
 
 
 
 
 
 
 

Board performance evaluation 
 

Board evaluation is a key part of the governance process. The main purpose of this 
assessment is to enable boards and their directors to identify areas of dysfunction 
that affect board effectiveness and any individual director and board behaviours that 
need to be adjusted. 

Increased stakeholder expectations regarding transparency and accountability 

require a board evaluation to go beyond simply confirming that board directors have 

the right set of skills, knowledge and experience. In the current governance 

landscape, boards should monitor and evaluate how efficiently they are working 

together, ensure they are fit for purpose and reflect on improving their strengths and 

tackling their weaknesses.  

 

Benefits of board performance evaluation 

A well-conducted evaluation helps the board not only to assess its effectiveness, 

identify skills required for new appointments and prepare succession planning, but 

also highlights areas for further development, gives a sense of competence and 

accomplishment as a group and brings positive change.  

Board assessment is a vital tool to scrutinize board composition, thus enabling to 

recruit directors with diverse skills, ethnicity and gender. It brings tremendous 

benefits your organisation, board and individual director levels.  

Undertaking a board performance evaluation sends a positive signal to the 

organisation and its shareholders that the board and board directors are committed 

to best practice and continuous improvement.  

 

 

Evaluating the board 

Board evaluation is not just a compliance exercise; this should be an objective, 

robust and honest process. Board directors need to feel that they can raise any issue 

concerning the functioning of the board.  

Board evaluation is properly conducted if the board as a whole and the individual 
board members have clearly defined roles and understand the duties and 
responsibilities they perform, as well as the organisations’ governing document. Both 



 
 
 
 
 
 
 

the board and board members should evaluate and measure their performance 
against the defined role. 

 

Who should evaluate the board of directors? 

The board can be evaluated in two ways, internally (board self-assessment) or 
externally. Each option allows assessment of the entire board and/or individual board 
directors.  

The chair plays a key role in the self-assessment. The Principles of Good 

Governance for Sport and Recreation lay out in Principle 3 that the chair is 

responsible for leading the board’s performance evaluation, and carries out 

individual meetings with each board member, allowing them to voice any concerns or 

opinions outside the board meetings. The chair of a board committee is responsible 

for the evaluation of his or her committee.  

A deputy chair, senior independent director or equivalent should annually hold an 
individual review of the chair.  

An external board evaluation can be challenging and reassuring at the same time. 

External facilitation brings an outside perspective and new ways of thinking, which a 

board would not be able to access otherwise. It is particularly helpful if: your 

organisation is introducing a board assessment for the first time, there has been a 

change of chairman, some of the board directors are underperforming, the board is 

ineffective or there is a sensitive issue regarding the board, which cannot be solved 

internally.   

When engaging a consultant to conduct an external performance evaluation, make 

sure the person is independent and that there are no conflicts of interest.  

Whether run externally or internally, board evaluations bring an answer to the 

question of how effective the board is as a unit, and if the contributions made by 

individual directors are helpful.  

 

Evaluating individual board members 

Performing individual board directors’ assessments can be a valuable way to 

strengthen individual board member capabilities and enhance overall board 

performance. Ultimately, board evaluation allows any gaps in knowledge, skills and 

behavioural attributes to be better addressed.  



 
 
 
 
 
 
 

It might seem quite challenging to conduct a robust evaluation of a board member, 

which could also be intimidating to some of the directors. Therefore, informal 

meetings between the chair of the board and individual directors, held once or twice 

a year, either as a physical meeting, phone call or via Skype will allow board 

directors to raise concerns or opinions outside of board meetings as well as reflect 

on what the board has accomplished and what can be improved.  

Although it might be difficult to establish common evaluation criteria for all board 

directors, such a review can optimally result in all directors contributing to setting 

goals for the board.  

Some organisations also see a huge value in peer evaluations, where board 

directors evaluate one another anonymously. Such a form of feedback can provide 

invaluable perspective into a board’s performance, and promotes accountability 

among directors. The peer evaluations are usually collected either by the chair or an 

external evaluator who then presents the results to the entire board.   

 

How and what to assess?  

The board evaluation process should be customised to reflect the specific needs and 
circumstances of your organisation.  

There are a variety of evaluation tools. Self-assessment surveys usually bring valid, 

efficient, and accurate information. Additionally, they allow to include quantitative 

ratings and written comments. They are designed to be constructively critical of the 

director’s own performance. Individual interviews with board members provide them 

with feedback on their individual contribution to the board and the organisation. Peer 

evaluation enables directors to assess the performance of fellow board members 

with whom they share mutual duties and responsibilities. It is recommended to aim 

for the type of information that the board needs to focus on. 

Before starting the board performance evaluation, consider the following questions:  

- What is being measured? 

- Who conducts the evaluation? 

- Who is evaluated? 

- Who participates in the evaluation process? 

- How is the evaluation conducted? 

- How often is the evaluation completed? 

- How does the board discuss and address the results? 



 
 
 
 
 
 
 

Whether your organisation’s board will be evaluated internally or externally, the 

following elements should be assessed: 

Structure:  

- Board and committee structure and processes 

- Board and committee composition, skills and expertise 

Governance and organisational focus: 

- Roles and responsibilities of board directors, including clear distinction 

between the roles of the chair and the CEO 

- Board engagement at the oversight level (not management level) 

- Accountability and understanding of legal duties 

Board functioning and team dynamics: 

- Behaviour and culture (e.g. leadership, versatility, action- focused, forward- 

looking, active participation)  

- Director training and development plans 

- Key board relationships: the chair/ CEO, board members/ senior managers 

- How directors interact with one another, management, staff and other 

stakeholders 

Strategic and performance orientation: 

- Good understanding of the organisation’s strategy, its vision and mission 

- Board operations, oversight of reporting, disclosure and performance 

Many boards will analyse every element in depth, whereas other boards may have a 

look at more targeted elements, like the cultural and behavioural traits of the board 

both as a unit and also those of its individual directors.  

 

How often should the board be evaluated?  

It is recommended to internally assess the board and its committees’ performance at 
least once a year and conduct independent external evaluations once every four 
years.  Smaller boards might consider carrying out the entire board assessment at 
least every two years.  
 
 

Sharing performance evaluation results 
 
The final step of the board evaluation is to share the key findings with the entire 



 
 
 
 
 
 
 

board and individually with each director. The entire board should discuss openly, at 
the board meeting, the main conclusions of the evaluation process (often presented 
as an anonymous summary). The role of the chair is key to introducing follow-up 
items, set goals for the next year, assign actions with specific timelines and improve 
low-scoring areas. It is also recommended to verify the board’s ongoing training and 
development programme. 
 
Providing peer assessment feedback to each individual director on a one-to-one 
basis is equally important. It can be challenging, if the results suggest that individual 
directors are underperforming. It has to be handled carefully, especially with 
longstanding board members. 
 
 

Good boards of directors always strive for improvement  

Requirements and guidance alone cannot improve board assessment processes, 

and there is no one-size-fits-all approach. Each organisation should conduct the 

board evaluation according to their needs and current situation. Although this whole 

process can appear to be a diversion from the real work of the organisation, it is the 

best way for the boards to recognise and correct governance shortcomings and 

improve your organisation’s performance.  

Board performance evaluation should not be a topic that is raised only once per 

year. Good boards see the value in having regular reviews that can enhance the 

quality and effectiveness of both the board directors and the organisation.  


