LEONIDAS CONSULTING
Board Meeting Preparation Template
Corporate board — strategy, oversight, and decision preparation
The best use of a board’s time begins before the meeting. Set the priority questions, prepare directors to discuss them, and reserve time for clear decisions — rather than repeating reports. This worksheet turns those principles into a preparation plan.
Organization: ____________________________________________________
Meeting date and time: ____________________________________________________
Board chair: ____________________________________________________
Chief executive: ____________________________________________________
Prepared by: ____________________________________________________
Packet distribution date: ____________________________________________________
1. Define what needs the board’s judgment
The board chair and CEO identify the few matters that need collective judgment: strategic priorities, performance, capital allocation, or significant risks. Separate board decisions from management operating decisions.
Most important outcome for this meeting: _________________________________
Strategic question the board must address: _________________________________
2. Prepare the information before the meeting
Distribute the agenda, prior minutes, financial information, committee reports, and decision briefs early enough for meaningful review. Routine updates belong in the packet; presenters should highlight exceptions, emerging concerns, and what the board needs to decide.
Packet owner and distribution date: _________________________________
Missing information and who will provide it: _________________________________
3. Separate routine approvals from discussion
Identify noncontroversial items suitable for a consent agenda under your governing documents and applicable law. Directors must receive the material in advance and be able to request separate discussion of any item. Do not use consent to avoid debate on significant risks or contested decisions.
Proposed consent items: _________________________________
Items requiring separate discussion: _________________________________
4. Frame each consequential decision
Prepare a short brief stating the question, recommendation, alternatives, assumptions, risks, and resources required. Address the effect on customers, employees, owners, cash, and long-term value where relevant.
Decision or direction requested: _________________________________
Key assumption to test: _________________________________
Alternative and principal tradeoff: _________________________________
What happens if we defer or do nothing: _________________________________
5. Arrive ready to contribute
Each director reads the packet, reviews prior commitments, and identifies questions before the meeting. Request missing facts in advance without replacing collective board discussion. Disclose relevant conflicts and follow the organization’s recusal procedures.
Question about results and what comes next: _________________________________
Risk or perspective the board may be missing: _________________________________
Conflict to disclose, if any: _________________________________
6. Reserve discussion time and plan follow-through
Give strategic questions and decisions explicit time on the agenda. Ask presenters to focus on exceptions rather than repeat written reports. Plan any appropriate executive session, and close by confirming decisions, owners, deadlines, and how progress will return to the board.
Time reserved for the priority discussion: _________________________________
Executive session topic, if appropriate: _________________________________
Who will capture decisions and follow-up: _________________________________
Preparation tracker
	Preparation task
	Owner
	Due
	Ready

	Agree priorities and decisions requested
	 
	 
	 

	Prepare financial and committee reports
	 
	 
	 

	Prepare decision briefs and supporting evidence
	 
	 
	 

	Review consent items and conflicts
	 
	 
	 

	Distribute complete meeting packet
	 
	 
	 

	Resolve information gaps before the meeting
	 
	 
	 


Discussion and decision plan
	Topic / strategic question
	Decision or direction needed
	Lead / time

	1.
	 
	 

	2.
	 
	 

	3.
	 
	 


Follow-up record — complete at the meeting
	Decision / action
	Owner
	Due / report-back date

	1.
	 
	 

	2.
	 
	 

	3.
	 
	 


Guidance notes
1. Preparation should create room for judgment, not a longer packet. Keep reports concise and highlight material changes.
1. Ask what the results mean for the future: what is working, what must change, and where resources should go next?
1. Read financial results alongside strategy and risk. Strong current results do not remove the need to test assumptions.
1. Leave room for differing views. A recommendation is a starting point for informed discussion, not a substitute for it.
1. Keep confidential board materials in approved channels and record formal decisions in the minutes, not only in this worksheet.
Companion article
The Best Use of a Board’s Time
Educational worksheet only; not legal, tax, accounting, or compliance advice. Adapt to your governing documents and applicable law, seek qualified counsel where needed, and keep confidential materials secure. This worksheet does not replace formal minutes.
Leonidas Consulting | Board Meeting Preparation — 
