Diversity

The board is responsible for shaping strategy
and making significant decisions, so the right
board culture is vital. Without the right people
and a culture built on trust, respect, and diverse
viewpoints, the board’s effectiveness can be
compromised.

According to IMD Global Board Center, there are
four pillars that make up an effective and high
performing board: People, Dynamics, Information
Architecture and Structure.

Focusing on the ‘People’ pillar, a well-composed
board with members who possess relevant

knowledge and expertise is crucial for board
effectiveness. The most effective boards establish
standards for individual directors, focusing on their
expertise and familiarity with the organisation’s
industry.

Research shows that having diversity of views,
whether related to skills, work experience, or lived
experience, has a transformative impact on a
board’s performance.

However, managing diversity effectively, and

fostering a culture of inclusion, is essential to
harness its benefits.

Reflection

1. How does my knowledge and expertise compare to that the ideal board member of the company

I’m advising?

2. How is the diversity on my advisory board in terms of abilities, personalities, competencies and lived

experience?

3. Asaboard member how proactive are you in helping to manage and/or facilitate the diversity that

resides in your board for maximum impact?

In the FCR research into Board Diversity and
Effectiveness in FTSE 350 Companies you can find
questions for boards to reflect on, consider, and
discuss how they can develop more inclusive cultures:

As part of boardroom discussions, have you
shared your personal experiences on how
diversity can contribute to enhancing the quality
of board outputs?

As a board member how proactive are you in
helping to manage and/or facilitate the diversity
that resides in your board for maximum impact?
How can you recognise and call each other out
on bias and assumptions in your board’s thought
processes and discussions?
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Dynamics and Decision Making

Effective group dynamics ensure healthy
discussions, diverse viewpoints, and well-rounded

Working groups can be used to foster collaboration
between board members with differing opinions.

decisions - all important principles of corporate
governance.

«  KPIs like board attendance, participation,
diversity, actions delivered, risk level and
satisfaction could be useful to measure how
dynamic the board is.

«  Examples of boards with poor dynamics include:
The sleepy board, the founder centric board and

the love board. « Clear rules of engagement formalised in writing

can help board members, (including newcomers)
understand and adhere to the principles that
foster effective dynamics.

Reflection

1. How ‘energetic’ is your board?

+ A good chair can create a conducive atmosphere
for open discussions and improving dynamics.

2. Does the culture of my board provide for well-managed meetings and ‘equal participation’ in discussions?

3. How do | feel about the contribution of the different board members? Why?

4. What rules of engagement would you establish in your advisory board?

Want to learn more?

Here are some useful resources and extended reading from the module:

FRC Board Diversity and Effectiveness in FTSE 350 Companies

IMD - The Four Pillars of Board effectiveness
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e Module 5: Board effectiveness: Strategy and Risk

In this module you looked at the board’s role in shaping company strategy and how data, insights, structure and
processes impact board effectiveness and risk management.

The Board’s Role in Company Strategy

« Theboard’s role is to provide oversight, ensure « Boards need to create and sign off the strategy,
alignment with the organisation’s vision, and and ensure management understand the strategy
actively participate in approving and monitoring in order to deliver that strategy.

the strategic direction.

«  When a board trusts the data and insights, and
« Boards use both internal and external data sources are sure the internal reporting is accurate and in
to inform their strategic decisions. the negative, this signposts a need to change the
strategy.

Reflection

1. How aware are you of the company strategy at your current organisation?

What Information do Boards need to Perform?

- Information architecture is a pillar of board - Specially curated board packs play a pivotal
effectiveness. role by providing directors with accessible and
comprehensive information necessary for effective
+ Boards need a combination of the right board meetings.
information about the company, and experienced
board members, who understand that data to work « Board packs are distributed well in advance of the
at its most effective. meeting and include documents such as: agenda,
previous meeting minutes, business update,
- Boards need a high-level and strategic trading performance, project progress reports.
perspective, focusing on the bigger picture, long- market conditions and competitor news, product
term strategies, and governance, rather than the roadmap, accounts and KPIs and more.

daily details.

Reflection

1. What data sources are available to you in your advisory board?
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The Role of a Professional Board Member

«  Structure and process is a pillar of board +  Processes such as well-structured meetings,
effectiveness. thorough board evaluation and CEO succession are
examples of systems that help a board deliver the
«  Structure refers to the composition, organisation, strategy and mitigate risk.

and framework of the board of directors.

«  Structure encompasses aspects such as the diversity
of board members, their independence, the
relationships between various individuals within
the organisation, the number and function of
board committees.

Reflection

1. Which individuals do you have access to in your advisory board?

2. Is there anyone who you need access to, but currently don’t?

3. How can you evaluate your advisory board to understand your strengths and weaknesses?

4. How does the cadence of your meetings suit your advisory board role and effectiveness?

Want to learn more?

Here are some useful resources and extended reading from the module:
The Corporate Governance Institute: What is a board pack?

Effective Board Meetings for Good Governance

IMD - The Four Pillars of Board effectiveness
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