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Board packs for scale-up companies must strike a careful balance –
they need to give directors a full picture of the business while
remaining focused and digestible. A well-crafted board pack drives
productive board discussions and decision-making, rather than
overwhelming directors with data. 

Below, we explore strategies to structure board packs that are
comprehensive yet concise, aligned to strategy and key
performance drivers, and supported by modern digital tools. We
also highlight how high-growth companies optimize information
flow and recommend update frequency and engagement models
for board members.

INTRODUCTION
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Focus on What Matters: 
A board pack should provide the information necessary for
directors to steer and supervise the business. Include content that
directly relates to the meeting agenda and the decisions or
guidance needed from the board. Avoid the trap of simply
compiling every data point; instead, prioritize insights over raw
information. One expert advises asking of any content, “What
decision would be different if we discussed that information at the
board meeting?” – if the answer is “none,” it may not belong in the
pack. This litmus test ensures the pack stays focused on decision-
critical information.

Clear Structure and Summary
Organize the board pack in a logical sequence that mirrors the
agenda and business priorities. A typical structure includes:

Agenda and Previous Minutes: Confirms what will be discussed
and closes out prior action items.
Executive Summary: A 1–2 page high-level overview from the
CEO (and CFO) highlighting key developments, challenges, and
opportunities since the last meeting. This orients directors to
what’s changed and flags any critical issues upfront.

STRUCTURING BOARD PACKS
TO SUPPORT DECISION-MAKING
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Performance Updates: Key metrics and financials (income
statement, cash flow, KPIs) with brief commentary. Link
performance to targets or forecast – not just what happened,
but why and what’s next. Include forward-looking elements
(forecasts, pipeline, upcoming milestones) rather than only
retrospective data.
Department or Committee Reports: Concise reports from
functional heads (e.g. product, sales, talent/HR, etc.) and board
committees (audit, governance) covering progress, problems,
and plans in their areas. Each report should have a short
summary if detailed, and focus on material relevant to the
board’s oversight.
Strategic Initiatives & Key Decisions: Papers on any strategic
proposals or major issues requiring board input or approval
(investments, new product launch, budget approval, etc.). These
should clearly state the decision needed or question for the
board (“the ask”) and provide options considered (not just one
recommendation) to enable an informed discussion.
Appendices and Supporting Data: Detailed data tables, market
research, risk register updates, and other background
information can be provided here for reference. This way,
directors who want to dive deeper have the data available,
without cluttering the main narrative.
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Always begin the pack with an executive summary and table of
contents. This gives directors a roadmap to the materials and
frames the context, so they know where to focus. Throughout each
section, make it explicit what input or decision is expected from the
board. For example, a strategic proposal might end with a bolded
“Decision Required” paragraph summarizing the choice to be made.
By structuring content around decisions and strategic priorities, you
ensure the board pack is a tool for governance rather than just an
information dump.
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BALANCING DETAIL AND
BREVITY

6

Keep It Concise: 
Board members of a scale-up are extremely busy and typically have
only a few hours to review the pack before the meeting. Overly
lengthy reports can result in important information going unread.
Aim to convey the story in as few pages as possible without
sacrificing clarity. As a rule of thumb, many experts suggest each
board paper or section be no more than a handful of pages (5 pages
is often cited for a board paper). If a report must be longer, provide
a summary and put the detailed content in appendices or
supplementary materials. Agreeing on page limits for the board
pack or each section can help enforce brevity.



Emphasize Insights, Not Data Dumps: 
It’s easy for management to include extensive data to demonstrate
knowledge, but the board’s needs are different. Tone down
unnecessary detail and surface the key insights for the board. For
example, instead of pages of raw numbers, highlight trends,
exceptions, and the “so what” – interpret the data and explain the
implications or required actions. Visual aids like charts, graphs, and
tables can communicate metrics more succinctly than paragraphs of
text. Use bullet points and clear subheadings to break up text and
draw attention to critical points. Each section should answer the
board’s core questions: What’s going on? Why? What do we plan
to do about it? If details or analysis are important for backup,
include them in an appendix or as links (in a digital pack) rather than
in the main narrative.

Use a Consistent Format: 
Establish a standard template for reports and stick to it each
meeting. Consistency helps directors know where to find what they
need without re-learning the format every time. It also allows
tracking of key metrics over time. High-growth companies often
use a dashboard-style layout or balanced scorecard approach to
ensure all key areas are covered in a consistent manner. For
instance, one recommended approach is to cover five perspectives
in every pack: customer metrics, internal operations, learning and
growth, financial performance, and governance/compliance 
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matters. This ensures comprehensive coverage of the business
drivers (e.g. customer acquisition or churn, product development,
people and culture, cash burn and revenue, and any
governance/risk issues) in a structured, repeatable format. By
keeping the structure stable and focusing on updated insights each
time, you reduce noise and build a clear narrative of the company’s
progress.
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ALIGNING CONTENT WITH
STRATEGY AND KEY
PERFORMANCE DRIVERS
Every report in the board pack should tie back to the company’s
strategy or critical performance drivers. Make the strategy visible in
the board pack – for example, if the company’s strategy this year is
to expand into a new market or achieve a certain growth rate, the
board pack should report on progress and challenges related to
those objectives. A good board pack links operational results to
strategic goals, helping directors assess how the company is
performing against its plan. Include a section that tracks key 



performance indicators (KPIs) and milestones from the strategic
plan or OKRs, so the board can see at a glance if the business is on
track.

Crucially, don’t limit the content to financial metrics alone. While
financials are important, scale-ups often succeed or fail based on
drivers like customer traction, product innovation, market
dynamics, and team capabilities. Ensure the board pack covers both
lagging indicators (like financial results) and leading indicators of
future performance. For example, include metrics on user growth,
sales pipeline, customer satisfaction, product launch timelines,
talent retention, etc., as relevant for your business. This gives a
fuller picture aligned to the company’s value-creation drivers, not
just the accounting results. One VC guide notes that many board
packs are “too retrospective” — boards need forward-looking
information about risks and opportunities to have a meaningful
strategic discussion. So, incorporate forward-looking views:
forecasts, growth scenarios, competitive updates, and any early
warning indicators (good or bad). 

Also, frame each topic in context of strategy. For instance, when
presenting a marketing update, relate it to the company’s growth
strategy or brand goals; when reviewing product development, tie it
to the strategic roadmap. This ensures that even detailed
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operational reports are connected to the big picture. Board packs
that lack strategic context (focusing only on isolated facts or end
results) make it hard for the board to see the forest for the trees. By
contrast, a pack that explicitly links each section to strategic
priorities keeps the board centered on what drives value and how
current performance aligns with long-term objectives.
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LEVERAGING DIGITAL TOOLS
FOR ENHANCED BOARD
REPORTING
Modern scale-ups increasingly use digital solutions to compile and
deliver board packs, improving both efficiency and effectiveness.
Board portals and software (e.g. Diligent, BoardPro, Board
Intelligence, or Metapraxis) streamline the preparation and
distribution of board materials. These platforms centralize
documents, facilitate collaboration on drafting, and ensure version
control so that everyone sees the most up-to-date information.
They also enhance security – sensitive board information can be
accessed through encrypted, permission-controlled apps rather
than via bulky email attachments.



Digital board reporting tools can significantly reduce the manual
workload of assembling packs. For example, Metapraxis’s software
allows bulk publishing of reports, “completely [automating] the
creation of board packs, turning what has typically been days of
manual work into a fully automated process”. By connecting
directly to company data sources (financial systems, KPIs
dashboards), such tools can auto-update charts and tables in real
time, so the board pack is always based on the latest data. This
automation frees up management time and minimizes the risk of
errors from copying data between slides and spreadsheets.

Another benefit of digital board packs is the ability to include
interactive dashboards and visualizations. Rather than a static PDF,
some companies provide boards with an online dashboard where
directors can drill down into metrics if they choose. Metapraxis and
similar platforms tout “interactive features that provide additional
insight, so you can drill down and get answers in the new digital
boardroom”. In practice, this might mean a board member can click
on a revenue figure to see a breakdown by product or region, all
within the digital report. This approach lets the main board pack
remain concise (showing high-level numbers and graphs) while
giving curious board members the ability to explore details on their
own, reducing the need to pack the report with every data cut.
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Digital tools also support collaboration and clarity. Board members
can often annotate documents, highlight questions, or comment
within a board portal. Some platforms enable management to add
commentary alongside charts (e.g. explaining a variance below the
graph), ensuring that the data is accompanied by analysis and not
left to interpretation. Enterprise board reporting software may
include templates or AI assistance that guide report authors to best
practices (for instance, prompting them to include an “Action
required” section or limiting text length for clarity). By leveraging
these tools, scale-ups can produce “CFO-approved” polished
reports with consistent formatting, branded visuals, and error-free
numbers without spending weeks on manual preparation. The
result is a board pack that looks professional, can be delivered
securely and instantly to directors’ devices, and contains
interactive, up-to-date content that enhances understanding.
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Fast-growing companies often adjust how they share information
with the board to avoid overload and maintain clarity. One common
practice is to maintain a consistent board pack format at each
meeting, so that board members become familiar with where to
find each type of information. For instance, London-based startup
HumanForest provides a regular pre-read pack with data on the last
quarter’s performance, forward financial forecasts, and a
presentation on non-financial updates like health & safety and risk
management. Keeping this content consistent from meeting to
meeting (covering the same key categories of performance) is
considered important for effective board oversight – it ensures the
board isn’t surprised by missing info and can track trends over time.

High-growth firms also guard against unnecessary data overload by
curating what goes into the pack. As mentioned, focusing only on
agenda-relevant information and strategic matters is key. Some
scale-ups explicitly limit the size of their board packs or the
duration of reports to force prioritization of content. They might
remove or rotate out any report that isn’t adding value. 
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For example, a growth-stage company CFO in one case refused
excessive custom data requests from investors unless they clearly
affected a pending decision. This discipline keeps the board pack
lean and relevant, rather than bloated with nice-to-know data.
Additionally, routine operational metrics that don’t change
meaningfully can be moved to an appendix or dashboard, so the
board pack highlights only anomalies or key trends.

Another strategy is to separate informational updates from
discussion topics. Some high-growth companies circulate brief
written updates more frequently (e.g. monthly newsletters or
dashboards) and reserve board meeting time for deeper discussion
on a few big topics. This way, the board is kept informed of regular
metrics continuously, and the formal board pack for the meeting
can focus on analysis and decisions. We’ll discuss update frequency
more below, but the general idea is to prevent the quarterly (or
monthly) board pack from having to include everything since some
information has already been shared in between meetings.

Clarity in communication is paramount. Many successful scale-ups
train their teams on writing for the board – avoiding jargon, clearly
stating issues and recommendations, and providing context. They
ensure each board paper explicitly addresses the question “So what
does this mean for us?” so directors aren’t left guessing.  
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Some boards encourage management to include a few strategic
questions in the board pack for directors to ponder in advance,
which can spark more focused dialogue. In one approach dubbed
“flipping the board meeting,” CEOs spend only ~30% of the time
presenting updates and 70% engaging the board in problem-solving
on strategic issues. For this to work, the board pack must clearly
communicate the updates in advance and highlight the key issues,
so that board members come prepared to discuss solutions rather
than rehash the status quo. Ultimately, high-growth companies
optimize board information flow by providing enough information
for oversight and insight, but not so much that signal gets lost in
noise.

WHITE PAPER
BEST PRACTICES FOR EFFECTIVE BOARD PACKS IN SCALE‑UPS

15

FREQUENCY OF UPDATES AND
BOARD ENGAGEMENT MODELS
The cadence at which you provide information to the board, and
how you involve board members outside of meetings, can
significantly impact governance effectiveness. Board meeting
frequency for scale-ups is often higher than for mature companies.
Many early-stage and fast-growing startups hold formal board
meetings monthly or every 6–8 weeks, because the business is
evolving quickly and timely guidance is valuable. As the company
matures and growth stabilizes, meetings might move to bi-monthly
or quarterly – though even later-stage scale-ups may call extra 



meetings if major issues or opportunities arise. For example, one
startup increased its board meetings from 6 to 8 times per year and
added ad-hoc sessions for deep dives into critical topics or
upcoming decisions. The key is to adjust frequency based on the
pace of change: in a dynamic high-growth phase, boards meet more
often to address challenges “before they escalate”, whereas in
steadier phases a slightly lower frequency can suffice.

Between meetings, regular updates keep board members engaged
and informed. It’s considered best practice to send at least a
monthly update email or report to the board, even if formal
meetings are less frequent. These monthly updates are usually
concise (one to two pages) and cover key metrics, notable
developments, and any emerging issues. Y Combinator, for
instance, advises founders to send a 2-page monthly email update
to their board at the start of each month, in addition to quarterly in-
person meetings (this keeps investors in the loop and prevents
surprises). Such ongoing communication ensures the board’s
knowledge stays current and can reduce the time needed for basic
updates during meetings.

Engagement models can also include informal interactions beyond
the boardroom. Many CEOs have periodic one-on-one calls or
coffees with individual board members to leverage their expertise
on specific challenges. Some boards set up committees or working 
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groups (for example, a Technology Advisory committee or a special
project task force) involving certain board members who dive
deeper and report back to the full board. In high-growth companies,
it’s not uncommon to hold occasional strategy sessions or offsites
with the board, separate from regular meetings, to focus purely on
long-term strategy without the distraction of routine reporting.
These practices deepen board members’ understanding of the
business and create more opportunities for them to contribute.

Lastly, timeliness and preparation underpin good engagement.
Whatever the frequency of meetings or updates, ensure that
materials are distributed with enough lead time for directors to
review (a common guideline is to send the board pack about one
week before the meeting, or at minimum a few days ahead). This
allows board members to digest the information and come with
informed questions, which makes the meeting dialogue far more
productive. During the meeting, engage the board by focusing
discussion on the questions you truly need their input on – as one
venture investor put it, use your board members as a resource and
“tap into that expertise” rather than just reporting to them. And
after meetings, it’s wise to solicit feedback on the board pack and
the process. Ask if the information was too much, too little, or if
there are areas they felt uninformed about. This continuous
improvement approach helps refine the board pack and
engagement model to better suit your company’s needs.
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In Summary
A scale-up’s board pack should be a strategic communication tool –
one that gives directors a clear line of sight into the business and its
trajectory, without bogging them down in minutiae. Achieving this
involves thoughtful curation of content (focused on strategic
drivers and decisions), concise and consistent presentation, and
smart use of technology to streamline reporting. Companies like
Metapraxis demonstrate how digital tools can enhance board
reporting through automation and interactivity, enabling
management to devote more energy to forward-looking analysis
and dialogue with the board. By also establishing a regular cadence
of updates and engaging board members outside of formal
meetings, scale-ups can ensure their boards remain aligned with the
company’s strategy and primed to provide valuable guidance. A
focused, comprehensive-yet-concise board pack, delivered at the
right frequency, fosters clarity in communication and more
effective decision-making – exactly what high-growth companies
need from their boards.
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