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“We pooled our experience as startup founders and VCs—working with 
companies from Seed to Series A and beyond—to create a template for board 
meetings. This template not only captures the best approaches for running a 
successful meeting, but also provides tips and advice for getting the most out of 
your board. 

Beyond governance, a board offers a valuable opportunity to pause, reflect, and 

benefit from diverse perspectives. Use it to its full potential.”

Boardroom Confidential: Our library of boardroom tips, pitfalls, and lessons 
learned for a first-time CEO when building and managing your board. This is a 
must-watch for any Series-A stage CEO. “
See Our Boardroom Confidential Series Here

Meet Firas Raouf & Tom Lazay
Companyon General Partners 

Confidential

“I WISH I KNEW EXACTLY WHAT NEEDS TO GO IN MY BOARD 
DECK, SOMETIMES I WORRY I’LL MISS SOMETHING 
IMPORTANT OR OVERWHELM EVERYONE WITH TOO MUCH 
DETAIL.”

-EVERY FIRST-TIME CEO EVER

https://go.companyon.vc/companyon-ventures-boardroom-confidential
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ad-hoc founder-led 
hypergrowth 

Operationalized
for scale 

The Board 
Deck
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Tips and Tricks

PREPARATION:

● The board needs to understand your business, its health and 
prospects. It is your job to give them that knowledge. 

● What you share with your board should be the same available 
information you use to run your business.

● Send Monthly KPI updates to your Board (we recommend 
sending to all investors). It will institutionalize the process and 
your Board will never be more than 29 days out of date.

● Send the FINAL board materials no less than 48 hours before 
the meeting. Seriously!

● In your board communications, have the confidence to be 
transparent. Go ugly early on bad news or concerns.

● Your board time is precious. Spend less time on retroactive 
dashboards and more time in forward-looking discussions.

FORMATTING:

● Aim for a deck of 20-25 slides total. Put additional information 
in an appendix. Anything you send will be scrutinized.

● Focus on telling a cohesive story rather than just presenting 
data.

● Keep slides clean and consistent with minimal text
● Use the same metrics and formats across meetings to show 

trends.
● Include concise explanatory notes with data visualizations.
● Avoid technical jargon and industry acronyms not familiar to 

all board members.
● Keep the detail in the appendix. Your Board will guide you to 

the right level of detail they need.
● Ditch the flashy animations and make sure anyone can read 

and understand the deck from the back of an Uber.
● Make it yours, in your voice with your style.
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Board Agenda

AGENDA (3 HOURS): NOTES

1. CEO Business & Priorities Updates (30 Minutes) The CEO sets the tone and focus for the whole meeting

2. Last Board Action Items Review (10 Minutes) An accountable review of the specific actions set at the last Meeting

3. Financial Performance and KPIs (15 Minutes) A CFO’s short retrospective. This is NOT the focus of the meeting.

4. Business Objectives and Key Results (15 Minutes) A visual representation of progress on the business priorities

5. Operational Review (60 minutes)    Team leads provide detailed insights into operational performance

Sales & Marketing, Customer Success, Product & Engineering…

6. People & Organization (10 Minutes) Hiring against plan with key asks for the Board

7. Board Minutes, Other Business & Closing (10 Minutes) Official board approval of minutes, ISOs and other resolutions

8. Executive Session (30 Minutes) An impactful opportunity for the Board to provide candid feedback
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1. CEO Business and Priorities Update

This critical section sets the tone for the entire meeting and should be 
delivered by the CEO. Provide a CEO summary of the priority topics for this 
Board Meeting. Include:

● A clear statement of overall company health and trajectory—Make it 
objective, but personal. Reference the latest strategy priorities →

● 3-5 key highlights/wins since the last meeting—Celebrate the good.
● 2-3 major challenges—If contentious, pre-brief board members 1:1
● Areas where you need board assistance/guidance—Have an ask. 
● Progress against previous quarter's priorities—Be accountable.
● Top priorities (≤3) for the upcoming quarter—Explain their importance, 

expected outcomes, financial impact, and associated KPIs.
● Strategic topics: M&A, Pricing, Key Partnerships, Pivots …

This section should be honest and balanced. Avoid the temptation to present 
only positive information—board members want transparency about 
challenges so they can help. Prompt disclosure of bad news fosters trust and 
constructive board input—Go ugly early.
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2. Last Board Action Items Review

BOARD 
MEETING

ACTION WHO DUE STATUS NEXT STEPS/COMMENTS

3/1/25 Present ISO Grant Proposal CEO 6/1/25 See attached

3/1/25 Hire VP Sales CEO 6/1/25 Two final candidates, but no offer 
yet

3/1/25 Revise Operating Plan to reach CFBE CFO 6/1/25 Presenting at special board meeting 
in 1 week

3/1/25 Launch new free trial service CEO 6/1/25 Review MVP and launch campaign



3. Financial Performance & KPIs

QUARTERLY | MONTHLY
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Financial Performance and KPIs 

Present Financials and KPIs comparing to Prior Year (PYR), Prior Quarter (PQ), Budget (B) and Forecast (F). Include a 13 month 
trailing spreadsheet. 13 months so you can see the same month of the prior year.

Have your CFO or Financial Leader prepare and present the metrics and KPIs. Investors want to hear the financial perspective and 
color commentary on these KPIs. Only the CFO should report on expected Runway including the basis for the calculation.

Compare and contrast performance to both Budget and last Forecast.

Keep this update short and objective. Avoid spending precious board time only focused on retrospective performance.

The following examples show the form and detail expected, but your specific operating model and KPIs may be unique to your 
business and should be in the format you use to run your business.

Note: If your CFO or Financial Leader isn’t comfortable with calculating and presenting SaaS and similar business and 
strategic metrics, it’s a clear sign that you need to upgrade from what is otherwise a CPA-level resource.

(NOTES)
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Quarterly Financial Performance

Add a commentary to key 
sections and the results 
represented

Add a commentary to key 
sections and the results 
represented

Add a commentary to key 
sections and the results 
represented

Add a commentary to key 
sections and the results 
represented

Add a commentary to key 
sections and the results 
represented

Highlight the 
important results 
worthy of discussion
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Monthly Financial ARR/Revenue Trend
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Monthly Financial P&L Trend
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Monthly KPI Trends and Performance

Highlight the 
metrics to focus 
on and color code 
metrics that are 
above (green) or 
below (red) 
budget
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4. Business Objectives & Key Results

THEME SUMMARY 
KEY 
RESULT

ANNUAL 
GOAL

YTD 
RESULT

STATUS NEXT STEPS/COMMENTS

Raving Fans NPS > 40 39 1,726 responses (Promoters - 60%, Passives - 7%, 
Detractors - 21%)

Raving Fans Release 
Saphire

Launch by 
9/1/25

In Alpha Current launch forecast 9/1/25

Pipeline Efficiency SQL → SQO 15% 17% New trial PLG in-app messaging is driving up 
conversions

Pipeline Efficiency ACV > $35,000 $27,000 New pricing and packaging goes into effect 6/1/25

Partner to Win Referral 
Pipeline

$1MM $425k Tracking ahead of forecast



5. Operational Review

(We recommend having your functional leaders prepare these materials and briefly join the meeting 
to present them to the board and field Q&A. This gives them a sense of agency and accountability for 

their responsibilities. Plus, it distributes the load of board meeting prep)

MARKETING | SALES | CUSTOMER SUCCESS | PRODUCT & ENGINEERING
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Marketing Update

This section should concisely cover marketing performance and contribution to the sales pipeline. 

Include:

● Lead generation metrics vs. targets—MQLs, SQLs (Inbound & Outbound), SAOs vs Budget
● Marketing Channel performance—Include ROI where possible
● Brand and awareness initiatives—Include data-driven metrics on impact
● Content and campaign performance—Summarize what messaging is working and what is not
● Marketing-influenced pipeline and conversions—Illustrate partner influence
● Key upcoming marketing initiatives—Indicated the forecast impact on KPIs of each initiative

Focus on demand generation metrics that demonstrate marketing's impact on the sales funnel. Show clear connections between 
marketing activities and revenue generation metrics—Direct Sales should focus on Sales Accepted Opportunities, PLG on trials or 
downloads, whatever metrics is the primary indicated of potential revenue conversion beyond Marketing’s direct control.
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Sales Update

This section provides deeper insight into revenue generation and pipeline health. Create specific visuals, but make sure all the KPIs 
match in each section

Include:

● New customer acquisition metrics by segment
● Expansion/upsell revenue from existing customers by segment
● CQ Forecast and Top Deal review
● Pipeline metrics— 6 mth SAO + SQO Pipeline, Pipeline Growth, Pipeline Coverage, Pipeline by Segment
● Deal size trends—New Logo ACV by segment, GRR/NRR by segment
● Sales team performance—Quota Attainment by Rep
● Key wins and losses— Include a brief analysis/commentary and an overall win rate

Use this section to demonstrate your understanding of what's driving growth and how you're addressing any sales challenges. For 
companies at this stage, institutional investors will be particularly interested in evidence of repeatable, scalable sales motions.
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Customer Success and Retention

This section provides deeper insight into revenue generation and pipeline health. Create specific visuals, but make sure all the KPIs 
match in each section

Include:

● New customer acquisition metrics by segment
● Expansion/upsell revenue from existing customers by segment
● CQ Forecast and Top Deal review
● Pipeline metrics— 6 mth SAO + SQO Pipeline, Pipeline Growth, Pipeline Coverage, Pipeline by Segment
● Deal size trends—New Logo ACV by segment, GRR/NRR by segment
● Sales team performance—Quota Attainment by Rep
● Key wins and losses— Include a brief analysis/commentary and an overall win rate

Use this section to demonstrate your understanding of what's driving growth and how you're addressing any sales challenges. For 
companies at this stage, institutional investors will be particularly interested in evidence of repeatable, scalable sales motions.
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Product and Engineering Update

This section provides deeper insight into revenue generation and pipeline health. Create specific visuals, but make sure all the KPIs 
match in each section

Include:

● New customer acquisition metrics by segment
● Expansion/upsell revenue from existing customers by segment
● CQ Forecast and Top Deal review
● Pipeline metrics— 6 mth SAO + SQO Pipeline, Pipeline Growth, Pipeline Coverage, Pipeline by Segment
● Deal size trends—New Logo ACV by segment, GRR/NRR by segment
● Sales team performance—Quota Attainment by Rep
● Key wins and losses— Include a brief analysis/commentary and an overall win rate

Use this section to demonstrate your understanding of what's driving growth and how you're addressing any sales challenges. For 
companies at this stage, institutional investors will be particularly interested in evidence of repeatable, scalable sales motions.
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6. People and Organization Update

HEADCOUNT CURRENT BUDGETED NOTES

Sales 3 4 Insufficient Pipeline (SAOs) coverage to hire another AE

Marketing 1 1

Customer Success 2 2

Product 1 1

Engineering 6 6

G&A 3 3

TOTAL HEADCOUNT 16 17

CARR/Employee $121,440 $175,000 CARR shortfall driving underperforming metric
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6. People and Organization Update

This section provides visibility into team growth and organizational 
development. 

Include:

● Current headcount vs. plan
● Key hires and departures
● Organizational chart (current and N6M planned)
● Hiring pipeline for critical roles
● Culture and engagement indicators

Demonstrate how you're building the right team to execute your 
strategy while managing burn rate. Highlight any roles where 
board members can help with introductions.
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7. Board Minutes

This section should be brief and straightforward. Include only a single slide requesting board approval of minutes from the previous 
meeting. The slide should contain:

● Date of previous meeting
● A simple statement requesting approval
● Any material corrections noted by board members following distribution

As the query notes, minutes should be minimalist, recording only that discussions occurred rather than detailed content of those 
discussions. Many early-stage companies delay creating formal minutes until absolutely necessary due to legal implications. If you do 
maintain minutes, keep them procedural rather than substantive.

[Note: You should not draft your own minutes or board approvals. It’s a poor use of your time and creates the potential for 
legal issues and compliance risk. Your corporate lawyer should attend your board meetings as a ‘Clerk’ and most of the top 
startup law firms do not charge for this.]
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7. Board Business & Closing

The most common action is to approve option grants. Here is a simple approach to present that request:

DOWNLOAD

https://go.companyon.vc/hubfs/Boardroom%20Confidential/Proposed%20Option%20Grants%20(1).xlsx


CONFIDENTIAL  24  

8. Executive Session

This is not a presentation section but rather time allocated for non-management board members to discuss matters without company 
executives present. The value of this exercise is for board members to get alignment with each other on feedback to the Management 
board members. There’s nothing worse than receiving conflicting 1:1 feedback from different board members on important topics. No 
slides are needed, but allocate 10-20 minutes in the agenda for this session.

After their private discussion, board members typically invite the Management board members back to share key takeaways and deliver 
unified feedback. This provides important feedback channel between the outside board members and management.

Note: It may feel uncomfortable at first, but having outside board members who aren’t aligned puts you in a difficult position 
and can lead to unhealthy board dynamics.


