Board Performance Evaluation Survey September 2009
1) Governance Structure
The governance structure has evolved over the LPFA’s lifetime since 1990. The current governance arrangements, known as the Constitutional Document, were last fully reviewed in 2007/08 and approved on 1 April 2008. They are subject to periodic revision to reflect changes in circumstances.

a)
Is the governance structure appropriate to meet the statutory purposes of the LPFA?


b) 
As a Board member, I feel able to make a full contribution to meet the statutory purposes of the LPFA
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COMMENTS:
· 1b) - I think we need more time at a Board rather than Investment Committee to discuss the Investment process and mandate (asset allocation) selector
· A refresher on the “statutory purposes” of the LPFA would help answer this in the context of committee structures

· My one concern is that the actuarial valuation is considered by the Investment Committee when really it should be the full Board
· The public Board meetings tend to stifle a full discussion on issues which means Committee need to deal with these as they can lead to a lack of connection between Board Members and the performance of the organization

· The formal governance documents are lengthy and very formally written. I think short- form guides on how the organisation is governed would be useful for Board Members and Officers
· Absolutely fit for the purpose!
2) Determining the mission:
One of the Board’s fundamental roles is setting the direction for the organisation. A mission statement is a concise expression of what the organisation is trying to achieve and for whose benefit.

Rate the Board’s performance in:
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COMMENTS:

· 2iii) - What needs to improve is how “re-direction” is dealt with when the ‘monitoring’  shows that the LPFA is off track
· Mission Statement ought to be inspirational. It should also be about making choices – not only what we are but, what we’re not. We are light as a team on administration knowledge
· Not always clear that decisions are driven by Board’s mission

· Because so little of the ‘meat’ of activity happens in Board meetings, its difficult to get a real feel for how other board members are making decisions. So these answers may be a reflection of that process rather than reality. But the dissection of all the business in to different Committees must make it difficult to ensure consistency of purpose and decision making

· The performance of the individual Board members in this area varies. But overall the Board’s performance is excellent

3) Strategy:

To carry out its role in setting direction, the Board is actively involved in strategic planning and thinking

Rate the Board’s performance in:
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COMMENTS:

· Average as the Board is wholly led by the Management Team. The Board spend zero independent time deciding a Board ‘position’ without being influenced (as opposed to being advised) by the Management Team.

· We need to ‘up’ our game

· Lower than average awareness of the competition
· I feel that the Board is led by the Executive team, rather then working in partnership with them. Again, may be due to the lack of seeing how other Committees engage
· The performance of the individual Board members in this area varies. But overall the Board’s performance is excellent

4) Roles and Responsibilities of Board

a) 
Do Board Members have full and common understanding of the roles and responsibilities of the Board (aka Matters reserved for Board)?
b) 
Does the Board have clear goals and actions resulting from relevant and realistic strategic planning?
c) 
Does Board receive regular reports on finances/budgets, programme performance and other important matters?
d) 
Does each member of the Board feel involved and interested in the Board’s work?
e) 
Do Board members receive regular and relevant training and information about their responsibilities?
f) 
Are new Board members orientated to the organisation, including the organisation’s mission, policies and programmes, as well as their roles and responsibilities as board members?
g) 
Do Board Members have or have access to up to date copies of the key scheme documents and are conversant with them? 
h) 
Are Board Members encouraged and able to obtain the training which they need?
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COMMENTS:

· 4a) but need current reminding

· 4b) The Board do not have actions per individual
· 4d)  I do but I get the impression others don’t                                                                                                    

· 4e) Need a refresher as to what statutory requirements exist on Boards

· 4e) Issues but not their responsibilities
· 4f) 50/50                        

· 4f) Yes, but rather than drip-feeding this over the year it could be done over 1-2 days training in the first months

· 4g) Could do with a Trustee area, on web
· 4g) Access – yes. Conversant – I suspect many weren’t  
· Feedback suggests some gap in industry training. Could do with electronic database of key documents and training on how to access them
· Answered yes to all as comments/advice readily provide when requested. Obviously proviso is that more can always be done against the checklist

· More training on Governance required. Induction process is non-existent
· Matured arrangements which work
5) Meetings:
a) 
Do I receive the necessary papers sufficiently in advance?

b) 
Are the reports easy to read and understand?

c) 
Is the level of detail and analysis appropriate?

d) 
Do I read my papers carefully in advance?

e)
Are presentations by the officers in support of the reports appropriate?

f) 
Do we meet sufficiently regularly?

g)
Do we focus on the big picture? Particularly


i) Funding and contributions


ii) Investment strategy


iii) Administration

h)
Do I know what the process is for decision making?

i) 
Do we have a business plan or timetable of events?
j) 
Do the Chief Executive and officers provide sufficient advice to enable issues to be understood and decisions taken?
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COMMENTS:

· 5a) Papers need to be in soft for those that like to receive info this way
· 5c) Variable
· 5e) Varies from person to person. Some just read out paper
· 5g) We do focus on the big picture, but on the areas as led by the Exec. Team. How much input is there by Board Members as to what should be considered? When I have suggested topics for discussion I have received the reply that there is no time for that. The Exec team can get carried away by the day to day and that flows through to the Board. The Board should be able to take a step back

· 5g)ii Taken at Inv Committee
· 5j) Normally but not always

· 5j) Board need discuss the advice without the CE or MT being present to decide on a Board position

· Mainly yes, but I think in person communication and presentations can always be made clearer

· Need to focus more on Governance and decision taking
· Matured arrangements which work
6) Risk Management:

a) 
Do we think about the risks the organisation faces in a systematic and regular manner?

b)
Do we meet with the auditors at least once a year to discuss the audit plan and management letter?
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COMMENTS:
· 6a) Administration did this. Cannot comment about Investment risk assessment process

· We have to ‘up’ the note of the Audit Committees per External Audit

· Seem to get surprise at audit. My general concern about risk management is that we identify the obvious risks but do not spend time thinking of the less obvious ones
· Matured arrangements which work


7) Our providers:
Rate the Board’s performance in:
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COMMENTS:
· 7i) Not seen any evidence of this
· 7ii) Not clear on terms & contractual terms   If investment outsource parties were held to account like administrative outsource parties are then, from the results, they would not get payment for what they have achieved recently.

· 7iii) Not seen any details of SLA’s with advisors
· We either need to be much stronger in this area or someone needs to tell me how it works


8) Skills:
a) 
Do you feel the Board has the correct mix of skills?
b) 
Do you feel the Board lacks skills in any particular area?

c) 
Do you feel that all Board members contribute to an acceptable level?
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COMMENTS:
· 8b) Training in how to chair meetings would give us more flexibility on backups to current committee chairs

· 8c) Some members contribute very little to the debates, hence the need to meet separately to Management Team
· 8c) Some more than others
· I still think that the Audit Committee needs an external member

· Generally a good breadth of skills and good level of contribution

· Severe lack of broad investment skills given importance of this area. Some members seen to contribute very little
· The contribution of several Board Members is sub-optimal

9) Board Chairman:
a) 
Does the Chairman chair meetings in an impartial manner, seeking consensus without compromising the integrity of decision making?

b) 
At the end of the discussion does the Chairman sum up for the benefit of Board Members and minutes what has been agreed and what still needs to be done to carry an issue forward?

c) 
Is the Chairman available to discuss issues in between meetings?
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COMMENTS:
· 9b) Need to make clear the action, who has it and what the deadline is

· 9b) Mostly                        
· 9c) But not yet called onto do this

· The Chair is new and unfamiliar with the detail of pensions and investments. He should seek to up skill in this area so he can have a view independent of the Chief Executive/Executive Team


10) Committee Chairmen

Board members sit on the following Committees:
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Rate the Committee Chairman’s performance in:
[image: image11.emf]0

1

2

3

4

5

6

10i) Chairing meetings in an

impartial manner, seeking

consensus without

compromising the integrity of

decision making

10ii) Summing up for the

benefit of Committee

Members and minuting what

has been agreed and what

still needs to be done to

carry an issue forward

10iii) Being available to

discuss issues in between

meetings?

Excellent

Good

Average

Poor

Not stated


COMMENTS:
· I have not assessed myself in the Audit Committees - this is for others to do

· It’s quite difficult for Michael to not take a key part in discussions when he and I are the only ones with real Investment understanding


11) Board Secretary and Officers:

a) 
Do Board Members receive clear directions about key questions and issues they should address?
b) 
Does LPFA apply best practice in governance as it is used elsewhere? 

c)
Do Board Members scrutinise the executive and ask difficult questions?
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COMMENTS:
· 11c) Hardly ever done. But a Board Member only pre-meeting would help clarify the unified Board position and pull out areas to dive into more deeply e.g. the state of investment returns
· 11c) Depends on the area being discussed
· The direction of this meeting is dictated by the papers submitted. The meeting is therefore controlled by the CE & secretary. Board Members do not do enough thinking outside the meetings to test the Executives’ mettle

· Not sure why Board Members should need direction from exec but paper asking for decision is clear

12) Communication with Board:

a) 
Do Board Members feel they are communicated with effectively by the Board 
Secretary and the Chief Executive?


i) 
Regular industry updates


ii) 
Training opportunities


iii)
Legislative updates


iv) 
Events which could impact the organisation or key risks
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COMMENTS:
· 12a) Normally

· 12i) Irregular update

· 12iii) Irregular update

· 12iv) Do not remember receiving one of these                                                   Minutes need to be released in the week after the meeting, not 2-3 months later, as it is impossible to remember what was debated when there is such a delay

· Poor communication re audit issues


13) Committee Effectiveness:
a) 
Do Board members wish to receive papers of all committees (even though they may not be members of the particular committee)
b) 
Do the reports from Committees submitted to Board meetings provide me with sufficient knowledge to understand matters that have been discussed at Committee, and to ratify decisions when required.
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COMMENTS:
· 13b) Only the decisions
· Electronic circulation of paper for Committee would be better
· Perhaps not full packs, as they are very lengthy. But something that gives you an idea of what’s going on (see earlier comments). Was an instance of P&A Committee making decisions outside policy – difficult to pick this up from the board summaries


Please list 3 to 5 points on which you believe the board should focus its attention next year:
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Investment Mandates/Strategy

ESG position/strategy

Levy Issues

Governance Structure review

Fund Sustainability

Consolidating LGPS fund administration under one

body (LPFA); Lobby ministers

Pay for Performance for Investment outsourced

parties

Reassess the capabilities of the finance function

Improve engagement with External Audit

Reassess our flexibility and asset allocation

The political battle on the future of funded LGPS

Become the favoured provider of Local Authority

pensions

An objective review of the merits of alternative

asset classes as precursor to review of asset mix 

Valuation

Gaining external business

More efficient operations

Clean audit report

Quality of Service to members

Advisor review

Extending Pension Administration Activity

Ensuring LPFA remains cost effective/fit for purpose

Holding executives to account (if and as necessary)
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