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The Decision-Making Journey & Learning From It



Trustee Decision-Making Requirements

• Charity Trustees must ensure

– The decision is within the board’s powers

– The board is acting in good faith

– The board has adequately informed itself

– The board is not swayed by irrelevant factors

– The decision is within the range of reasonable options 
open to the board

Charity Commission guidance 2013



Reviewing The Journey Taken

CEO discussed idea with 
SMT for initial thoughts 
and advice (HR/Finance 

esp)

Proposal drafted and 
run past Chair – agreed 

to take to Remuneration 
Committee

Proposal taken to 
Remuneration Committee 
members + Chair & Vice-

Chair (ex-officio members) 
via email – all 5 Trustees 

approved

Recommendation from 
Remuneration Committee taken 

to Finance Committee for 
approval. Concern over proposal 
expressed by one Trustee so not 

approved.

Proposal taken to Board 
meeting for discussion. 

Chair could not be present. 
Opinions split. Decision 

deferred in Chair’s absence.

CEO opted not to attend 
this extraordinary board 

meeting, as it was a 
decision for Trustees to 

arrive at. After discussion, 
the original proposal was 

agreed by Trustees present.

Dissatisfaction expressed by the 
Trustee who was not able to 

attend the extraordinary board 
meeting, and two others who 

did attend that board meeting, 
at the process followed to arrive 
at the decision (rather than the 
outcome of the decision itself)

Agreed to hold an 
interim Governance 

Committee meeting to 
review the process 

followed

Extraordinary meeting arranged to 
discuss and agree a way forward. 
All Trustees initially able to attend. 
Closer to the time, the Trustee who 
expressed concern sent apologies. 
Rather than re-arrange, meeting 
went ahead.



The Learning – for ‘out of the norm’ decisions

• Not to assume unanimity of opinion for anything 
out of the norm

• To frame out of the norm proposals in line with 
Charity Commission guidance on decision-making

• To take a different journey

• CEO to attend for consistency purposes



Proposed Journey (for future ‘out of the norm’ decisions)

CEO to run past relevant 
advisory members at 

SMT only, and in 
confidence

CEO to discuss with the 
Chair. If agreed by the 

Chair, form proposal for 
the Board

Take proposal to the full Board 
for discussion. If no further 

information or clarification is 
required, then a decision should 

be reached at that meeting if 
possible.

If not, then 
information/clarification 

should be provided after the 
meeting as necessary.

After that, if no further 
information/clarification 
provided is required then 

the proposal should be 
brought back to the next 

Board meeting, or an 
interim meeting arranged in 

order for a decision to be 
agreed upon.

End point 1)

End point 2)



Sharing learning on Good Governance

• The new draft Charity Governance Code stresses:

– Importance of effective leadership

– Importance of culture and behaviour

– Recognising role of diversity in all its forms

– Importance of board reviews

– Terms of office



Board Teamwork & Behaviour 1)

Supporters 
Club

We’re here to 
support the 
Chief Exec

Critical 
friend/partner

We share 
everything –

good and bad

Abdicator

We leave it to 
the 

professionals

Adversary

We keep a 
close eye on 

the staff

HIGH SUPPORT

HIGH CHALLENGELOW CHALLENGE

LOW SUPPORT



Board Teamwork & Behaviour 2)

High
Explaining (or telling) Mutual Learning 

(generating)

Low

Observing
Interviewing 

(asking)

Low High

A
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Inquiry



2) Can be construed/interpreted as…

High
Explaining (or telling)

Imposing
Mutual Learning 

(generating)
Politicking

Low

Observing
Withdrawing

Interviewing 
(asking)

Interrogating

Low High

A
d

vo
ca

cy

Inquiry



How does the board spend its time?

Learning from past events:

- Considering what actually 
happened

- Reviewing decision-
making for future learning

- Feeding this into future 
strategies

Anticipating likely future 
events:

- Scanning drivers and 
trends

- Considering alternative 
scenarios and options

- Deciding on future 
direction

Stewardship of critical 
results:

- Rewarding achievements

- Challenging under-
performance

- Approving plans for next 
steps

Being updated on future 
plans:

- Challenging to ensure the 
right things are done

- Maintaining the focus on 
the beneficiary

- Refreshing decision-
making criteria

Future

External

Internal

Past



3 Modes of Governance in Practice

Governance 
as Leadership

Type 3 - Generative



3 Governance Modes explained

Fiduciary Strategic Generative

Compliant with the law Decisions about: The Board:

Oversight Priorities Explores what the issues 
really are

Faithful to mission Who we serve Reframes

Accountable for 
performance

Allocation of resources Explores root causes

Stewardship Programmes & services Generates new insights & 
ideas



Hierarchy of Governance Improvement

Behaviours

Meetings

Processes

Structures

Increasingly 
demanding to 
implement change

Increasing gain 
from making 
improvements



Values & Behaviours

• The public sector has the Nolan Principles:
– Selflessness

– Integrity

– Objectivity

– Accountability

– Openness

– Honesty

– Leadership



Beyond Nolan

Focussing on the 
organisation’s 
purpose & on 
outcomes for 

citizens & 
service users

Engaging stakeholders & making accountability real



The Grange has its set of Values

At The Grange we want to work:

- With integrity

- In an open manner

- With dignity and respect for others

- In a friendly and caring way

- In an inclusive, empowering and enabling manner

- With mutual trust for each other

- In partnership



Proposals

• Expand The Grange values to the Board of Trustees, 
setting out clear expectations of behaviours

• Introduce Trustee-only time before each board 
meeting

• Introduce a 5-minute ‘review of the meeting’ time at 
end of each Board meeting

• Adopt the proposed journey for ‘out of the norm’ 
decisions

• Any others??


