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In these days of uncertainty and change, the governance of arts and culture 
organisations has risen in importance. Since 2007 the Clore Leadership 
Programme has run a board development programme, working with boards 
and senior management of cultural organisations to improve understanding 
of the strategic and supportive leadership, and the necessary challenge that 
an effective board provides. This pilot guide is based on this experience, 
offering a range of advice, templates and articles. It has been compiled by 
Clore governance associates Prue Skene (who has led the board development 
programme from its inception), Keith Arrowsmith and Tom Wilcox, who 
between them provide a broad understanding of governance in the cultural 
sector through a multitude of perspectives.

It also reflects some of the findings of a Strategic Review of Governance 
Development Needs in the arts and museums, commissioned by the Clore 
Leadership Programme and five trusts and foundations from Co-Creatives 
Consulting Ltd in 2016/17.

1 Introduction
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1 Introduction (cont.)

Please note that the guide has been written for arts organisations and 
museums based in England and Wales. It aims to provide general 
information only and does not constitute legal or other professional advice. 
It’s intended to be a practical aid offering assistance on the more pertinent 
points of governance and questions that might arise. Its contents are current 
as of the guide’s date of publication (May 2017), but the Clore Leadership 
Programme (and the authors) do not warrant or guarantee the quality, 
accuracy or completeness of any information.

Your feedback will be gratefully received so that this initial version  
can be improved and updated from time to time. Please email us on 
boarddevelopment@cloreleadership.org (comments only please,  
as we are unable to offer responses to individual enquiries).

Copies or extracts of the guide may be used by and distributed within 
not-for-profit organisations. All other rights reserved. If you wish  
to use the practical guide in any other way, please contact the Clore 
Leadership Programme on info@cloreleadership.org

This guide has been supported by Arts Council England.

http://www.cloreleadership.org
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There is no one universal definition of governance, but it is a word used  
to mean the management of processes for making, implementing and 
reviewing decisions. In no particular order, good governance is:

• Accountable – so that that an organisation is able to report, explain  
and be responsible for the consequences of its decisions

• Transparent – so that its processes are easy to identify and understand

• Compliant – with internal proceedures, the organisation’s constitution  
(as set out in its governing document such as Articles of Association or trust 
deed) and the relevant laws

• Responsive – to the relevant needs of the organisation over time, making  
the most of limited resources in a timely and appropriate away

• Participatory – so that relevant people can be involved in decision making 
processes

• Predictable – so that the same situations result in the same decisions

• Efficient – to avoid misuse of resources.

2.1 What do we mean by governance?

http://www.cloreleadership.org
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All organisations have some form of governance structure, and it’s important 
to find one which provides the right level of checks and balances for what the 
organisation wants to achieve.

Choosing the right legal structure for an organisation can help embed  
a suitable level of governance into its constitution.

2.2 Why is the structure of  
an organisation important?

http://www.cloreleadership.org
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Some of the key factors that should affect your choice of organisational 
structure include: 

• Simplicity – some organisations are informal, whilst others require 
registration and regulation

• Cost – although a few structures involve the payment of an application fee, 
preparation of all of the required documentation can (for some) become  
a drain on resources

• Speed – some structures can be created overnight, others may take months 
to become operational

• Privacy – only a limited number of structures can be kept completely private 
(subject always to any tax obligations) whilst others require regular 
publication of reports and accounts

• Profits – some structures allow for the distribution of an organisation’s 
profits to its members, whilst others are obliged to retain their profits  
(or surpluses) for future use.

2.3 What is the best legal entity  
for my organisation?

http://www.cloreleadership.org
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In law, an organisation is either recognised in its own right, or it is made 
of other people or bodies. This means that some organisations are no 
more than a group or association of individuals, whilst others have a 
separate corporate body. This means different organisations have 
different governance structures by default:

• Legal identity – formal incorporated organisations have their own legal 
identity, and can hold assets, enter contracts and be sued in their own name, 
rather than the name of their members or promoters

• Membership – many of the available structures envisage a body of 
membership. Some organisations limit who may apply for membership, 
others are open to all who agree to abide by an agreed constitution and 
perhaps to act in the best interests of the organisation

• Regulation – some organisations are regulated by Companies House, the 
Financial Conduct Authority, the Community Interest Company Regulator  
or the Charity Commission of Engand and Wales amongst others. An 
external regulator can provide supporters and funders with reassurance, 
but these have cost implications

2.4 Will the organisation have  
its own legal identity?

http://www.cloreleadership.org
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2.4 Will the organisation have  
its own legal identity? (cont.)

• Liability – some stuctures protect members from personal liability if the 
organisation experiences financial problems. Those structures may also 
protect its directors/trustees if they have complied with the organisation’s 
constitutional documents and all relevant laws and regulations

• Control – some structures separate the responsibility for the day to day 
running of the organisation from those with responsibility for strategic 
decisions and from those with the ultimate control of the decision making 
processes.

http://www.cloreleadership.org
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If a project is not expected to be long lasting, or if the identity of those taking 
part is fluid, some form of informal collaboration or coalition may be more 
appropriate, to avoid unnecessary costs of setting up a more complex 
structure. These structures involve separate organisations working together 
to achieve a shared goal. A project may have a working title or brand, but 
each contributor remains distinct, and may only be contractually 
responsible for the obligations it promises to fulfil. If the project is funded, 
it is likely that a lead organisation will be required to be accountable, accept 
the funding and deal with the other relationships.

Some new organisations may wish to affiliate themselves with existing 
organisations, and if this happens, the new organisation will have its  
own independent identity, but will also be subject to the membership 
requirements of the group, federation or affiliate scheme.

2.5 What structure is appropriate  
for short term projects?

http://www.cloreleadership.org
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A table of structures and their main differences. Click the button  
below to download a copy of this template.

2.6 What are the different types  
of structures to choose from?

DOWNLOAD

Structure Simple Private Constitution Separate 
Membership

Profit Trading Charitable? Limited 
Liability

Regulator

Sole Trader Yes Yes None None Yes Yes No No None

Partnership Yes Yes Stat provisions & 
partnership deed

None Yes Yes No No None

Limited Liability 
Partnership

No No Stat provisions & 
partnership deed

No Yes Yes No Yes Companies House

Company (Shares) No No Table A / Schedule 1 
Model

Yes Yes Yes No Yes Companies House

Company 
(Guarantee)

No No Table C / Schedule 2 
Model

Yes No Yes (limited if 
charitable)

Maybe (if 
charitable 
objectives)

Yes Companies House 
(and Charity 
Commission)

Company (CIC) No No Model constitutions 
based on Sch1 or 
Sch2

Yes Limited Yes (for 
community)

No Yes Companies House 
and CIC Regulator

Trust Yes Yes Trust Deed None No Yes (limited if 
charitable)

Maybe (if 
charitable 
objectives)

No Charity Commission 
if charitable

Association Yes Yes Rule book Yes Maybe Yes (limited if 
charitable)

Maybe (if 
charitable 
objectives)

No Charity Commission 
if charitable

Charitable 
Incorporated 
Organisation

No No Constitution 
(Association / 
Foundation)

Yes (Association) No Yes (limited) Yes Yes Charity Commission

Registered Society 
(Community 
Benefit Society)

No (the most 
complex)

No Community Benefit 
Society Rules

Yes Limited Yes (for 
community)

(if charitable 
objectives)

Yes Financial Conduct 
Authority

Registered Society 
(Co-Operative)

No (the most 
complex)

No Co-operative Rules Yes Yes Yes No Yes Financial Conduct 
Authority

 NB: Charities / Credit Unions / Industrial and Provident Societies / Friendly Societies / Public Bodies / Universities and Colleges / Statutory Bodies / 
Royal Charter organisations / Livery companies / Joint Ventures / Collaborations / Federations / Groups / Social Enterprises

http://www.cloreleadership.org
http://www.cloreleadership.org/userfiles/documents/Table_of_structures.pdf


The Clore Leadership Programme — Governance in the Arts and Museums: A Practical Guide

1 Introduction

2 Structures

3 Roles and responsibilities

4 Finance, risk management  
and fundraising

5 Board meetings and  
recruitment

6 Appendix I:  
Lunching With Governance

 Appendix II: Reading list

 Appendix III: Resources

 p.19

A charity is an organisation that:

• Has a clear purpose or objective that falls within the 13 descriptions  
that Parliament has agreed are charitable

• Operates wholly for the public benefit.

The 13 descriptions are set out in the Charities Act, and include:

• The prevention of poverty

• The advancement of the arts, culture, heritage or science

• The advancement of education

• The advancement of citizenship or community development.

2.7 What is a charity?

http://www.cloreleadership.org
http://www.legislation.gov.uk/ukpga/2011/25/contents/enacted
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Charities are regulated by the Charity Commission of England and Wales, 
and any charitable organisation with a turnover of over £5,000 must register 
with the Commission.

The charity sector benefits from tax breaks, a good reputation, and access to 
a wide range of funding from trusts and foundations. It is subject to a higher 
level of regulation, which could include personal criticism of charity 
managers and trustees if the Commission believes that there has been 
mismanagement.

http://www.cloreleadership.org
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Charities wishing to register with the Charity Commission can take  
one of four legal structures:

• Companies Limited by Guarantee (CLGs) – (also often known as not for 
profit companies) that exist once an application made by founding members 
to Companies House is approved

• A Charitable Incorporated Organisation (CIO) – can only be charitable, and 
only exists if the Commission approves an application made by its founding 
members

• Trusts – are created by adopting a trust deed which declares that an initial 
asset (or amount of money) is held by trustees on behalf of beneficiaries

• Unincorporated Groups – are created by founding members adopting  
a constitution.

2.8 What structures are suitable  
for charities?

http://www.cloreleadership.org
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Other structures are available, but cannot register as charities with the 
Charity Commission. Examples include educational organisations (such as 
universities and colleges), and registered societies (organisations registered 
with the Financial Conduct Authority). While the Clore Strategic Review of 
Governance Development Needs 2016/17 found that the overwhelming 
number of Arts Council England National Portfolio Organisations (NPOs) 
were CLGs, the Charity Commission says that the proportion of new arts 
organisations applying for CIO status is increasing.

Companies limited by shares, community interest companies, sole traders 
and legal partnerships cannot be charities.

http://www.cloreleadership.org
http://cloreleadership.org/Strategic-Review-of-Governance-in-Arts-Organisations-and-Museums
http://cloreleadership.org/Strategic-Review-of-Governance-in-Arts-Organisations-and-Museums
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The Charity Commission regards any organisation with an annual income  
of under £5,000 to be a small charity, which should not normally apply for 
charity registration. However, since a CIO cannot prove its income until it 
exists, the Charity Commission may accept an application for incorporation 
and registration from the founder members of a CIO, even if it cannot prove 
a £5,000 income.

Starting and running a registered charity involves time and resource, so the 
Charity Commission discourages applications if the administration burden 
outweighs the public benefit. However a small organisation can still be 
charitable, refer to itself as being a charity (but not a registered charity) and 
can apply to HMRC for recognition. The HMRC number may be sufficient 
comfort for some supporters and Gift Aid claims.

2.9 What structures are suitable  
for small charities?

http://www.cloreleadership.org
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2.10 What is the difference between charity 
trustees and charity directors?

All charities have trustees who are responsible for the governance of their 
charity. All companies have directors who have similar responsibilities for 
their company. A CLG, since it is a charitable company, is subject to both 
charity law and company law, and therefore the members of the governing 
body are company directors and charity trustees.

http://www.cloreleadership.org
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CLGs are formed by its founding members adopting a constitution (Articles 
of Association) and applying for incorporation at Companies House. Once 
formed, the new company can apply for charity registration with the Charity 
Commission. CLG directors/trustees must act in the best interests of their 
organisation. CLGs have a separate legal identity, and are liable for their own 
debts.

CIOs are formed by founding members applying to the Charity Commission 
for registration and incorporation, with a constitution based on one of two 
model documents prepared by the Commission. One (the “foundation 
model”) assumes that the members and the trustees are one and the same 
(so that one group of people fulfil both roles). The “association model” 
assumes a wider membership base. Members and trustees must act in the 
best interests of the CIO. A CIO has its own legal identity, and is liable for its 
own debts.

2.11 What are the main differences between  
the charitable structures?

http://www.cloreleadership.org
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Trusts are formed by holding assets on behalf of the charity’s beneficiaries, 
often evidenced and regulated by a trust deed. Once formed, the trust can 
apply to the Commission for charity registration. Trusts do not have a 
membership base, but they have trustees who are obliged to act in the best 
interests of the charity. They have no separate legal identity, and therefore 
trustees are always personally liable.

Unincorporated groups (or societies or clubs) tend to have a wide 
membership base, and a managing committee (who are the trustees). 
They can be created informally, but often have written constitutions or 
rule books. Once formed, they can apply to the Commission for charity 
registration. Since these organisations do not have a separate legal 
personality, one member (often its chair or treasurer) enters into 
contracts on behalf of the other members. Like trusts, the trustees of 
unincorporated groups are under duties to act in the best interest of the 
charity, and their personal liability is unlimited.

http://www.cloreleadership.org
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This type of structure allows people to come together and form an 
organisation which then takes on a legal status separate from that  
of its members. This process is called “incorporation”. As a result, the 
incorporated organisation can buy property, enter into contracts and 
bring and defend court proceedings in its own name. Members are 
protected from any debts incurred by the incorporated organisation. 
The constitution will set out the maximum amount each member is 
obliged to pay if the organisation is insolvent (often referred to as the 

“guarantee”). The cap is often a nominal £1. Note that although the 
resulting organisation provides automatic protection for its members, 
the managing committee (board of directors or trustees) are only 
protected if they comply with the organisation’s governing document 
and all relevant statutory rules and regulations.

CIOs and CLGs are incorporated bodies (ie they exist after completion  
of an application process to the relevant authority).

2.12 What is an incorporated  
organisation?

http://www.cloreleadership.org
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Most companies in the UK are incorporated and limited by shares. This 
means that member(s) invest in the company to provide some working 
capital to fund the company’s commercial activities. While this structure is 
well suited to the needs of industry and commerce, and is sometimes used  
to form a trading subsidiary to a charitable organisation, it does not suit the 
principal activities of non-profit making organisations.

CLGs do not require an upfront investment, but instead members promise 
to pay a defined, usually nominal, amount if the company is wound up with 
outstanding debts.

Other incorporated organisations include:

• limited liability partnerships (LLPs) (for commercial purposes only)

• organisations incorporated under education or other specific legislation

• those registered with the Financial Conduct Authority (including community 
benefit societies and co-operatives).

http://www.cloreleadership.org
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All incorporated organisations consist of three groups of people.  
Each group has its separate governance role:

• Members – The founding members (and others who later apply for 
membership) guarantee to pay a defined sum in cases of financial difficulty. 
Members can be paid staff, subject to potential conflicts of interest. There  
is no legal minimum or maximum number of members, although these are 
likely to be defined in an organisation’s constitution. Members have (by 
default) voting rights at general meetings (annual and extraordinary), and 
are involved in the appointment and removal of the organisation’s board. 
Since they can make changes to the company’s constitution, they have 
ultimate control of the organisation. Therefore they form the “top level”  
of checks and balances for governance purposes.

• Directors/trustees – The organisation’s board is made up of its trustees (who may 
for CLGs also be known as directors), who are under statutory duties to act in the 
best interest of the organisation. It is therefore good governance to have people 
with a mix of skills on the board. The directors/trustees have ultimate responsi-
bility, but may delegate to committees, staff and volunteers. They therefore form 
a second governance level, reporting at least annually to the members.

2.13 How are incorporated organisations 
governed?

http://www.cloreleadership.org
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• Staff and volunteers – The final level of the governing structure consists of 
the senior management team, and any other staff and volunteers who deliver 
the day to day activities of the organisation. Larger organisations may have 
management structures that provide additional governance controls. This 
level reports regularly to the directors/trustees.

Although each governance level is distinct, with its own rights and 
responsibilities, one person could (if the constitution allows) be a member 
of more than one level. That said, there may be inherent conflicts of interest 
if, for example, a paid staff member is also a charity trustee.

A company can opt to have a company secretary, who is also part of the board. 
A company secretary is responsible for all statutory filing requirements, but 
does not vote on matters considered by the board. One person can fulfil the 
roles of director and company secretary at the same time but only gets one 
vote (as director) at board meetings.
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Other people may attend meetings as observers (if permitted by the 
organisation’s constitution), or may contribute to fundraising or to the 
running of an organisation in other ways.

Some organisations have different types of membership, including life 
members, subscription paying members, and annual membership schemes. 
The constitution should set out mechanisms for the approval (and removal) 
of members, and whether each type of membership is voting or not. It is 
usual for the ultimate voting control of incorporated organisations to  
be in the hands of the organisation’s members.

Care must be taken if an organisation also runs fundraising schemes such as 
“Friends”. Normally someone who is a Friend of the organisation is not a full 
voting member of the organisation itself, but rather someone who wishes 
(often in return for a subscription fee) to keep in contact with an 
organisation’s activities.

2.14 Are members of a charity’s supporters 
scheme members of the organisation?

http://www.cloreleadership.org


The Clore Leadership Programme — Governance in the Arts and Museums: A Practical Guide

1 Introduction

2 Structures

3 Roles and responsibilities

4 Finance, risk management  
and fundraising

5 Board meetings and  
recruitment

6 Appendix I:  
Lunching With Governance

 Appendix II: Reading list

 Appendix III: Resources

 p.32

Each organisation sets out its objective in its constitution. The objective 
defines the outer limits of its permitted activities. Allowing any funds or 
assets to be used for any activities that are outside the scope of the defined 
objective could be a serious breach, and may lead to personal liability. 
Everything that a charity undertakes must contribute to achieving its stated 
objective.

Changes to the objective can be instigated by management or the trustees, 
often following a governance audit or the discussion of a new business plan, 
but can only be effected by a change in the organisation’s constitution. 
Membership organisations will require the consent of its members to that 
change. Charitable organisations will require the prior consent of the 
Charity Commission.

Once the objective is settled, the senior management team can prepare a 
draft vision, mission and/or business plan as a way of expressing how they 
will operate in the short to medium term. The drafts should be discussed 
with the directors/trustees and, once acceptable, the board can resolve  
to endorse them.

2.15 Who defines the mission?
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Operating under a traditional governance model allows the board to lead 
the organisation to deliver its objective, set its strategic direction and 
uphold its ethos or values. Special care should be taken if members of the 
senior management team are also members of the board, or members of 
the board are the only members, since in those situations the embedded 
checks and balances of operating with three distinct levels of governance 
become blurred.

Similarly, organisations without a membership, or small organisations 
where the board are expected to fulfill the role of staff and volunteers, 
should be aware of the lack of structural governance processes, and 
implement other controls – perhaps by seeking assistance from external 
advisors or an advisory committee.

As with other aspects of management, a dominant voice can provide strong 
leadership, but if the board does not provide an effective balance, there is a 
risk that it no longer audits the organisation’s activities but becomes merely 
advisory, which may not be strong enough.

2.16 How does the mission relate  
to governance?
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With a longer term strategy in place, the board can monitor progress against 
agreed operational plans and budgets, reviewing and amending as necessary. 
For membership organisations, those results will be presented and 
discussed at the traditional annual general meeting.

These checks help an organisation to focus on its core objectives, and  
to build on its expertise, guarding against the temptations of embarking  
on new activities that may be beyond its scope or expertise (often called 

“mission creep”).
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Does the organisation:

 □ Review its governing document regularly?

 □ Only undertake activities within its objects?

 □ Stick to its agreed vision and mission?

 □ Ensure its independence from funders?

 □ Recognise its areas of expertise?

 □  Always act in the best interests of the organisation and (if appropriate)  
its charitable beneficiaries?

 □ Act prudently, in line with its duty of care?

 □ Ensure its membership records are up to date?

2.17 Checklist
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The nature of a member’s responsibilities depends on the structure of the 
relevant organisation, and the terms set out in the organisation’s governing 
document.

In general, for societies and other unincorporated organisations, each 
member enters into a contract with all other members to abide by the 
organisation’s constitution. This will include a duty to contribute to all debts 
and liabilities of the organisation. That said, there is generally no duty for 
members to act in the best interests of the organisation – a member may 
chose to vote (or not vote) as they see fit.

In general, for CLGs, each member enters into a contract with the company 
on the basis of the company’s Articles of Association. This includes a duty  
to contribute to the debts and liabilities of the organisation, but only up to 
the guarantee set out in the constitution. Again, there is generally no duty for 
members to act in the best interests of the organisation, and a member may 
chose to vote (or not vote) as they see fit.

3.1 What are the legal responsibilities  
of an organisation’s members?
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In general, for CIOs, members are under a duty to act in the best interests  
of the charity, but are not financially liable for any debts or liabilities of  
the organisation over and above the maximum guarantee set out in its 
constitution.

Trusts, by definition, do not have members, and all responsibilities  
are with the trustees.
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The Companies Act 2006 sets out seven statutory duties of a director:

• To act within powers, and to comply with the company’s constitution

• To act (in good faith) to promote the success of the organisation

• To exercise independent judgment

• To exercise reasonable care, skill and diligence

• To avoid conflicts (or possible conflicts) of interest

• Not to accept benefits from third parties

• To declare any personal interests.

3.2 What are the legal responsibilities  
for directors?
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There are also general duties to act:

• In the interests of creditors (especially in times of financial difficulty)

• In the interests of its employees

• With regard to the long term consequence of any decision in mind

• Confidentially

• With regard to relationships with suppliers, customers and generally  
with its local community and the environment

• To maintain reputation

• To act fairly as between members of the organisation.

There are also specific duties including:

• The obligation to file information at Companies House

• Not to trade whilst insolvent

• To operate in accordance with the relevant Health and Safety regulations.
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Trustees have duties to their organisations that are similar to company 
directors, but also are required to comply with charity law. They must:

• Act collectively exercising reasonable care and skill

• Safeguard the assets of the organisation

• Act in the best interests of the organisation, avoiding personal conflicts

• Keep information at the Charity Commission up to date.

3.3 What are the legal responsibilities  
for trustees?
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All directors/trustees are equally responsible for their organisation’s actions 
and decisions, and although they may delegate, ultimate responsibility 
always rests with the board. Therefore managers are accountable to the 
board, who are, in turn, accountable to an organisation’s membership, 
funders, regulators, and other stakeholders.

The role of the board is to determine the strategic direction of the organisation. 
It will not (and should not) have sufficient time or resources to manage the day 
to day operations of the organisation (if it thinks it does, then it can’t be giving 
sufficient consideration to the organisation’s strategic decisions). It must find 
a way of working to delegate to committees, individual officers, senior 
managers, other employees or volunteers. In smaller organisations board 
members may take on managerial responsibilities but it is essential that  
the demarcation of such responsibilities is clearly understood.

There should be a clear distinction between the roles of management  
and the board.

3.4 What are the roles of board  
and management?
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Management Board

Draft, develop and review the 
mission and vision

Develop and approve the mission 
and vision

Prepare and manage the business 
model

Understand, develop and approve 
the business model and ensure the 
effectiveness of its delivery

Draft and manage strategy, planning 
process and risk

Develop, agree and monitor the 
strategy, planning process and risk 
register

Devise and implement programmes Oversee and support programming 
policy, checking that the actual 
programme matches the policy

Manage legal and financial 
obligations

Ensure legal and financial 
obligations are adhered to

3.5 How are tasks divided between  
the board and management?
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Management Board

Appoint and appraise other staff 
and be mindful of their 
development and well-being

Appoint and appraise the chief 
executive/director/artistic director 
and be mindful of their 
development and well-being

Manage organisational change Oversee organisational change

Manage Health and Safety matters 
and ensure other policies are 
conformed to

Have responsibility for Health and 
Safety and other policies

Prepare for board meetings; ensure 
appropriate staff prepare for 
committees

Attend board meetings and events, 
including committees when 
appropriate

Manage fundraising processes Assist with fundraising and contacts

Lead the organisation Advocate for the organisation
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go deeper

 ǝ Visit our Resources section where you can download sample job descriptions 
for: board members, treasurers and company secretaries.

 ǝ The strategies outlined in The board and the SMT working in partnership  
by Keir McGuinness (former chair) and Stephen Escritt (former director of 
strategic development) of the Whitechapel Art Gallery, support/complement 
the above information.

 ǝ The strategies outlined in Change by Patrick McKenna (chair of the Young 
Vic) support/complement the above information.
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3.6 What is the role of the board  
in a membership organisation?

The board is appointed by the members of a membership organisation. The 
members delegate setting the strategic direction of the organisation to the 
board, so that it can deal with day to day matters on the members’ behalf.

Non day to day matters, including changing the constitution, are reserved  
for the membership. Members normally have the right to call and attend 
general meetings, which may include receiving reports from the board,  
as well as appointing or dismissing members of the board.
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Most board members are volunteers. Some organisations choose to pay  
their board members, but care must be taken (especially for charitable 
organisations) that the inherent conflict of interests is authorised and 
managed appropriately.

If the organisation has a management team, the board would normally 
delegate all volunteer liaison to its managers.

In any event, the organisation will have duties to its volunteers to make  
sure they operate within a safe environment, free from abuse, and generally 
in line with all other Health and Safety rules and regulations. Even when  
a volunteer does not have workers’ or employment rights, the organisation 
will owe them a duty of care.

3.7 What is the relationship between  
the board and volunteers?
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Note that data protection regulations will apply to the personal data  
of volunteers in much the same way as any other person.

Also note that, since a volunteer will not be an employee, any literature  
or graphics they produce will be subject to copyright, and (in the absence of 
any other agreement), the volunteer will retain the rights over those works.

Special care will be needed if any volunteers are under 16 years of age.

go deeper

 ǝ For more information about volunteers and volunteering please visit  
Career Volunteer.
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The Charities Act and a charity’s constitution may prevent a member  
of the charity board from receiving any personal benefits. This is because 
of the potential for conflicts of interest. Therefore it is possible for a 
member of staff to be a board member, or a director/trustee to be paid  
for services rendered, but only in limited circumstances. It is likely that 
Charity Commission consent will be required. In those cases, a conflict 
policy may be very useful, and attention paid to ensure there is sufficient 
number of independent or un-conflicted directors/trustees. If a trustee  
is to be paid for their professional services it is important that a proper 
tender (or, in the case of an actor on a board, audition) process is put  
in place to ensure fair selection.

3.8 What is the relationship between  
the board and paid members of staff?
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3.9 What is the relationship between 
membership and paid members of staff?

It is possible for a member of staff to be a member of an organisation, 
depending on the constitution of the organisation and following the relevant 
application process. If the organisation is a charity, then there may be a duty 
for members to act in the best interests of the charity, which may cause 
conflicts of interest. In those cases, a conflict policy may be very useful.
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This is something the chair needs to lead on, ensuring that at meetings  
all board members contribute and there are no over-riding voices and no 
on-going individual pre-occupations; also that board members’ skills, 
wisdom and experience are fully used.

Given the skills and experience of board members, it is usually a sign of good 
governance if the details of board members are listed on the organisation’s 
website, with short biographies and, preferably, photographs which help 
staff and those outside the organisation to recognise board members and 
which also highlight the diversity of the board. Note also that a CLG must 
keep its Companies House record up to date, with the names and 
correspondence addresses of all of its board members (which can be  
the organisation’s main address). Charities must also keep their Charity 
Commission records up to date.

Board members should be encouraged to attend as many events as possible, 
including those representing all the organisation’s activities. An annual 
social event attended by board members and staff helps general bonding.  
All board members should be supplied with each other’s contact details  
to enable ease of communication if so desired.

3.10 How do all players work as a team?
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The chair gives overall leadership to the organisation and should ensure that:

• The board understands its role and responsibilities

• The board understands and debates the vision, mission and business model

• The board is representative of its sector and has a good range of skills, 
experience and diversity

• Those skills and experience are used

• Meetings are effectively run and that decisions are taken and minuted

• Succession planning is in place for chair, board and CEO/director/artistic 
director

• The board reviews itself and its performance on an annual basis, as well  
as the CEO/director/artistic director.

3.11 What is the role of the chair?
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The chair/CEO relationship is central to good governance, with clear 
understanding of their respective responsibilities and regular, supportive 
communication. They need to maintain a good but discerning relationship 
based on respect, trust and mutual dependence.

The chair acts as additional spokesperson for the organisation, letting the 
artistic head of the organisation take the lead except on formal occasions 
where the chair’s input would be appropriate.

In some constitutions, a chair is given a casting vote. This means that if there 
is a deadlock, and a vote for a resolution is tied, then the chair is awarded a 
second vote to make sure that the resolution is passed or rejected. In new 
commercial companies, it is not possible for the chair of a members’ 
meeting to have a casting vote.

go deeper

 ǝ You can download Sample job description for chairs and deputy chairs 
template from the Resources section.

 ǝ A more in depth guide for a prospective Chair/CEO is available  
to purchase from the ACEVO website.

http://www.cloreleadership.org
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Board committees can give extra attention to any part of a board’s business 
(inc. finance and audit, remuneration, learning and participation, 
development) but must have clear terms of reference including any 
delegated responsibility.

It is usual for an organisation’s constitution to set out a framework for 
committees, which may include a minimum number of trustees, or other 
reporting structure.

Membership of committees can include specialist outside knowledge  
and thus can be a useful way of introducing potential board members  
to an organisation.

Committees should be chaired by board members so there is a direct line  
of reporting to the board.

3.12 What is the role of committees?
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Committees do not have to be long-term and can be set up to deal with  
a particular project, such as a property committee for a capital scheme.

Advisory groups can also be used to gather feedback and advice, and as long 
as they have no decision making powers, their methods of working can be 
more informal.

A word of warning: committees can take up a lot of time to organise, attend 
and minute: care should be taken to ensure that they are not over-used but 
give genuine value.

http://www.cloreleadership.org


The Clore Leadership Programme — Governance in the Arts and Museums: A Practical Guide

1 Introduction

2 Structures

3 Roles and responsibilities

4 Finance, risk management  
and fundraising

5 Board meetings and  
recruitment

6 Appendix I:  
Lunching With Governance

 Appendix II: Reading list

 Appendix III: Resources

 p.57

To measure whether responsibilities are being fulfilled ask:

 □ Have copies of the governing document been provided to board members  
as part of an induction process, and is it referred to when necessary?

 □ Are the provisions relating to membership applications, resignations, 
elections, co-options, and quorum followed?

 □ Does the board fulfil its legal and compliance obligations?

 □ Are the chair, deputy chair, board members, treasurer and company 
secretary all aware of their roles and responsibilities?

 □ Do board committees have terms of reference and a reporting structure?

 □ Does the organisation keep sufficient records to prove compliance 
(including good minute taking)?

3.13 Checklist
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 ǝ The Charity Governance Code, the good governance code  
for the voluntary sector.

 ǝ The Essential Trustee, Charity Commission publication setting  
out all you need to know formally about being a trustee.

 ǝ Charity Trustee: what’s involved, easy read guidance.

 ǝ 15 Questions Trustees Should Ask, developing a charity’s plan  
of action designed to achieve a long-term overall aim.

 ǝ A Guide on Governance by ACEVO, a network for Charity and  
Social Enterprise Leaders.

 ǝ Practical Support on Governance by NCVO, a volutary sector  
support organisation.

 ǝ The Association of Chairs support Chairs of charities and  
non-profit organisations.

3.14 Further reading
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Internal financial controls are essential checks and procedures  
that help board members:

• Meet their legal duties to safeguard the organisation’s assets

• Administer the organisation’s finances and assets in a way that identifies 
and manages risk

• Ensure the quality of financial reporting, by keeping adequate accounting 
records and preparing timely and relevant financial information.

Most arts and museum boards oversee and scrutinise the financial 
management of their organisations rather than being directly involved  
in the financial management. It is a board’s obligation to ensure that 
financial affairs are managed effectively and to receive the right  
information to be able to have assurance that this is being done.

4.1 What is the role of the board  
in finance?

http://www.cloreleadership.org
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Although boards may delegate financial duties to management  
and committees, they cannot delegate their ultimate responsibility  
for the finances of the organisation.

go deeper

 ǝ The role of the board in finance is summarised in the Charity Commission 
publication Internal financial controls for charities.

 ǝ Another good resource is a government report:  
15 questions trustees should ask.

http://www.cloreleadership.org
http://www.gov.uk/government/publications/internal-financial-controls-for-charities-cc8
http://www.gov.uk/government/publications/charity-trustee-meetings-15-questions-you-should-ask/charity-trustee-meetings-15-questions-you-should-ask
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All boards should receive the following financial information  
monthly or quarterly:

• Management accounts (including year to date actual/year to date  
budget/original budget/re-forecast)

• Cashflow forecast

• Balance sheet

• A narrative finance report explaining variance and the projections  
in the re-forecast.

4.2 What financial tools does  
a board need?

http://www.cloreleadership.org
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Additionally the following tools are important elements in a board  
ensuring effective financial governance:

• Written finance procedures

• Board member(s) with specialist financial skills

• Reserves policy – what type and what quantity of reserves the  
organisation should have

• 3–5 year business plan

• Sensitivity analysis – numerical analysis of risk in the planned activities

• An annual management letter from the auditors.

http://www.cloreleadership.org
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A UK company which is not a charity may qualify for an audit exemption  
if it has at least two of the following: an annual turnover of no more than  
£6.5 million, assets worth no more than £3.26 million, 50 or fewer employees 
on average.

An organisation which is not required by law to have an audit may choose  
to do so if the financial governance benefits are deemed to be proportionate 
to the cost. Some funders require the organisations they fund to have audits.

Internal audit is a service that is contracted at a board’s discretion to review 
internal controls, financial procedures and operational processes; 
identifying improvements in risk mitigation and ensuring value for money. 
Internal audit may also be called upon to undertake fraud and corruption 
investigations. Internal audit is invariably the preserve of the largest arts 
institutions and is very rarely found in small and medium-sized 
organisations.

4.3 Audit

http://www.cloreleadership.org
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There are two types of insolvency in UK law, as set out in the  
Insolvency Act 1986:

• Balance-sheet insolvency – is when a balance sheet has more liabilities  
than assets. This does not necessarily mean that the organisation must  
close. As long as it is possible to pay debts as they fall due and that the 
trading performance is likely to improve, the organisation can usually 
continue to operate, but special care should be taken to protect creditors

• Cash-flow insolvency – is when creditors cannot be paid as they fall due.  
This position often leads to an organisation going into liquidation.

Boards must ensure that they closely monitor solvency and take immediate 
advice and action if they become insolvent. If an organisation continues  
to trade while insolvent then individual board members can be held to  
be personally liable for the debts incurred during the insolvency.

go deeper

For more information see this guide on understanding reserves and  
the need for a reserves policy.

4.4 What is insolvency?

http://www.cloreleadership.org
http://www.legislation.gov.uk/ukpga/1986/45/contents
https://www.gov.uk/government/publications/charities-and-reserves-cc19/charities-and-reserves
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• Careful monitoring of the activities and performance of the organisation, 
underpinned by a good understanding of the activity

• A comprehensive, thorough, risk management process that is regularly 
updated and reported to the board

• Strong awareness of the implications of all decisions the board makes, 
including the possible effect on reputation and finance.

go deeper

 ǝ For more information see the report Rethinking Risk: Beyond the tick box.

 ǝ Charities against fraud help improve the charity sector’s resilience to fraud.

4.5 How should a board manage risk?

http://www.cloreleadership.org
http://www.sayervincent.co.uk/wp-content/uploads/2016/06/Rethinking-Risk.pdf?dm_i=G8B,49RWD,2LU77B,FLX3A,1
http://charitiesagainstfraud.org.uk
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For most arts organisations the senior staff member with responsibility for 
artistic/curatorial matters is typically designated as the lead on the artistic/
curatorial programme. The board’s role is to set out the financial and 
strategic parameters within which the artistic policy must operate.

Reputational risk is also a responsibility of the board and it is important  
that board members are alerted to any element of the programme that might 
cause controversy. A plan should be formed to deal with any criticism with  
a relevant member of the organisation acting as spokesperson. Board 
members should be encouraged not to speak to the press or other interested 
parties on an individual basis.

go deeper

 ǝ The strategies outlined in The board’s role in artistic risk by the  
Rt Hon. Lord Smith of Finsbury (former inaugural director of the  
Clore Leadership Programme and the former Chair of Donmar 
Warehouse) support/complement the above information.

 ǝ A blog post on risk from the artistic director of the Battersea Arts Centre.

4.6 What is the role of the board in artistic 
planning and risk?

http://www.cloreleadership.org
https://batterseaartscentreblog.com/2016/10/26/emmarice/
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Some boards decide to put director/trustees’ liability insurance in place  
to protect individual board members from personal liability. However this  
is not always considered to be cost effective for organisations with an 
incorporated structure because there are relatively few circumstances in 
which the insurance will provide cover where the limited liability will not.  
If board members have not acted with the requisite care, diligence and skill, 
no insurance will protect them.

Directors’ liability insurance can include cover against vexatious litigation 
directed at individual board members which can be beneficial even in an 
organisation with limited liability.

Since this type of cover benefits the organisation’s board members, the 
constitution should be reviewed to check to see if it is specifically authorised 
or forbidden. Most charities have authority in their governing documents, 
but if not, s.189 of the Charities Act now provides a general power to buy 
cover using charity funds. The cost must be reasonable and trustees must  
be sure that cover is in the best interests of their charity.

4.7 What does director/trustees’  
liability insurance cover?

http://www.cloreleadership.org
http://www.legislation.gov.uk/ukpga/2011/25/section/189/enacted
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No one is suggesting that English and Welsh boards should follow the 
American model of ‘give, get or get off’, however the following suggests  
good practice with regards to fundraising:

• Have a strategy – the board needs to ensure that there is a strategy, with 
identification of what funds are needed for and who should be asked to 
supply them. Few funders will nowadays supply unrestricted funds for core 
costs so clear projects need to be identified and management costs written 
in (though the nirvana of much fund raising activity is to increase the 
amount of unrestricted income, from regular small-scale donors, members, 
‘commercial’ and partnership income etc.)

• Be realistic about targets – avoid any temptation to make the deficit between 
known income and expenditure the fundraising target! This will not help 
accurate budgeting and achievement of a realistic target is good sense and 
motivates those responsible to do even better next time

4.8 What is the role of the board  
in fundraising?

http://www.cloreleadership.org
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• Ensure there is sufficient administrative back-up – donors must be thanked 
and kept informed of the company’s events and of how their contribution is 
helping. Nothing is more off-putting to a donor or sponsor than hearing 
nothing until another request for money

• Be aware of conflicts of interest with other board memberships – many 
board members sit on several boards and this can pose problems of loyalty 
where fundraising is concerned. This is not the case in some other countries. 
For example, in Australia, people generally only sit on one board at a time.

go deeper

 ǝ For up-to-date information on fundraising regulations see the Fundraising 
Regulator and the Charity Act 2016: new fundraising rules.

 ǝ For more information see Leadership and Governance: a view from the other 
side of the world, by director of the Clore Leadership Programme, Sue Hoyle.

http://www.cloreleadership.org
https://www.fundraisingregulator.org.uk
https://www.fundraisingregulator.org.uk
https://www.gov.uk/government/news/charities-act-2016-new-fundraising-rules
http://www.cloreleadership.org/userfiles/documents/Governance_Now.pdf
http://www.cloreleadership.org/userfiles/documents/Governance_Now.pdf
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This can be contentious as many board members feel that they give their 
time to the organisation and this should be sufficient. But as most people 
give something to charity (even throwing a coin in a bucket), it seems a 
good question to ask as to why they should not contribute to the 
organisation of which they are board members. Giving should be in line 
with the financial ability of the board member, however small this might 
be. To say that all board members contribute conveys a powerful message 
to other prospective funders.

4.9 Should each board member  
contribute financially?

http://www.cloreleadership.org
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A discussion needs to be held about an ethics policy: are there areas from 
which sponsorship would be controversial/undesirable or funds which 
might be perceived as otherwise tainted?

Care must also be taken to reduce risks of being involved in money 
laundering or other frauds. A board may need to take a view on unusually 
large donations, or those that are offered with conditions or complex 
banking and transfer arrangements.

Unsolicited donations might be suspect, particularly if the board is unable 
to check the credentials of the people involved, or the appropriateness of 
the donation.

Board members should make themselves aware of the powers of the  
new Fundraising Regulator. This regulator works alongside the Charity 
Commission and the Information Commissioner’s Office in relation to 
charitable fundraising, to strengthen the system of charity regulation and 
maintain public trust in fundraising.

4.10 Can the organisation accept  
money from anyone?

http://www.cloreleadership.org
https://www.fundraisingregulator.org.uk
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Board members are ambassadors for the company and should act as such. 
For governance, advocacy and fundraising purposes board members need 
to attend as many events as possible and be kept informed:

• Provide board members with a menu of specific ways in which they can 
support advocacy and fundraising efforts to suit their skills

• Ensure board members have clear messages

• Consider board training in “making the ask”.

4.11 What is the role of the board  
in advocacy?

http://www.cloreleadership.org


The Clore Leadership Programme — Governance in the Arts and Museums: A Practical Guide

1 Introduction

2 Structures

3 Roles and responsibilities

4 Finance, risk management  
and fundraising

5 Board meetings and  
recruitment

6 Appendix I:  
Lunching With Governance

 Appendix II: Reading list

 Appendix III: Resources

 p.75

 □ Do all board members have an understanding of their financial 
responsibilities?

 □ Do they have the right financial tools?

 □ Is the risk register regularly updated and seen by the board?

 □ Is the artistic programme presented to the board on a regular basis?

 □ Is there a fundraising strategy and ethics policy?

 □ Do all board members donate within their own financial ability?

 □ Are board members properly equipped with clear messages to advocate  
and fundraise? 

4.12 Checklist

http://www.cloreleadership.org
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For further reading and advice on finance, risk management  
and fundraising:

 ǝ Cause4, a social enterprise which supports charities.

For thoughts on how to handle philanthropy read: 

 ǝ Change by Patrick McKenna (chair of the Young Vic)

 ǝ Charity Fundraising: a Guide to Trustee Duties 

 ǝ The Fundraising Regulator 

 ǝ Trustees and Fundraising: a Practical Handbook

 ǝ Meeting Ethical and Reputational Challenges

 ǝ A Code of Ethics for Museums

4.13 Further reading

http://www.cloreleadership.org
http://www.cause4.co.uk
https://www.gov.uk/government/publications/charities-and-fundraising-cc20
https://www.fundraisingregulator.org.uk
http://www.institute-of-fundraising.org.uk/library/trustees-and-fundraising-a-practical-guide/
http://www.whatnextculture.co.uk/resource/meeting-ethical-and-reputational-challenges/
http://advisor.museumsandheritage.com/makes-strong-museum-board-effective-governance-museums/
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• Put the main items at the top of the agenda and make clear what  
is for decision, discussion or information only

• In a cultural organisation an artistic/curatorial report should be placed at 
the front of the agenda rather than tucked down among less relevant matters

• Timings by each item can be helpful but rely on good chairing  
to maintain them

• Assume that board members have read the papers in advance – when 
discussing pre-circulated papers only highlight the essential points

• This means that board papers need to be circulated at least a week  
in advance and in a format that is suitable for each member

• Only circulate papers at a meeting in an emergency.

5.1 How to prepare an agenda

http://www.cloreleadership.org
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• Minutes are the paper trail to an organisation’s decisions and  
are therefore important documents

• They should not be too long, with every contribution to the discussion 
outlined, but contain a good précis of the debate with outcome decisions 
clearly noted

• Minutes should be circulated within 10 days of the meeting taking place;  
this means that actions can be undertaken immediately and those members 
not present have notification of the discussions

• It is normal practice for the chair to agree the minutes before they  
are circulated to other board members

• It is a courtesy to board members that they should be well-written  
as badly written minutes take much longer to read

• If necessary, minute takers should be given training.

go deeper

 ǝ Visit The Practice of Minuting Meetings by The Governance Institute.

5.2 Why are good minutes important?

http://www.cloreleadership.org
https://www.icsa.org.uk/assets/files/free-guidance-notes/practice-of-minute-meetings-feedback.pdf
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It is helpful to have a schedule of matters, which outlines all the business  
of the board and sets a timetable for it during the year. This ensures that  
all matters are dealt with in a timely way and agenda items are well spread 
throughout the year.

The chair and CEO should discuss and agree the agenda before  
each meeting.

go deeper

 ǝ You can download a sample Schedule of Matters template  
in our Resources section.

5.3 How do you plan board business?

p.1	 The	Clore	Leadership	Programme	—	Governance	in	the	Arts	and	Museums:	A	Practical	Guide

Schedule of  
matters 

The	schedule	below	is	intended	for	guidance	only.	You	are	
advised	to	formulate	a	schedule	which	is	appropriate	to	the	legal	
and	operational	structure,	and	the	activities,	size	and	complexity	
of	your	company.

DOWNLOAD

http://www.cloreleadership.org
http://www.cloreleadership.org/userfiles/documents/Schedule_of_matters.docx
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A board audit should show not only the skills that a board may or may not 
have, but also the diversity of a board in terms of, for example, its ethnicity, 
experience and age. It also should reflect whether it is representative of its 
sector and the constituency to whom it is aiming to appeal.

It also helps with succession planning. Regular monitoring is needed when 
board retirements are approaching to see what skills/experience/knowledge 
need to be replaced.

Don’t forget to include digital experience: use of social media, the handling 
of databases and up-to-date technology are ever-growing fields where board 
knowledge is vital.

go deeper

 ǝ Visit our Resources section to download a Board audit template.

 ǝ See this government report on what the implications are of digital 
technologies on the charity sector.

5.4 What is a good format for  
a board audit?

http://www.cloreleadership.org
https://www.gov.uk/government/publications/making-digital-work-12-questions-for-trustees-to-consider/making-digital-work-12-questions-for-trustees-to-consider
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A board audit will show what skills, experience and representation  
are going to be lacking; draw up a specification from this.

Circulate the specification as widely as possible, particularly targeting 
relevant websites and networks. State the process for selection and  
interview dates.

You can set up a nominations committee of board members to oversee the 
process and conduct interviews, referring to the full board for approval of 
their choice(s). The CEO/director/artistic director should be involved in the 
process. Some organisations invite a prospective board member to attend  
a board meeting prior to appointment.

Once a new member is selected, s/he should meet other board members  
and staff. It is helpful to be given an appointment letter, setting out duties 
and expectations.

5.5 How do you recruit board members?

http://www.cloreleadership.org
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go deeper

Resources to help in the recruitment of board members: Appointment letter 
for board members template, Recruitment pack for chair.

For further resources and reading on board recruitment visit:

 ǝ Trustees Unlimited

 ǝ Arts Industry

 ǝ Association of Independent Museums

 ǝ Women On Boards

 ǝ Centre of Public Appointments at the Cabinet Office

Appointment letter  
for board members

Dear [XXXX]

I am delighted that you have accepted the invitation to join the board of [XXXX] and 
look forward to welcoming you to the next meeting of the trustees to be held on [date] at 
[time] at [venue]. You will be officially appointed at this meeting and your term of office 
will last for a period of [XXX] years after which you may be reappointed for a further 
period of [XXX] years. I have asked [CEO] to contact you to arrange an induction process 
with you which will involve a visit to the organisation’s offices as well as a certain 
amount of reading material.

If you have any doubts about the role and responsibilities of being a trustee I would ask 
you to read The Essential Trustee which can be found on the Charity Commission’s 
website. 

There will be [four] formal meetings throughout the year for which papers will be sent 
to you normally one week before the meeting and I would ask you to ensure that you 
read these in advance. You will also be expected to attend a number of events and be 
available for telephone conversations by mutual agreement.

Once a year the board will review itself to ensure that it is functioning to the best of its 
aims and ability [and I will also arrange to have an individual interview with you in order 
that your own contribution can be discussed and any problems mutually aired].

[Paragraph to be inserted regarding any special skills the new trustee will be bringing to 
the board and if these will be used on any specific board committee and/or connected 
with any particular member of staff or department.]

If any queries or problems arise from your trusteeship please contact me immediately. I 
very much look forward to working with you and hope very much that your time with 
[XXXX] will be an enjoyable one,

With all best wishes,

Chair

p.30	 	The	Clore	Leadership	Programme	—	Governance	in	the	Arts	and	Museums:	A	Practical	Guide

Recruitment pack for chair

This	is	intended	for	guidance	only	as	each	organisation	needs	to	
formulate	a	pack	which	is	appropriate	to	the	legal	and	
operational	structure,	and	the	activities,	size	and	complexity	of	
your	company.

Suggestions	for	inclusions	in	pack:

	· A	statement	on	what	the	organisation	does,	including	mission	
and	values

	· Its	legal	and	governance	structures

	· Biographies	of	the	other	trustees	

	· Essential	skills/experience/qualities	of	the	chair

	· Role	description	–	main	duties	of	the	chair

	· Copy	of	(or	link	to)	latest	report	and	accounts

	· Time	commitment	required

	· Length	of	appointment	and	any	other	terms	and	conditions	such	
as	(non)remuneration	and	expenses

	· The	procedure	for	applying,	including	contact	details	of	company	
and/or	board	representative	to	whom	applicants	can	speak	in	
advance	of	applying

DOWNLOADDOWNLOAD

http://www.cloreleadership.org
http://www.trustees-unlimited.co.uk/
http://www.artsindustry.co.uk
http://www.aim-museums.co.uk/content/trustee_portal/
https://www.womenonboards.net/en-GB/Home
https://publicappointments.cabinetoffice.gov.uk/all/
http://www.cloreleadership.org/userfiles/documents/Recruitment_pack_for_chair.docx
http://www.cloreleadership.org/userfiles/documents/Appointment_letter.docx
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A board that is diverse in terms of gender, ethnicity, age, social background 
and ableness provides an opportunity to widen the influence of the board and 
change perspectives; diversity must be seen as a strength. All arts organisations 
and museums are beginning to programme more diverse work; ever stronger 
attempts are being made to widen the audiences to whom they are reaching out. 
It is essential that these factors are reflected at board level together with 
representation of the public the organisation serves.

The 2016/17 Strategic Review recognised the challenges in achieving a properly 
diverse board: larger-scale organisations might achieve gender and cultural 
diversity but all levels of organisations still struggle with age, disability and 
socio-economic diversity.

Some organisations working with young people have set up youth advisory 
committees from which they recruit two or more young people to the main 
board. The only difference between them and other board members is that 
they prefer a shorter term of office to accommodate the relative uncertainty 
about their future movements.

5.6 Why is it important to have  
a diverse board?

http://www.cloreleadership.org
http://cloreleadership.org/Strategic-Review-of-Governance-in-Arts-Organisations-and-Museums
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All board members must be fully committed to the concept of a diverse and 
representative board. If necessary this may need work on changing the 
culture of the organisation and its board, in which case a game plan needs  
to be drawn up and the item kept on board agendas until realised. 
Consideration should be given to the practices of the board: time and place  
of meetings, whether younger members require shorter terms of office, 
guidance on claiming out-of-pocket expenses etc. Retention of new trustees 
is as important as recruitment: it is essential that any training needs are 
met and the new experience and knowledge they bring are fully used.

go deeper

 ǝ Clore Strategic Review of Governance Development Needs 2016/17

 ǝ Trustee opportunities in arts and culture for millennials

 ǝ A Breath of Fresh Air: Young People as Charity Trustees

 ǝ Young people on boards by Baroness McIntosh (then acting chair) and  
Dave Gamble (a young trustee at the time) of the Roundhouse.

5.7 How do you ensure a diverse board?

http://www.cloreleadership.org
http://cloreleadership.org/Strategic-Review-of-Governance-in-Arts-Organisations-and-Museums
http://artsandbusiness.bitc.org.uk/news-events-ab/news/trustee-opportunities-arts-and-culture-millennials
https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/284702/rs23text.pdf
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All new board members need to be issued with a full induction pack/
handbook. They should also visit the headquarters of the organisation and 
meet as many staff as possible. Some organisations link a new board 
member with a “buddy” already on the board.

New board members should be encouraged to attend performances/visit the 
collection of an organisation to enable them to advocate with confidence 
about the artistic/curatorial work.

A sample Board Induction Pack template can be downloaded from  
our Resources section.

5.8 How do you induct a new  
board member?

p.33	 	The	Clore	Leadership	Programme	—	Governance	in	the	Arts	and	Museums:	A	Practical	Guide

Contents for an induction pack 

An	induction	session	for	each	new	board	member	is	essential;	
they	must	visit	the	organisation’s	offices	and	meet	as	many	staff	
as	possible.

Induction	pack	to	contain:

	· statement	of	organisation’s	mission

	· brief	history

	· Memorandum	and	Articles	of	Association

	· organogram	of	the	organisation’s	structure

	· previous	board	minutes

	· latest	report	and	accounts

	· Business	plan

	· short	biogs	and	contact	details	of	other	board	members

	· list	of	forthcoming	board	meetings	and	events

	· recent	media	coverage

	· current	brochures	and/or	links	to	website	including	details	of	
forthcoming	activities/events

DOWNLOAD

http://www.cloreleadership.org
http://www.cloreleadership.org/userfiles/documents/Contents_for_induction_pack.docx
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• Keep board members fully aware of the mission, vision and business  
model of the organisation

• Ensure board meetings are well-run

• Keep board members informed between board meetings

• Consider a communications protocol so board members are aware of how, 
when and whom to contact within the organisation (this prevents board 
members contacting staff members at random)

• Write clear, informative papers which present options and indicate where 
the board is required to give advice or take decisions; send them out at least 
a week prior to a board meeting

• Invite board members to events, briefing them in advance on who is going  
to be there and any advocacy points you wish them to make.

5.9 How do you maintain a motivated  
and efficient board?

http://www.cloreleadership.org
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It’s helpful for a board to review itself annually, either through questionnaires 
or individual interviews. The latter can be done by the chair (who themselves 
should be interviewed by another board member) or by pairings of board 
members, asking each other a set of questions. Senior staff should also  
be involved in the process.

By way of example, the chair of LIFT (London International Festival  
of Theatre) Bernard Donoghue prepared the following list of questions  
for individual interviews with his board members:

• What do you like about LIFT and being a board member of LIFT?

• What don’t you like or frustrates you about LIFT?

• Are we asking you to help and contribute in the right way?

• Are there issues you’ve wanted to raise or questions you’ve wanted  
to ask but a board meeting wasn’t the right place?

• What do you think I could be doing better or differently as chair?

Sample questionnaires for board review can be downloaded  
in the Resources section.

5.10 How does a board review itself?

http://www.cloreleadership.org
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The organisation’s constitution should set out the mechanisms for the 
completion of a board member’s term of office. Some model documents 
assume that board members will retire following a rolling programme – 
often called retirement by rotation. Typically this means that, every year,  
the longest serving third of the board members retire. In theory this means 
that every board member’s position is reviewed every three years. If the 
constitution does not prevent a board member from standing for 
reappointment, this provision, designed as part of succession planning,  
is sometimes not fit for its intended purpose.

It is considered good practice to have defined terms of office for board 
members, say two terms of three years. This refreshes the board and makes 
succession planning easier. For some, continuity is however important and 
this can always be covered by allowing a board member to stay on after their 
allotted terms “in exceptional circumstances”.

5.11 How do board members retire?

http://www.cloreleadership.org
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5.12 Once retired, what happens  
to board members?

Don’t forget to keep former board members involved. Regular updates, 
invitations to social events and perhaps even formation of a former board 
members “club” all help to keep the support of those who have already 
proved their allegiance to and interest in the organisation.

http://www.cloreleadership.org


The Clore Leadership Programme — Governance in the Arts and Museums: A Practical Guide

1 Introduction

2 Structures

3 Roles and responsibilities

4 Finance, risk management  
and fundraising

5 Board meetings and  
recruitment

6 Appendix I:  
Lunching With Governance

 Appendix II: Reading list

 Appendix III: Resources

 p.92

 □ Are board minutes well-written and circulated within  
10 days of the board meeting?

 □ Is there a schedule of matters for board business?

 □ Is there an annual board audit of skills and diversity?

 □ Is there a process in place for board recruitment?

 □ Is proper attention paid to board diversity?

 □ Is there a full induction process in place for new board members?

 □ Does the board undertake an annual review of itself?

 □ Is there a process for keeping former board members in touch  
with the organisation?

5.13 Checklist

http://www.cloreleadership.org
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In the autumn of 2010 / spring of 2011 a group of pairs of chairs and CEOs 
from cultural organisations attended four lunches, each of which featured  
a different guest speaker and topic.  There were organised by the Clore 
Leadership Programme and funded by the Cultural Leadership Programme.

6.1 Change    p.95

6.2 Young people on boards p.100

6.3 The board and the SMT  p.106 
 working in partnership

6.4 The board’s role   p.111 
 in artistic risk

6 Appendix I: Lunching With Governance
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A lunchtime talk with Patrick McKenna, chair  
of the Young Vic, held on 16 September 2010.

Summary: Patrick defined change and warned that it often buckles, in 
institutions such as the NHS, at the ‘permafrost of middle management’. 
Change is easy to diagnose but difficult to deliver, requiring careful 
planning, sensitivity and tricky decision making. If it were easy, it would 
have been done before. Change is almost always externally imposed upon 
an organisation, requiring a wide variety of management skills, which 
often leads to a refreshment of staffing. This is perhaps particularly 
uncomfortable for the cultural sector, which often attracts ‘people people’ 
who didn’t sign up to have a tough time hiring and firing.

But fortune favours the brave, and change can be the source of huge 
inspiration, providing an opportunity to undertake the ‘so what’ test: to 
question why the organisation exists and design it again from a blank piece 
of paper. The leadership challenge lies in effectively communicating the 
need for change, and outlining the benefits for the organisation and the staff.

6.1 Change

http://www.cloreleadership.org
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Patrick used the example of the traditional media industry and their refusal 
to embrace technological change to illustrate how we ignore change at our 
peril: “If you see it coming down the tracks it’s probably already there”.  
For the cultural sector, the change in public funding is the fast train 
approaching, so our focus now has to be on the development of new  
revenue and financial models.

Notes from the ensuing discussion:

Embracing change
In the context of funding cuts, how can arts organisations adapt to  
change and take risks whilst simultaneously taking organisations forward 
prudently? Patrick advocated that they should strive to be bold rather than 
take risks; by boldness he meant continually embracing and adapting to 
change rather than overly ambitious risk taking.

When looking at the prioritizing of resourcing change (such as digital 
technologies) in the light of aggressive cuts, the answer was to take stock, 
slow down, do less better and maximise revenue sources, whilst still 
embracing change. In the current climate, we can ignore it at our peril. We 
need to develop new and unusual partnerships, share best practice to create 
efficiency savings, be innovative with products and processes and ask ‘who 
can we share this risk with?’. The National Theatre’s ‘Live’ project was an 
innovative risk at the time (albeit part funded by NESTA), gained huge 
acclaim and has been the catalyst for many projects across the sector.

http://www.cloreleadership.org
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Philanthropy this way cometh
Patrick felt that the sector needed to wake up to philanthropy as a new key 
funding stream. There was a need to embrace potential donors more readily, 
spot the trade offs and lobby the government to offer better tax incentives.  
If philanthropy was going to help keep the whole ecology of the UK cultural 
sector vibrant, it needed to invest in the risky and small as well as the big and 
shiny. Patrick was confident that there were younger, less orthodox, wealthy 
arts lovers out there who didn’t want to give to the bigger organisations and 
who were interested in supporting innovation.

Thoughts about finding such people and ensuring philanthropy reached tiny, 
rurally-based community arts organisations, who lack the resources to 
nurture donor relationships, included: brokering and match-making 
services; supporting active partnerships between larger and smaller 
organisations; and encouraging strategic collaboration amongst smaller 
organisations so they can bid for larger funding and donations as one entity. 
Partnerships with powerful bodies, be they public or private sector, help 
generate additional sources of investment. The Manchester International 
Festival was a great example where the City Council, a key partner, put 
considerable pressure on corporate bodies to help support the festival 
financially. Strong partners help shape and influence investments.

http://www.cloreleadership.org
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He who pays the piper…
There was concern around the table that a greater philanthropic culture 
could lead to a loss of creative autonomy. Patrick acknowledged that 
philanthropy had strings attached, but so did public funding. 

Cultural organisations needed to defend and enthuse about their vision to 
funders, donors, board members and the public. It’s about getting the right 
donor match, the right partnership which commands respect from the giver 
to the maker.

It’s a trade-off
In order to develop donor relationships organisations needed to go back  
to basics and ask ‘why do we do what we do?’, assessing what makes the 
various strands of the work compelling: excellence, innovation, children 
and young people, emerging artists, disadvantaged communities, 
regeneration, education etc. Then identify people interested in one or more 
of these aspects, articulate the trade-off and target the ask accordingly. 
Being explicit about the return on investment (despite it usually being  
non financial) is crucial.

Wealthy donors shouldn’t be the only focus. Lots of small donations add  
up and generate a wider pool of advocates. A creative, radical rethinking  
of friends’ schemes is likely to be something many arts organisations need 
to explore, with explicit highlighting of being charities.

http://www.cloreleadership.org
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Could more be made of the relationship between the commercial and the 
subsided arts? If it’s true that the latter are the springboard for the former, 
could the commercial arts give back? Patrick agreed the need for more 
conversations about the potential of this, but urged that the subsidized 
sector must convey what any investment will do in return. It’s a trade-off.

http://www.cloreleadership.org
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With Baroness McIntosh (acting chair) and Dave Gamble  
(young trustee) of the Roundhouse held on 11 November 2010.

When Sir Torquil Norman laid out his vision for the Roundhouse, he put 
engagement with young people firmly at the heart of its existence. This 
uncompromising vision made it possible and necessary for young people  
to be a part of its governance.

Young people have been on the board since shortly after the Roundhouse 
reopened in 2006. It’s something the Roundhouse are proud of but key 
lessons have been learnt along the way. Drawing on her own experience, 
Jenny McIntosh suggested a series of questions boards should consider:

• Why do it? Who is it for? – Is it about providing important learning 
experiences for young people, or injecting the board with new and different 
insights that help keep the mission close? Ideally it’s about both, and to test 
your rationale you will need to ask “how will I know when I am achieving 
these objectives?”.

6.2 Young people on boards

http://www.cloreleadership.org
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• Where will you recruit them from? – The Roundhouse has a ready-made  
pool of young people to draw from through structured progression routes: 
participating in the activities, sitting on the youth advisory board, and then 
applying to join the full board. Recruitment can be tough but use of social 
networks is a powerful and cheap way of recruiting young people.

• What expectations will you have of your young trustees, and how will you 
support them to ensure their voices are heard? – Initially the Roundhouse 
board were concerned that to expect someone in their late teens to take on 
all the responsibilities that go with being a trustee was too big an ask. They 
considered a ‘trustee-lite’ version but in the end took the view that it has to 
be all or nothing. This decision had to be backed up with good induction 
processes and ongoing mentoring support so that the new trustees were fully 
aware of what their role entailed. The board also had to collectively ensure 
that their processes didn’t inhibit new members’ ability to listen and be 
heard. This requires skill, modelled by the chair.

• When? How long will their terms of office be? – The Roundhouse wanted  
a high turnover of young trustees in order a) that the learning experience  
is distributed regularly and b) to allow for young people’s mobility, be that 
university or a new job etc. The initial cohort term of office was two years  
and that has now been reduced to a year.

http://www.cloreleadership.org
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• How will you follow up and give feedback? – What are your general appraisal 
processes and how will you flex them to suit people who don’t stay long and 
may have a different range of expectations? The Roundhouse sees the value 
in encouraging all parties to be as effective as possible through an iterative 
process of feedback.

Dave’s journey to the Roundhouse board
Dave Gamble was introduced to the Roundhouse eight years ago as a twelve 
year old, on a school’s ‘taster day’. He got involved in regular TV and radio 
initiatives and worked his way through various creative activities to lead  
on some higher profile projects. He was clear that his role as a trustee was 
enriched by his love and first-hand knowledge of the venue and its 
programmes.

The Roundhouse youth advisory board (RHYAB), which comprises young 
people aged 16–25 who regularly use the venue’s studio academy, is the 
mechanism through which the young members’ views are represented on 
the board by two young trustees. It took a while for the organisation to get 
RHYAB operating as an effective decision-making entity with a direct line  
to the board. It needed to learn how to work around the transitory nature  
of young people and their lives, and also how to instill a sense of purpose  
in RYHAB’s membership so they felt they genuinely had a role to play in 
affecting decisions.

http://www.cloreleadership.org
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As a RHYAB member, Dave successfully applied to be on the board, for which 
you must be 18+ in order to be legally recognised as a trustee by the Charity 
Commission. He was one of five applicants who Jenny says “were all 
excellent, we could’ve appointed every one”.

He had a full induction with the CEO and chair and felt that the board 
worked hard to ensure he was consulted and involved. He was clear that his 
role on the board worked precisely because he is not only representing his 
own views but also those of the RHYAB members. Also, he and his fellow 
young trustee brought specialist knowledge. For example, at a recent social 
media presentation to the board, they were able to ask pertinent questions as 
the only trustees who found the use and potential of social media ‘obvious’.

He warned however, that any tokenistic use of young people on a board 
would fail. Young trustees must be seen and utilised as people who will 
enrich the governance. Being one of two young trustees was useful for 
mutual support. When issues arose in board meetings into which he felt 
unable to input, he enjoyed sitting back and watching the decision making 
process unfold. Learning how to ask great questions amongst a room full of 
quick thinkers was something Dave considered to be an excellent learning 
experience. “Where else can you sit with such an esteemed group of people?”

http://www.cloreleadership.org
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Creating space on the board
If a board is full, but the intention is to bring younger member in, could  
they be co-opted as observers? Jenny suggested that whilst having young 
observers is better than no input at all, you are unlikely to enjoy their full 
participation as they are unequal players in the room. Better to change the 
Memorandum and Articles or move others on.

The importance of a good induction
Confidentiality is a key part of the mandate given to all board members, but 
particularly needs stressing to young people who inhabit a world of frequent 
mass communication. In the induction process, Jenny was able to focus on 
the need to observe certain protocols and be clear about what may and may 
not be discussed outside the board room.

Sarah Taylor, a recently recruited young board member to Bright Space, 
talked about her weekend long induction which she found over-whelming in 
information but very beneficial. She met the staff and some board members, 
and this was followed by a session after the first board meeting to unpick the 
process and check understanding. She is still absorbing information, 
particularly the finances and is grateful for being given this time to learn 
before being expected to contribute. Her recruitment came through 
Birmingham City Council’s Young People on Arts scheme which had been 
running for six years. Unlike the Roundhouse model, their policy around 
terms of office is more relaxed depending on the availability of the individual.

http://www.cloreleadership.org
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Avoid assumptions
Young people on boards require ongoing mentoring support, but no 
assumptions should be made about their needs and expertise. A young 
trustee could know nothing about social media but bring a wealth of 
experience in classical music.

The skill of the chair
The chair needs to encourage all board members to park their hobby horses 
outside the door. It’s having the ability to deal with these issues effectively 
with each individual that matters. To do this, you need to understand what 
makes people tick, young and old. There is a natural ‘checking-in 
mechanism’ that a good chair employs, which needs stepping up a little  
with the younger trustees.

So has the culture of the board changed since young trustees have joined it? 
Jenny feels it hasn’t, certainly not in the way the dynamic changes with the 
arrival of a new chair.

Influencing the sector
There may be a need for more schemes like Birmingham City Council’s or 
board banks which actively train up young people. Jenny acknowledged that 
the Roundhouse may soon have a responsibility to assist their growing 
cohort of young people experienced in governance to consider further 
positions in the sector.

http://www.cloreleadership.org
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With Keir McGuinness (former chair) and Stephen Escritt 
(former director of strategic development) of the Whitechapel 
Art Gallery held on 12 January 2011.

The Whitechapel capital project
In 1998 the director of the Whitechapel Gallery, Catherine Lambert, was 
presented with the opportunity to acquire the redundant ex-library next  
door to create an enlarged exhibiting space. Her thinking triggered an  
eleven million pound capital project requiring first class governance. Keir 
McGuinness, the Whitechapel chair at the time, and Stephen Escritt, former 
director of strategic development, describe how the board and senior 
management team worked closely together to deliver the initiative on time 
and in budget.

6.3 The board and the SMT  
working in partnership 
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Getting a robust governance structure
Following a negotiated option on the site and significant window of time to 
undertake feasibility work, Catherine retired in 2000. Iwona Blazwick was 
appointed director with the express brief to interpret, develop and deliver 
the capital project, setting up a triumvirate senior staff team and several 
board committees comprising trustees, senior staff and external expert 
advisors: building acquisition, finance, design and build and retail and 
trading. Financial sustainability through retail was a core part of the 
business model and increased the ability to attract funding.

Committed, skilled trustees
The board at that time comprised a wide variety of specialist talents, and 
those trustees who headed up each committee were expected to set and 
deliver targets swiftly. The voluntary time donated by the trustees was 
significant and at one point – at the behest of a funder – was valued at £600K. 
All staff (a team of 22 at that point) knew each of the board members because 
they were around in the building so regularly.

Not all trustees and advisors were able to give this quantity of time, but their 
occasional interventions of expertise were often crucial to the success and 
momentum of the initiative. For example, the leader of Tower Hamlets 
Council and John Newbigin (then head of corporate relations for Channel 4) 
were very instrumental in effectively navigating the local and regional 
political landscape, as well as the media machine.
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The power of delegation
The structure and composition of the committees (staff, trustees and 
experts) meant the board and senior staff worked very closely together, 
enabling trust and ideas to be rigorously road tested before being presented 
to the board. This in turn fostered a strategically focussed and problem 
solving culture in board meetings, able to leave the detail to the committees. 
Notably, the board’s relationship with the senior staff wasn’t mediated by 
the director. Her generosity of spirit, and need to focus on curation, meant 
the directors of strategic development and operations had as much to do 
with the board and external partners as she did. As Stephen described

In many organisations, the SMT is wheeled in and out when required which can 
be dispiriting, but at the Whitechapel we were a triumvirate, saving the director 
time whilst building our confidence and sense of worth as key players.

Keir reiterated

This absence of hierarchy didn’t just emerge. It happened because the director let 
go, unlike others who tend to put up unnecessary shields between senior staff and 
the board. However, partnerships are difficult so getting a clear structure and 
explicit roles was what made it work.
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This structured, communicative, collaborative approach made it possible  
for the board and senior management to take tough decisions, such as 
appealing a decision of HMRC regarding payment of VAT on capital items, 
and going ahead with the build despite being two million short of the total 
monies required. The sustainable, proactive and networked culture led by 
Iwona and Keir gave the team the ability to cash-flow the project from 
reserves, confident that the remaining funds would be found. In Keir’s 
words; ‘It’s not about taking the risk, it’s about quantifying it.’

The portfolio board
The Whitechapel capital development was a ‘project’, which not only helped 
drive a results focussed and collaborative culture, but also required specific, 
new skills at board and senior staff levels. Once the project was over, the 
skills needed reviewing again, a kind of ‘war and post war’. Keir was clear 
that as milestones are reached, boards need to follow suit and refresh 
regularly to ensure they have the right people for the current objectives, 
making use of the Whitechapel’s five year term of office. Espousing the 
efficiency of ‘portfolio boards’, he stated that boards need to be explicit 
about their range of skill requirements at any given time, recruit carefully 
and seriously to this agenda and give people clearly defined roles to get their 
teeth into, which the staff can appreciate and draw on. Being a trustee simply 
to support the general well being of an organisation is too woolly, and often 
results in people feeling powerless. At the Whitechapel, appraisals of the 
chair and all trustees are annual and linked to their specific roles. If people 
aren’t performing against targets they may be asked to leave.
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Keir offered a couple of other governance tips. Firstly, as chair, if you see 
something going wrong or relationships being strained you have to deal  
with it promptly, starting with talking it through. The key, he says, is to give 
disgruntled trustees a role they can focus their energies on. 

Secondly, Keir abolished the concept of ‘any other business’ which he 
believes provide those trustees with a hobby horse the perfect opportunity  
to hijack meetings. board meetings should have clear agendas for which all 
relevant parties make the necessary preparation and planning, which in turn 
allows the best use of everyone’s valuable time to reach informed and 
considered decisions.

Trusting in change
Projects help create change. Organisations need projects to reinvent 
themselves and avoid decay, now more than ever. To be effective boards and 
staff have simultaneously to understand and support the need for change. 
Where there is a fear of change at board or staff level, and therefore  
a dishonesty between the operators of the mission and the guardians  
of the ethos, an organisation will cease to function adequately. 

The current climate is as strong a reason to champion and instigate change 
as any, and the trick is to create forward momentum by getting the staff and 
board to focus on ‘the project/s’ which will bring about change, rather than 
the change itself.

http://www.cloreleadership.org


The Clore Leadership Programme — Governance in the Arts and Museums: A Practical Guide

1 Introduction

2 Structures

3 Roles and responsibilities

4 Finance, risk management  
and fundraising

5 Board meetings and  
recruitment

6 Appendix I:  
Lunching With Governance

 Appendix II: Reading list

 Appendix III: Resources

 p.111

With the Rt Hon Lord Smith of Finsbury (former chair of the 
Donmar Warehouse and the Environment Agency, and the 
inaugural director of the Clore Leadership Programme) held on  
15 February 2011.

A board’s role in artistic risk is difficult to pin down because it is dependent 
on the organisation and personalities of the senior staff and board members 
involved. However, to be effective in any context, it requires a strong sense  
of trust between both parties, and crucially, between the chair and artistic 
director. To illustrate good governance in artistic risk, Chris drew on his 
experience as a previous trustee of the National Theatre and as current chair 
of the Donmar Warehouse.

6.4 The board’s role in artistic risk
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Convincing a board by stealth
Shortly after Nick Hytner had been appointed as artistic director of the National 
Theatre, but before he had taken up his post, he wanted to propose the ground 
breaking idea of a £10 season in the Olivier Theatre. He needed to convince the 
board that this would pull in new audiences and be financially feasible. After 
checking with the chair, Nick took each board member out to lunch individually, 
presented his idea and outlined proposals for mitigating the risks. By the time he 
was in post and ready to start work, the whole board were signed up and publi-
cally advocating this radical approach. A great example of good communication 
with the board in its entirety, particularly important as a new appointee.

‘Raising an eyebrow’: the extent of the board’s ideal role in artistic risk
At the Donmar Warehouse, the then artistic director Michael Grandage 
presented his proposed seasonal programme of six in-house productions to 
the board on an annual basis. Despite attracting 95% capacity audiences, the 
risk for the Donmar is significant because the theatre houses just 250 seats 
and employs high production values. All productions make a loss, bridged  
by significant fundraising with individual donors and an annual grant from 
Arts Council England. Despite the scale of the fundraising, the board never 
opposed Michael’s artistic decisions. They grilled him occasionally, but his 
artistic judgments repeatedly proved themselves, resulting in a high level  
of trust. With regard to the board’s role, Chris said that “it had never done 
more than raise an eyebrow”. When a new artistic director, Josie Rourke, was 
appointed to the Donmar, a similar trust between her and the board needed 
to become established through the success of the programme.
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A duet: the artistic director and the chair
Having negotiated a provisional deal with Cameron McIntosh, in 2007 
Michael Grandage was keen to present the ‘Donmar at Wyndhams’, a season 
of four carefully selected, star-studded productions playing to a wider 
audience of up to 700 per night in the West End. This was a big undertaking 
involving a significant risk, not least because the intention to keep the ticket 
prices affordable meant the profit margins were minimal and required an 
84% capacity audience to break even. The Donmar also needed to be able 
continue its usual programme at the same time.

Michael went to Chris as chair and presented the idea, complete with all four 
play ideas and three signed-up stars (Kenneth Branagh, Jude Law and Derek 
Jacobi). He hadn’t yet confirmed Judi Dench. Chris liked the idea but asked 
that before taking it to the wider board, Michael should mitigate two key risks. 
Firstly to confirm Judi Dench, and secondly to find a way of guaranteeing that 
the Donmar-based programme would remain as strong as ever and not play 
second fiddle to the prestige of, or costs involved in, the Wyndham season. 
Michael worked through these requests and then both he and Chris were able 
to take the idea to the wider board with greater confidence. The board agreed 
but then had to decide how best to finance the Wyndham season. Should they 
entice an investor who would then carry much of the risk (but also any profits 
made), or ‘gulp hard’ and finance it out of their own savings hoping to attain 
at least 84% audiences to cover cost? They chose the latter and achieved 97% 
audiences; 13% above the breakeven target.
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The good governance lesson here is that the strong relationship of trust 
between the artistic director and the chair meant they were able, as a duo,  
to identify and mitigate some potential risks in advance of taking the idea  
to the whole board. This in turn reassured the board and made it easier for 
them to take key decisions around financial risks.

The board’s role in artistic risk: some key lessons

• The most important thing the board can do is focus on appointing  
the right artistic director;

• Once the appointment is made, the board confirm the broad thrust  
of what the artistic director will do artistically, agreeing a sense of  
‘the flavour’ (not the minutiae) going forward;

• The artistic director proposes programmes and the board, if  
necessary, questions the programme (particularly around financial 
risk). The board then signs off the programme and trusts that the 
artistic director will get it right;

• The artistic director proves themselves through the success of the 
programme. This will allow the board to build trust in his or her ability  
to make joined up artistic and financial judgments;
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• However there needs to be room for occasional one-off ‘failures’. The 
board need to watch the trajectory. If the programme is heading in a tricky 
direction i.e. two to three failures in a row, then clearly the wrong 
decisions are being made and the board need to step in and either provide 
support to the artistic director to get the programme back on track,  
or change the personnel;

• The board must never micro-manage.

Appointing the right artistic director
Building up trust in the artistic director’s programme stems from feeling 
confident that the right choice of personnel was made in the first place.  
The process of appointment is crucial:

• Change is good, but an outgoing artistic director can often feel like a hard act to 
follow. The board needs to look inward to agree how to appoint with a renewed 
sense of direction. “What are we looking for? Revolution or evolution?”;

• Who should sit on the interview panel? It was felt that a small group of 
available trustees should be selected for their skills in appointing, not for 
their specialisms. Therefore, artists on the board should be on the panel 
not because of their artistic knowledge (which will be subjective) but 
because they are right for the panel. Funders will often be invited to sit in 
on an interview of a key appointment (usually at the latter stages) but will 
not have a vote;
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• What skills are needed in an artistic director?

–  a compelling interpretation of the mission;

–  programming;

–  an understanding of how artistic and financial decisions  
are inextricably linked;

–  directing productions or curating exhibitions;

–  leading a team;

–  an appreciation of the diversity of the area and the desire  
to be inspired by this;

–  schmoozing with donors, partners and funders;

• Candidates should be grilled about the artistic flavour they will bring to the role. 
What is their vision? Give an example programme. What will the programme 
and audience make-up look like in five years time under their leadership?

The board’s role in the first year
Once appointed, the board’s role in the first year is to advise and support the 
new artistic director, making it easy for him or her to make the right artistic 
decisions in the knowledge that they are trusted to get on with the job. 
People respond well to trust; clipping wings rarely pays dividends. The board 
have another crucial role to fulfil at this stage: to help win the audience and 
supporters’ trust in the new artistic director by taking every opportunity  
to repeat publicly their faith in the new appointee.
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The influence of the donors and funders
At the Donmar, the artistic director is expected to stand up in front of 
Director’s Forum of principal supporters from day one, and convince them 
that the organisation is in good hands. After all, their donations are a vote  
of confidence in the person developing the artistic product.

When Michael Grandage announced his resignation to Chris, Chris asked 
that he phoned their principal sponsor (with whom they were in the midst  
of a four year agreement) to let them know personally before the news was 
made public. Their response was that as long as the process for finding his 
replacement was sound and led by the chair then the sponsorship deal 
would remain. They trusted the board’s judgement, but for financial and 
reputational reasons it was vital that they were amongst the first to know.

Encouraging risk in a penny pinching climate
When finances tighten, risk seems tougher to take. However the purpose of 
subsidised organisations has to be to take risks, particularly when there is 
less subsidy to go around. Accordingly, the funding system needs to become 
more focussed on investing in risk-taking and growth. The role of the board 
is therefore crucial: to encourage (rather than dictate) the artistic director  
to take enough risks and avoid retracting to what is ‘safe’.

http://www.cloreleadership.org


6.4 The board’s role in artistic risk (cont.) 

The Clore Leadership Programme — Governance in the Arts and Museums: A Practical Guide

1 Introduction

2 Structures

3 Roles and responsibilities

4 Finance, risk management  
and fundraising

5 Board meetings and  
recruitment

6 Appendix I:  
Lunching With Governance

 Appendix II: Reading list

 Appendix III: Resources

 p.118

Artistic expertise on the board
The value of having artist trustees was also discussed, in line with Brian 
McMaster’s recommendation (in his 2008 Supporting Excellence in the Arts 
report) that two artists and/or practitioners sit on the boards of all cultural 
organisations to provide appropriate expertise. The challenge for the chair  
is to ensure their voices are not dominating.

Although the board should buy wholly into their artistic director’s vision, 
sometimes they might not feel artistically knowledgeable enough to discuss 
or question his/her programming and this could be where the involvement 
of artist trustees might help. Rarely do any board members know more about 
artistic programming than the artistic director, so their questions tend to be 
about financial risk rather than artistic taste. The crucial thing is to keep the 
board artistically updated and inspired, particularly if they are to advocate 
with passion.
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The board’s role in reviewing
To what extent might a board collectively review a production or season  
after it is over? Whilst positive feedback was felt to be welcome at any board 
meeting, there needs to be a sensitivity around those events which were less 
enjoyed by audiences or critics. 

Chris advocated a carefully worded, personal discussion between the  
chair and artistic director rather than with the whole board, which could  
sap morale. He reiterated that the job of trustees is to remind the artistic 
director that the critic’s view is one of many, and to be there for the artistic 
director when the going gets tough. Chris acknowledged that there may 
come a point when, as chair, you can’t defend the artistic director any 
further, but up until that point you have to be their chief supporter. He also 
argued that there needs to be a philosophy of failure, whereby occasionally 
panned productions are seen as part of the mix and the risk; a hard, but 
necessary ask for a board who carry the long term success of the 
organisation on their shoulders.
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 ǝ The Charity Governance Code, the good governance code  
for the voluntary sector

 ǝ The Essential Trustee, Charity Commission publication setting  
out all you need to know formally about being a trustee

 ǝ Charity Trustee: What’s Involved 

 ǝ 15 Questions Trustees Should Ask

 ǝ A Guide on Governance by ACEVO

 ǝ Practical Support on Governance by NCVO

 ǝ Association of Chairs

 ǝ How Effective Are Your Trustees? Ten Practical Tips.

 General reading list

http://www.cloreleadership.org
http://www.governancecode.org
https://www.gov.uk/government/publications/the-essential-trustee-what-you-need-to-know-cc3
https://www.gov.uk/charity-trustee-whats-involved
https://www.gov.uk/government/publications/charity-trustee-meetings-15-questions-you-should-ask/charity-trustee-meetings-15-questions-you-should-ask
https://www.acevo.org.uk/advice-support/governance
http://www.ncvo.org.uk/practical-support/governance
https://www.associationofchairs.org.uk
http://www.ella-forums.org/how-effective-are-your-trustees-10-practical-tips/?
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Advice for the cultural sector

 ǝ Care Diligence and Skill, a Scottish Arts Council publication (still on the 
former Scottish Arts Council website) is one of the best and clearest guides 
to everything board members need to know about their role with an arts 
organisation.

 ǝ A report on Governance Now: the hidden challenge of leadership, a 
conference organised by Cultural Leadership Programme in March 2009.

 ǝ Strategic Review of Governance Development Needs in the Arts  
and Museums.

http://www.cloreleadership.org
http://www.scottisharts.org.uk/1/information/publications/1000877.aspx
http://www.cloreleadership.org/userfiles/documents/Governance_Now.pdf
http://cloreleadership.org/Strategic-Review-of-Governance-in-Arts-Organisations-and-Museums
http://cloreleadership.org/Strategic-Review-of-Governance-in-Arts-Organisations-and-Museums
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Prue Skene CBE
Prue Skene is chair of Cardboard Citizens, vice president of the Nureyev 
Foundation and a trustee of the Athena Dance Trust and Ambit. An 
experienced arts manager, she has been chief executive of both Ballet 
Rambert and the English Shakespeare Company, producing that company’s 
successful The Wars of The Roses world tour. She was director of the Arts 
Foundation, a charity that gives fellowships to artists in all disciplines, and 
more recently has worked as a freelance consultant for, amongst others, 
Dance UK, the Rayne Foundation and Arts Council England.

Her non-executive appointments have included president of the Theatrical 
Management Association, trustee of NESTA and Friends of the V&A, a 
non-executive director of Royal United Hospital NHS Trust and of Bath 
Theatre Royal, and chair of the Arvon Foundation, Rambert Dance Company, 
Free Word and the Stephen Spender Trust. From 1992–2000 she was a 
member of the Arts Council of England, chairing its dance and then lottery 
Panels. She was awarded a CBE in the 2000 Birthday Honours List for 
services to the arts, especially dance.

 Author biographies 
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Prue is a governance associate of the Clore Leadership Programme and  
in 2007 initiated a board development programme for that organisation 
which she has subsequently led, delivering board away days for over 50 
organisations throughout Britain and training days in which around  
170 chairs, board members and CEOs of cultural organisations have 
participated. She also gives governance sessions on the Clore Short  
Courses and to many individual arts organisations.
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Keith Arrowsmith
Keith is a solicitor and provides legal advice from Counterculture 
Partnership LLP, a unique multi-disciplinary firm, providing practical 
strategic, finance, and legal services.

Keith’s training and his experience in providing advice to arts, media, 
education and heritage sector clients is the basis for his work. He enjoys 
bringing his specialist and technical knowledge to projects in a way that 
is practical, cost effective and understandable. His legal work includes 
setting up organisations and charity registrations, preparing and 
reviewing contracts, dealing with intellectual property issues and solving 
governance issues.

He is a clerk to the National College for the Creative and Cultural Industries, 
and board member for the Children’s Media Conference, and the Ministry of 
Stories. For fun, he is a theatre producer and assesses funding proposals for 
Screen Yorkshire.

Keith (reluctantly) appeared on Channel 4’s The Bank of Dave, and wrote the 
Methuen Amateur Theatre Handbook. He has been a guest lecturer for Leeds 
College of Art, Leeds College of Music, Sheffield Hallam University and 
Manchester Metropolitan University. He is a governance associate for the 
Clore Leadership Programme.
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Tom Wilcox: Senior Partner at Counterculture Partnership LLP
Tom is a highly experienced arts manager and consultant, and is a chartered 
company secretary, also holding a diploma in charity accounting from the 
Institute of Chartered Accountants in England and Wales. Tom specialises in 
advising charities and public bodies on strategic business issues including 
capital projects, operations and business modelling. He is a governance 
associate on the Clore Leadership Programme and brings a particular 
expertise in finance and governance.

Tom started his career in higher education, and then trained as a consultant 
with PriceWaterhouseCoopers’ charity/public sector department. He 
subsequently moved to financial and general management positions at Arts 
Council England, The Poetry Society, Siobhan Davies Dance Company and 
the Whitechapel Gallery where he was managing director for almost seven 
years, with a £13.5m expansion having been completed in April 2009. Tom 
has worked extensively as a finance/business planning/organisational 
development consultant with clients including Tate, ICA, DACS, The Clore 
Leadership Programme, Dorset County Council, London International 
Festival of Theatre, Welsh National Opera, Rambert, Arts Council England, 
Square Chapel and the King’s College. He is a trustee of Hepworth Wakefield.
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 Resources 

DOWNLOAD

Structure Simple Private Constitution Separate 
Membership

Profit Trading Charitable? Limited 
Liability

Regulator

Sole Trader Yes Yes None None Yes Yes No No None

Partnership Yes Yes Stat provisions & 
partnership deed

None Yes Yes No No None

Limited Liability 
Partnership

No No Stat provisions & 
partnership deed

No Yes Yes No Yes Companies House

Company (Shares) No No Table A / Schedule 1 
Model

Yes Yes Yes No Yes Companies House

Company 
(Guarantee)

No No Table C / Schedule 2 
Model

Yes No Yes (limited if 
charitable)

Maybe (if 
charitable 
objectives)

Yes Companies House 
(and Charity 
Commission)

Company (CIC) No No Model constitutions 
based on Sch1 or 
Sch2

Yes Limited Yes (for 
community)

No Yes Companies House 
and CIC Regulator

Trust Yes Yes Trust Deed None No Yes (limited if 
charitable)

Maybe (if 
charitable 
objectives)

No Charity Commission 
if charitable

Association Yes Yes Rule book Yes Maybe Yes (limited if 
charitable)

Maybe (if 
charitable 
objectives)

No Charity Commission 
if charitable

Charitable 
Incorporated 
Organisation

No No Constitution 
(Association / 
Foundation)

Yes (Association) No Yes (limited) Yes Yes Charity Commission

Registered Society 
(Community 
Benefit Society)

No (the most 
complex)

No Community Benefit 
Society Rules

Yes Limited Yes (for 
community)

(if charitable 
objectives)

Yes Financial Conduct 
Authority

Registered Society 
(Co-Operative)

No (the most 
complex)

No Co-operative Rules Yes Yes Yes No Yes Financial Conduct 
Authority

 NB: Charities / Credit Unions / Industrial and Provident Societies / Friendly Societies / Public Bodies / Universities and Colleges / Statutory Bodies / 
Royal Charter organisations / Livery companies / Joint Ventures / Collaborations / Federations / Groups / Social Enterprises

A table of structures and their main differences.

http://www.cloreleadership.org
http://www.cloreleadership.org/userfiles/documents/Table_of_structures.pdf
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DOWNLOAD
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Sample job description:  
Deputy chair of the board 

Responsibilities

	· In	the	event	of	the	chair	being	absent	at	a	meeting,	the	deputy	
chair	must	undertake	all	chairing	duties	and	ensure	the	
objectives	of	the	meeting	are	met;

	· The	deputy	chair	may	deputise	for	the	chair	in	all	other	duties	as	
required.

Appointment

The	deputy	chair	is	appointed	and	removed	by	the	trustees	from	
their	existing	members,	usually	on	the	recommendation	of	the	
nominations	committee.

 Resources 

Sample job description: 
Chair of the board

Sample job description: 
Deputy chair of the board
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Sample job description:  
Chair of the board

Responsibilities:

	· Provide	leadership	of	the	board	and	set	its	agenda;

	· Ensure	the	provision	of	accurate,	timely	and	clear	information	to	
trustees	and	ensure	the	effectiveness	of	individual	trustees	and	
the	board	as	a	whole;

	· Ensure	that	trustees	are	given	sufficient	time	to	consider	critical	
issues	and	given	realistic	deadlines	for	decision-making.;

	· Ensure	that	the	board	concentrates	on	strategy	and	the	
monitoring	of	decisions	delegated	to	management;

	· Ensure	that	there	is	a	comprehensive	induction	programme	for	
all	new	trustees,	supported	by	the	CEO/director	and	company	
secretary;

	· Address	the	development	needs	of	the	board	as	a	whole	with	a	
view	to	enhancing	its	effectiveness	including	regular	revision	
sessions	on	subjects	such	as	legal	status	and	responsibilities;

	· Review	the	performance	of	themselves,	the	trustees	and	CEO/
director	once	a	year;

	· Represent	the	organisation	together	with	the	director.

http://www.cloreleadership.org
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Sample job description:  
Treasurer of the board

Responsibilities:

	· Chair	the	finance	committee	(if	there	is	one)

	· Advise	the	board	on	all	matters	relating	to	finance	and	
investments.	

Appointment:

The	trustees	have	the	power	to	appoint	a	treasurer	from	existing	
trustees,	usually	on	the	recommendation	of	the	nominations	
committee.

At	a	meeting	of	the	trustees	if	the	chair	is	not	able	to	attend	then	
the	deputy	chair	must	undertake	their	duties

 Resources 

Sample job description: 
Board members

Sample job description: 
Treasurer of the board

DOWNLOAD

p.1	 	The	Clore	Leadership	Programme	—	Governance	in	the	Arts	and	Museums:	A	Practical	Guide

Sample job description: 
Board members

Primary	responsibilities:

	· Have	the	legal	responsibility	to	ensure	that	the	assets	held		
on	trust	are	applied	to	the	charitable	objectives.

	· Be	collectively	responsible	for	the	success	of	[the	organisation],	
for	setting	the	strategic	aims	of	[the	organisation],	ensuring	that	
necessary	resources	are	in	place	to	meet	its	objectives	and	
monitoring	performance.

	· Define	the	values	and	standards	of	[the	organisation],	including	
the	mission	statement	and	programming/exhibition	policy.		
Once	the	board	has	agreed	on	strategy	and	policies,	it	will	defer	
responsibility	for	execution	to	the	executive	and	will	assume		
a	monitoring	and	supporting	role.	

	· Scrutinise	the	performance	of	management	in	meeting	agreed	
goals	and	objectives	and	ensures	that	[the	organisation’s]	
controls	and	systems	of	reporting	are	robust.

http://www.cloreleadership.org
http://www.cloreleadership.org/userfiles/documents/Sample_job_description_Treasurer.docx
http://www.cloreleadership.org/userfiles/documents/Sample_job_description_Board_Members.docx
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Sample job description: 
Company secretary

Recruitment pack for chair

DOWNLOAD

p.6	 	The	Clore	Leadership	Programme	—	Governance	in	the	Arts	and	Museums:	A	Practical	Guide

Sample job description:  
Company secretary of the board

The	trustees	have	the	(non-obligatory)	power	to	appoint	a	
secretary	of	the	company	in	accordance	with	the	Companies	Acts	
from	either	amongst	themselves	or	a	deputy	who	is	not	a	trustee.	

Where	there	is	a	suitably	qualified	senior	administrative	
employee,	such	as	the	CEO/director,	then	the	Trustees	would	
normally	consider	them	for	this	role.

The	company	secretary	is	responsible	to	the	board	of	trustees.

Responsibilities:

	· Ensure	lawful	governance	of	the	organisation	and	to	provide	
comprehensive	legal	and	administrative	support	and	guidance	to	
the	board	so	as	to	promote	robust	standards	of	governance

	· Ensure	compliance	with	company	statutory	and	regulatory	
requirements	and	to	ensure	timely	submission	of	accurate	
information	to	Companies	House	

	· Ensure	compliance	with	charity	statutory	and	regulatory	
requirements	and	the	timely	submission	of	annual	returns,	
annual	reports	and	trustee	reports	to	the	Charity	Commission
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Recruitment pack for chair

This	is	intended	for	guidance	only	as	each	organisation	needs	to	
formulate	a	pack	which	is	appropriate	to	the	legal	and	
operational	structure,	and	the	activities,	size	and	complexity	of	
your	company.

Suggestions	for	inclusions	in	pack:

	· A	statement	on	what	the	organisation	does,	including	mission	
and	values

	· Its	legal	and	governance	structures

	· Biographies	of	the	other	trustees	

	· Essential	skills/experience/qualities	of	the	chair

	· Role	description	–	main	duties	of	the	chair

	· Copy	of	(or	link	to)	latest	report	and	accounts

	· Time	commitment	required

	· Length	of	appointment	and	any	other	terms	and	conditions	such	
as	(non)remuneration	and	expenses

	· The	procedure	for	applying,	including	contact	details	of	company	
and/or	board	representative	to	whom	applicants	can	speak	in	
advance	of	applying

http://www.cloreleadership.org
http://www.cloreleadership.org/userfiles/documents/Sample_job_description_Company_secretary.docx
http://www.cloreleadership.org/userfiles/documents/Recruitment_pack_for_chair.docx
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Board audits: 
Example 1

This	board	audit	is	part	of	the	annual	board	development	review.	
Together	with	the	chair,	existing	board	members	will	need	to	
decide	if	all	the	necessary	skills,	experience,	knowledge	and	
competencies	are	currently	available	within	the	organisation,	or	
whether	there	are	gaps	that	will	need	to	be	filled	during	the	year	
ahead.

Completing	the	board	audit	form

The	form	is	split	into	two	main	sections:

Section	1	seeks	details	of	the	bodies	and	networks	you	are	actively	
engaged	with	and	the	nature	of	your	involvement.	

Section	2	shows	transferable	skills.	For	each	item	you	are	asked	to	
estimate	the	extent	of	your	knowledge,	competence	and	
experience	on	a	scale	of	1	to	4	(level	1	being	none	and	level	4	being	
advanced).

The	information	you	provide	will	only	be	shared	with	other	
members	of	the	board.

Thank	you	for	your	help.

Appointment letter  
for board members

Dear [XXXX]

I am delighted that you have accepted the invitation to join the board of [XXXX] and 
look forward to welcoming you to the next meeting of the trustees to be held on [date] at 
[time] at [venue]. You will be officially appointed at this meeting and your term of office 
will last for a period of [XXX] years after which you may be reappointed for a further 
period of [XXX] years. I have asked [CEO] to contact you to arrange an induction process 
with you which will involve a visit to the organisation’s offices as well as a certain 
amount of reading material.

If you have any doubts about the role and responsibilities of being a trustee I would ask 
you to read The Essential Trustee which can be found on the Charity Commission’s 
website. 

There will be [four] formal meetings throughout the year for which papers will be sent 
to you normally one week before the meeting and I would ask you to ensure that you 
read these in advance. You will also be expected to attend a number of events and be 
available for telephone conversations by mutual agreement.

Once a year the board will review itself to ensure that it is functioning to the best of its 
aims and ability [and I will also arrange to have an individual interview with you in order 
that your own contribution can be discussed and any problems mutually aired].

[Paragraph to be inserted regarding any special skills the new trustee will be bringing to 
the board and if these will be used on any specific board committee and/or connected 
with any particular member of staff or department.]

If any queries or problems arise from your trusteeship please contact me immediately. I 
very much look forward to working with you and hope very much that your time with 
[XXXX] will be an enjoyable one,

With all best wishes,

Chair

http://www.cloreleadership.org
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Contents for an induction pack 

An	induction	session	for	each	new	board	member	is	essential;	
they	must	visit	the	organisation’s	offices	and	meet	as	many	staff	
as	possible.

Induction	pack	to	contain:

	· statement	of	organisation’s	mission

	· brief	history

	· Memorandum	and	Articles	of	Association

	· organogram	of	the	organisation’s	structure

	· previous	board	minutes

	· latest	report	and	accounts

	· Business	plan

	· short	biogs	and	contact	details	of	other	board	members

	· list	of	forthcoming	board	meetings	and	events

	· recent	media	coverage

	· current	brochures	and/or	links	to	website	including	details	of	
forthcoming	activities/events
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Schedule of  
matters 

The	schedule	below	is	intended	for	guidance	only.	You	are	
advised	to	formulate	a	schedule	which	is	appropriate	to	the	legal	
and	operational	structure,	and	the	activities,	size	and	complexity	
of	your	company.

http://www.cloreleadership.org
http://www.cloreleadership.org/userfiles/documents/Contents_for_induction_pack.docx
http://www.cloreleadership.org/userfiles/documents/Schedule_of_matters.docx
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Board review questionnaires

Example	1

Agree Unsure Disagree

ROLES	AND	RESPONSIBILITIES

1i.	There	is	a	clear	understanding	of	board	and	committee	roles	
and	responsibilities

1ii.	The	board	is	updated	as	necessary	on	changes	to	company	
and	charitable	law

1iii.	There	is	a	clear	understanding	of	the	respective	roles	of	
board	and	management

1iv.	Communication	is	good	between	board	and	management

1v.	The	board	engages	with	the	development	and	monitoring	of	
the	organisation’s	business	plan

1vi.	The	board	understands	risk	management	and	regularly	
reviews	a	risk	register

1vii.	The	board	understands	its	responsibility	for	Health	&	
Safety	within	the	organisation

1viii.	A	good	induction	process	is	in	place	for	new	board	
members

COMPANY	VISION	AND	PLANNING

http://www.cloreleadership.org
http://www.cloreleadership.org/userfiles/documents/Board_review_questionnaire.docx


We hope you have found the contents 
of this guide helpful and would 
welcome comments and suggestions as 
it is a pilot. Please email them to

boarddevelopment@cloreleadership.org

and thank you for reading.
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