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How Board Evaluation Helps
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unning a board is complex. Not if you just want to go through the motions, follow the process and get through board business
nice and quickly, of course. But if you want to run a good board, it is complicated, involving a mix of personalities, relation-

ships, information flows, pressures, time constraints, demands... a long list of factors at play. Some liken it to an orchestra,
others to a soccer team.

Teams that win know well that they need to take a good look at how they are performing. In the same way that directors and execu-

tives instinctively know the importance of their teams and employees going through performance reviews. And yet some boards are
still sceptical about the benefits of board evaluation.

In the UK, reviews became the norm because the governance codes required annual review for larger listed companies (albeit on a
“comply or explain” basis). Regulators drove the change too, even for non-listed entities such as bank subsidiary boards, so that
helped too. And many other types of organisations have followed, understanding there are lots of benefits. And attitudes have

changed, with a widespread recognition that everyone has something to learn.
Qualities expected of a good board evaluation

A good board evaluation will be about looking forward, identifying opportunities for the Board to develop. It should not be about a

compliance check or giving a “mark out of 10” (which helps little and just distracts from the improvement opportunities). It should
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be thought-provoking, encouraging directors to think
through whether their assumptions are sound. It should be
practical, putting its analysis and suggestions in the context
of each specific board and how it can help the specific
business. And it should look at the Board as part of the
governance framework, looking at how it interacts with the
Executive and the different elements of control and risk

management.

There are two major types of review: a full “interview-based”
review will give an external specialist reviewer more opportu-
nity to add value. A well-structured questionnaire-based
review is less comprehensive but should be designed by
experienced specialists and incorporate these features to

bring considerable benefits.

Benefits of a board evaluation

The potential gains include different factors influencing a
board’s effectiveness and an opportunity to make
improvements across them. Below is a list of predictable

benefits:

Board papers: making sure the quality and structure of
information received is what the directors need to have a
good discussion and so help management and the Board

itself make better decisions

Focusing on what matters: making sure time in board

meetings is used to full effect

Relationships: strengthening the way directors work

together and with the executives

Leveraging experience: structuring discussions and

participation to draw effectively on the directors’ expertise

Regulatory relationships: for regulated entities, helping
the Board and management explain how its governance
framework works to reduce unwanted attention from the

regulators

Risks: Putting the spotlight on the risks through better

information and discussion.

But, as well as these readily identifiable opportunities, there
are benefits that are perhaps less expected. These are more
conceptual and about the gains from simply giving the Board

a breathing space to think about how it is working as a group.

For many boards, these benefits are just as important as the
gains from the more predictable, process-related opportuni-

ties.

A chance to stand back. Most boards have little time to
reflect on how they are working, how a meeting went, and what
impact they have had. The meeting tends to close in a rush,
with directors and management alike having to move quickly
on to other demands on their time. And often the quality of
the discussion and decision-making does not become clear
until sometime later. So it is important to create from time to
time a defined space for the Board to reflect on how it is

working, and what can be improved.

An opportunity to share thinking together. Many boards
find that they are brought together more as a team by a good
discussion around the evaluation and possible way forward.
That might sound strange when they are constantly
discussing matters. But often those discussions are about
specific technical issues where some directors have more to
say than others, around focused decisions that do not allow
general discussion, or there may not be much to debate. On
the other hand, all directors will have a view on the evaluation.
And sometimes it can be quite cathartic, allowing frustrations
or ideas to be put forward and these types of discussion can

often be the ones that bring a group closer together.

A space for management to express their view. Often the
Board might be quite happy that it is working well. That does
not mean that the management team feel the same way. Often,
they feel they should keep quiet, and not make suggestions
which might be perceived as criticism of the directors or as an
unhelpful attitude. But the relationship and interaction
between the directors and the management team is crucial to
the Board working well. So if there is any frustration in either
direction, it needs to be discussed openly in order to find a
solution. In our experience, the problem is more that the
issue is avoided, and once it is voiced out, better ways of

working together can be found.

Afresh pair of eyes. Boards and senior management are very
experienced and capable people.  But that does not
automatically mean that they will spot weaknesses or
opportunities to improve. In fact, a tendency to assume that
experience equates to effectiveness is often a problem. It is
not a matter of arrogance but more likely resulting from not
having been challenged across the many years they have been
in senior positions. An outside view, from independent

reviewers who have been given that specific remit will mitigate

ERESEE: H—HLES 2



D Corporate Governance

the risk. And that applies too whether the review is a full
“interview-based” review or a questionnaire-based approach
is used, as long as the reviewer is also analysing and reporting

the results as an expert external facilitator.

A chance to learn from others. Whether external (using an
outside specialist) or internal (typically through a
questionnaire), the review gives an opportunity to think
through whether other boards might be doing better in some
areas. Experienced external reviewers will bring to the party
what they see elsewhere (on an anonymous basis) or reflect
this expertise in their questionnaires. Internal reviews give
directors a chance to share what they have seen working well
on other boards. B

Mandy Mok is Executive Director of Corporate Services,

Tricor Hong Kong.

el el EEIEFHHEMR - BEERBBHE - BRARAD

E BEAICREEEAEALEN  EREEESME

Hjé@ﬂ-ﬁ%’g%ﬁ ERESRAE - ABBF - &

Uil - KRERHMEMBRERDAR - BAK
%@tl:?ﬁé?ﬁ%@ VA AR ELEEAE R BREX o

MBEERRABAELERERTERKR - SIANERTITRAS
Aee LRV AEERNMETINERE - IR » ALEARNESRE
WAHTEEFENERTRE °

HRE EFETRVERLRREE - RRBEESTRIRE « K
EHARNESERNESS (BEL "TARNME, RER) -
EEERTEDES  WEENF LHERIMBITFARNES
G HhiZELLEFR  EEEMEE T RERBUEIRSI A
ZIREE - MSNRELBEMES  COXFTREZAANEFTENR
SREEHE TS -

TETLERENEERE

TENEESTENARERE  TUAEESHRIBRES - 57
ERERNERBER "0, - BRERMFRAAR  BEER
BUEWS - STAVARRUAIER - B BRERER BMMAINERR
EERER - RUABELRERER %EQE’\J’I‘%% TR
BRICERXY - EFEREAAEARBNED R » HOMARIT
BABLURAREZENRRE EETE%EEJJ#%&PﬂﬁJE’J—MB

3 HKloD: THE 21ST CENTURY DIRECTOR

EEESRWE  EESURREEMNE TSN, B8R EHR
%%&fﬁﬁﬁ%%ﬁ%ﬁimwﬁfgﬁ cMEFEREMRENHEH
T MRRGRHERRE - HeUAREKRNERASRE A
R LR RMAR S DEAERE R °

THEEENED

5%?‘%5?&@%%%?% WERMARRZMNBESBREWES -
\\\\\ BT

EEEXH - WARRRENENERZNAHBREFETEIN®
FrAERy - A EEENESFTSFHERPIRE

ISR WARERSSENRERERGHEM

B - IRERENTHRABZENBNAE

EREE - VWARSWERSESNEXANBNCRETIRHMS M

BRR  HWREREERKN  SENEESNERERBE AR
%ZIDHM PEEERIVERER
BB BB M R R
BRYBLEHKE BB - LIEHMOIMIER - BLERERM
B ERESEARES AR EEFLAERUNMEFNESL

- WRSEBRSKH  ELBRERBERAEEANTARERR
REE -

RENKE : R2HEZGRIESHREASNEE - FFOF
ETRELAELE SRATRNER  HERESVNERRERE
BIERBHMET » sTmIIRENB AL RETF R » #ULNA
AERESRIRMTRE - FHEBEHEFEMRRWADCE -

RRERAME © RLEESR AT AR RILAE R RZER
SRR ﬁﬁbﬁ%ﬁg—%ﬁﬂﬁ}ﬁ%—ﬂ% c EHERRTE  ARE
FEREARDKENMES - BANE  ERARTUERHEE
%%%ﬁ@ﬁ?é%ﬁ%ﬁ’\]&ﬂq MEIE  WIFATE A A2 HET R -
NEEAN RO AL - R - sTERABESHRERRCD
R BRARREFURSERNMm  BEERFNRPARLARRA
TMERE » RFEEEINEAE -

BEHERERR  EFRSATTARENRRY  BURARTE
BEROARZ BEERAUEIREACEZRBER  ARER
REeBR AT EENEFTENREE - 1 EFREEERR



SEEAAERLEBEENE
Office of the Privacy Commissioner
for Personal Data, Hong Kong

Office of ¢
Hong Kane

L RN e
| B I

" Get Up'Personal DatalPrivacyManagement Programme
LAppoint Data Protect_l___c_)n Officerto Gain Customers Trust

ey SRR

y Privacy Management Programme

EETERAEEl

A Best Proctice Guide

The Office of the Privacy Commissioner for
Personal Data advocates that organisations
should appoint a Data Protection Officer
and develop their own Personal Data
Privacy Management Programme.
Organisations should embrace personal
data protection as part of their corporate
policies and culture and implement it as a Dewnlaad “Privacy Maragahent
business imperative throughout the Programme: A Best Practice Guide”
organisations so as to gain the trust of their THGLESESEREREFEA X))
customers and other stakeholders and

enhance their competitive edge.
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Climate

® Governance
' Initiative

Hong Kong

Directors, use the impact
of your voice to drive
climate governance on
the board agenda

Global Foci Climate Risks Impact
« Paris Agreement (December 2015) Business Sustainability
« 5% chance of containing global US$2.5 trillion 2011-2020
warming by 2100 to under 2° C Financial losses from extreme
weather events, US$470 trillion in

« UN Secretary General
Anténio Guterres: 2017 (WEF)
IPCC AR6 is 'code red for humanity' US$4.2 -$43 trillion
« Hong Kong Climate Action 2050 Potential financial loss from
« China: peak carbon 2030, Net Zero ~ climate change now-2100

US$26 trillion
Investment opportunities now-2030
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