First 90 Days Checklist
A practical guide for building understanding, judgment, and relationships in your first three months.
	1. Days 1 to 30: Orient Yourself

	☐  Understand the organization's purpose, services, and communities served
☐  Review the board charter, committee structure, and key governance documents
☐  Read recent board and committee minutes
☐  Meet the chair, chief executive, and governance lead
☐  Identify the major strategic priorities and current pressures
☐  Keep a list of unfamiliar terms, assumptions, and early questions



	2. Days 31 to 60: Connect the Picture

	☐  Connect quality, finance, workforce, and risk reporting
☐  Notice what issues recur and how management explains them
☐  Attend a site visit or service briefing where appropriate
☐  Understand how strategy appears in operational reality
☐  Observe the board's meeting rhythm and committee flow
☐  Reflect on where your expertise helps and where you still need to learn



	3. Days 61 to 90: Strengthen Judgment

	☐  Assess what gives the board assurance and what remains uncertain
☐  Clarify which questions belong at board level
☐  Notice the boardroom dynamics without being led by them
☐  Identify where you may be aligning too quickly with others
☐  Begin to recognize the contribution you are making
☐  Note the areas where further learning will strengthen your governance



	4. 90-Day Reflection

	What do I now understand well?
	

	Where do I still need more context or confidence?
	

	What should I focus on in the next 90 days?
	



	90-Day Check

	☐  I know where I still need context or confidence
☐  I know what I should focus on in the next 90 days





Board Pack Reading Guide
A five-stage method for preparing thoughtfully rather than reading passively.
	Stage
	Focus
	Key Prompts

	1. Orient
	Understand the agenda and the task
	What decisions, discussions, and reports matter most? What is the board being asked to do?

	2. Prioritize
	Direct attention to the significant items
	Which items involve material risk, strategy, quality, finance, or governance judgment? Where should I go deeper?

	3. Interrogate
	Test the paper, not just the recommendation
	What evidence supports the conclusion? What assumptions, risks, or alternatives need testing? What is missing?

	4. Connect
	Read across the pack
	Does this item align with other reporting on finance, quality, workforce, risk, and strategy? What patterns or tensions appear?

	5. Prepare
	Arrive ready to participate
	What must I clarify before the meeting? What matters enough to raise in discussion?



	Before the Meeting

	☐  I know why each major item is on the agenda
☐  I have identified where evidence feels strong and where it does not
☐  I have noted the issues that could materially affect my judgment
☐  I am ready to listen, revise my view, and participate constructively





Before You Vote Yes
A board-level check before supporting a recommendation.
	1. Clarity

	What is being recommended?
Do I understand what the board is actually being asked to approve?



	2. Evidence

	What evidence supports the recommendation?
Does the evidence show effectiveness, not just activity or completion?



	3. Risk

	What material risks are being accepted, reduced, or created?
Do I understand the assumptions behind the risk position?



	4. Alternatives

	What options were considered?
Why is this option preferred over the others?



	5. Alignment and Timing

	Is this consistent with strategy, values, and available capability?
Does this decision need to be made now?



	6. Judgment

	What gives me enough confidence to support this?
What remaining concern, if any, still needs to be raised?



	My Board-Level Position

	☐  I am ready to support the recommendation
☐  I need clarification before deciding
☐  I am not yet persuaded
☐  I am not ready to support this decision





Questions for Quality and Safety
Prompts to help directors govern quality and safety without becoming operational.
	Domain
	Board-Level Prompts

	Signal
	What is the organization telling the board about current quality and safety performance? What appears most significant?

	Learning
	Does the organization distinguish completed actions from demonstrated improvement? How does it know learning has occurred?

	Patient experience
	What are patients, consumers, and families experiencing? Do stories and broader patterns align?

	Variation
	Where does meaningful variation sit across services, sites, or populations? What sits beneath the average?

	Assurance
	What gives the board confidence that the quality systems are working? What remains uncertain or unresolved?

	Integration
	How do workforce, finance, access, culture, and strategy affect the quality story?



	Useful Reminder

	The board does not need to know everything happening in clinical care. It does need reasonable confidence that the organization understands what is happening and responds appropriately when care does not meet the expected standard.




Financial Oversight Prompts
Questions that help directors read the money without becoming accountants.
	1. Business Model

	Where does the money come from?
What funding assumptions are most important to the current position?



	2. Performance

	What is the financial story this period?
How does the result compare with budget, forecast, and prior trend?



	3. Variance

	What sits behind the major favorable and unfavorable variances?
Do the explanations reflect timing, activity, vacancies, delivery issues, or something structural?



	4. Cash and Capital

	What is happening to liquidity, cash, and capital commitments?
Are delayed investments improving the short term while creating future pressure?



	5. Sustainability

	Are savings recurring and credible?
What would this position look like without one-off measures or temporary relief?



	6. Value

	How do financial choices affect quality, access, workforce, and strategy?
What outcomes is the organization creating with its resources?



	Before the Meeting

	☐  I understand the main drivers of the financial position
☐  I know which assumptions matter most
☐  I can see where finance connects with operational reality
☐  I know what still needs clarification





Assurance Test
A practical check on whether the board has reasonable confidence, not perfect certainty.
	Question
	What to Test
	Notes

	What claim is being made?
	State clearly what management, the committee, or the paper is asking the board to accept.
	

	What evidence supports it?
	Identify the data, reporting, audit, review, or experience that supports the claim.
	

	Does the evidence show effectiveness?
	Distinguish activity or completion from demonstrated result.
	

	Do different sources align?
	Compare management reporting with audit, committee work, external review, staff feedback, or other evidence.
	

	What remains uncertain?
	Identify material gaps, unresolved concerns, or areas where confidence is limited.
	

	What would increase confidence?
	Clarify whether more analysis, clearer reporting, or a different source of assurance would materially help.
	



	Board Judgment

	What level of confidence do we have?
Is that level of confidence enough for the decision before the board?

What should happen next?



	Before the Meeting

	☐  I know what evidence matters most
☐  I know what still needs clarification before discussion





Governance-or-Management Test
Questions that help distinguish board-level governance from management's operational role.
1. Governance Questions
	Question
	What It Helps Test

	Why does the board need to know about this?
	Whether the issue has governance significance rather than operational curiosity

	Is this about direction, oversight, risk, resources, culture, or chief executive accountability?
	Whether the matter properly sits at board level

	What decision or assurance is required from the board?
	Whether the board has a clear governance task

	Would more operational detail improve board judgment?
	Whether more information will help or merely create volume

	Are we shaping management's work or governing its quality?
	Whether the board is drifting into implementation.



2. Boundary Check
	☐
	The issue has clear governance significance



	☐
	The board knows what it needs to decide, test, or oversee



	☐
	The current discussion is not turning directors into managers



	☐
	Any further action can be framed through oversight, not operational direction



	Reminder

	An issue may be operational in origin and still have governance significance. The question is why the board needs to know about it.




Committee Preparation Guide
A practical prompt for preparing well and contributing meaningfully in committee work.
	1. Purpose

	What is this committee there to do?
How does its role connect with the full board?

What matters require escalation or decision?



	2. Before the Meeting

	☐  I understand the committee's terms of reference
☐  I have read the papers with attention to significant issues
☐  I know which matters need deeper scrutiny
☐  I can see what assurance the committee is expected to provide
☐  I know what may need to be brought back to the board



	3. In the Meeting

	What questions help test the issue rather than repeat the paper?
What remains unclear, unresolved, or insufficiently evidenced?

How does this issue connect with risk, quality, finance, workforce, or strategy?



	4. After the Meeting

	What confidence has the committee gained?
What remains open?

What should the board understand from the committee's work?



	Committee Discipline

	A committee deepens scrutiny. It does not make understanding optional for the rest of the board.




Director Annual Reflection
A structured reflection on contribution, judgment, learning, and independence.
	1. Contribution

	How have I contributed to the board's work this year?

Where was my contribution most useful?



	2. Judgment

	Where has my judgment strengthened?

What kinds of issues still challenge me most?



	3. Learning

	What have I learned about the organization, the board, and myself?

Where do I need further development?



	4. Relationships and Independence

	How have relationships helped my effectiveness?

Where do I need to guard against familiarity softening judgment?



	5. Board Effectiveness

	What patterns in the board's work deserve attention?

What would strengthen collective capability next year?



	6. Next Year's Priorities

	What should I focus on as a director in the coming year?

What commitments will I make to my own development?



	☐  I have remained curious
	☐  I have prepared consistently
	☐  I have used my expertise without being limited by it




Questions Before Accepting Your Next Board
A due-diligence tool for assessing fit, capacity, and governance responsibility.
	Domain
	Board-Level Prompts

	Purpose and fit
	Why am I interested in this board? Does the organization's purpose matter to me in a way that supports genuine contribution?

	Time and capacity
	Can I meet the real time demands, including difficult periods? What would happen if another role or crisis intensified at the same time?

	Governance and culture
	What is the quality of the chair, board dynamics, and governance arrangements? How are directors expected to contribute and challenge?

	Financial and strategic position
	What is the organization's current financial, strategic, and operational position? What major pressures or commitments am I being asked to inherit?

	Risk and reputation
	What are the principal risks, regulatory issues, or reputational concerns? Why does the vacancy exist?

	Portfolio and conflicts
	How would this appointment sit alongside my other roles? What conflicts, overlaps, or recurring tensions could arise?



	Decision Test

	☐  I can make a useful contribution
☐  I can carry the responsibility properly
☐  I have enough information to decide
☐  I understand where I still need more information
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