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Purpose

Every board approves strategy.
Far fewer boards can later demonstrate that they
governed it deliberately.

In many organisations, strategy is treated as an
event rather than an ongoing governance
responsibility. A plan is endorsed, confidence
settles, and attention shifts to execution. Over
time, priorities soften, assumptions age, and
strategic judgement becomes implicit rather than
visible.

In stable periods, this can remain unnoticed. It
becomes clearer when decisions are examined.

Leadership changes. External review begins.
Performance is questioned. A past decision is
examined later.

In those moments, boards are asked to explain
how judgement was exercised.

This Essential Snapshot is concerned with
whether the board remains oriented to what it is
governing strategically - and whether that
orientation survives a change in leadership or
conditions.

Boards relying on approval rituals or informal
understanding may find the next sections less
comfortable.

Before you scroll on....

Many boards believe they already have strategy
under control.

There is a plan.

Priorities are articulated.

Management reports against them.
Strategy is revisited at agreed intervals.

On the surface, this feels sufficient.

Before reading further, pause and consider how
your board would respond to the following -
without reference to documents, consultants, or
hindsight:

« If asked to explain what the board is
governing strategically right now, would
directors give the same answer?

« |f astrategic decision made twelve months
ago were challenged today, could the board
point to where judgement was exercised at
the time?

« |If priorities have shifted, is that shift visible
as a deliberate decision - or inferred from
changed reporting?

« If leadership changed tomorrow, would
strategic orientation hold - or reset by
default?

These questions surface when outcomes
disappoint, confidence erodes, or decisions are
revisited.

Many boards have a strategic plan. Fewer have a
clear governing frame for the judgement that
follows.

Hesitation on any of these questions is a
governance signal.
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The illusion of having a
Strategic Plan

1.0  Document # Orientation
(The most common trap)

Most boards have a strategic plan that is
approved, referenced, and periodically revisited.

Over time, the existence of the document itself
becomes evidence of orientation.

The plan records past agreement. What the
board is governing today may have shifted.

When orientation sits in documents, not in
shared judgement, it becomes fragile when
decisions are examined.

3.0 2 Annual Cadence # Discipline

An annual strategy cycle can feel reassuring. It
creates rhythm, agenda certainty, and a sense of
control.

Cadence alone produces rhythm. Discipline
requires visible judgement over time.
Between cycles:
e assumptions age,
« priorities blur, and
« shifts occur implicitly through reporting
rather than explicitly through board
judgement.

Between cycles, rhythm can start carrying work
that belongs to judgement.

2.0 [/ Approval # Governance

Approval is a moment. Governance is sustained
judgement over time.

Many boards treat endorsement as the point at
which strategy is “done”, after which attention
shifts to reporting and delivery.

In practice, this often means that:
« strategic judgement fades into
management updates, and
» the board’s role becomes reactive rather
than governing.

The motions are followed. The governing intent
is diluted.

P These patterns often feel ordinary at the time. Collegiality, experience, and a desire for

order tend to reinforce them.

Over time, plans can reassure the board while judgement becomes harder to locate.
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Common tension points in
a Strategic Plan

Every tension point below is a governance signal. Where these patterns appear, strategic judgement is
often sitting outside a shared board frame.

O, These are the most common governance traps that we see - often in otherwise high-functioning

Boards:

Tension point What it looks like in practice

The Board stays distant for long periods, then intervenes suddenly and in

Reactive . . . . . -
detail when concern surfaces. Executives experience this as unpredictability;

intervention . ) .
the Board experiences it as frustration.

Strategic discussion becomes review of metrics and progress narratives.
Judgement about direction fades, replaced by interpretation of performance
data not designed to carry governance intent.

Strategy collapsing
into reporting

Strategic priorities multiply over time without explicit trade-offs. Everything
Priority inflation remains “important”, and nothing is clearly being governed more than
anything else.

Familiar language and stable reporting create the appearance of agreement.

Silence mistaken for ] . . . . o
Different interpretations remain untested until decisions become contested

alignment . .
or time-critical.

None of these patterns feel unusual at the time. They are reinforced by trust, experience, and a desire to
avoid unnecessary friction.

Where these patterns persist, the strategic plan can appear intact while board-level judgement becomes
harder to evidence.

. Familiarity with these patterns is enough reason to review how the board governs
strategy.
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Which next step fits your board?

Best next step

We want to see whether our current strategic plan has Complete the Strategic Plan
governance gaps Governance Assessment

We need a credible structure for board-level direction and

. Start with the Foundation Edition
CEO accountability

We need strategy governance that is recorded, reviewable,

) Move to the Governance Edition
and consistent across board cycles

Trigger moments

Strategic governance usually becomes visible around:

e CEO, Chair, or board transition

« strategy cycles that feel repetitive, vague, or too operational

» PE, funder, investor, or transaction preparation

» board conflict about priorities, intervention, or CEO accountability

« external review, audit, governance review, or stakeholder questioning
» repeated priority expansion without clear trade-offs

If any of these are visible, strategic governance should be structured before the trigger sets the
timetable.

What boards receive

Board governance artefacts

1. Strategic oversight framework - defines what the board governs strategically in the current period
2.Board strategic direction - sets directional intent within that frame

3. Strategic performance framework - provides a shared way to interpret outcomes

4.Board work plan - makes the board's own governance attention visible

5.CEO performance report - the place where management accountability is held.
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Why this gets postponed

Boards can recognise the gap, and still delay closing it.

X “We already have a strategic plan”
#® A plan can record agreement while strategic judgement remains informal.

X “Strategy is discussed regularly at the board”
#® Regular discussion can still leave judgement implicit.

X “This is for larger organisations”
#® Size is a poor proxy for governance need. The issue is how much strategic judgement relies on
informal understanding.

X “We haven’t had issues yet”
o Strategic exposure is usually recognised after decisions are challenged.

X “Strategy needs flexibility - we don’t want to lock ourselves in”
# Flexibility without shared reference points becomes drift

Application across contexts

The Foundation and Governance Editions are informed by recognised Australian governance reference
points, including director duty principles under the Corporations Act 2001, ASX Corporate Governance
Principles where relevant, AICD guidance, and ISO 37000. Each Board must determine the governance
model most appropriate for its organisation’s size, complexity, obligations, risk profile, governance
maturity and operating context.

Recognised governance practice provides a reference point. Departures should be deliberate,
documented and risk-assessed for their effect on decision quality, role clarity, escalation, assurance and
accountability.

The Foundation and Governance Editions are adaptable to a wide range of organisational contexts
including private companies, listed companies, not-for-profits and government entities.

NorthSeat works with Boards and executive teams across private, listed, NFP and government sectors to
improve governance maturity and leadership alignment.
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About This Essential Snapshot

This Essential Snapshot is provided by NorthSeat as a free governance resource for board leaders.

You are welcome to:
Share this document with your board, colleagues, or governance networks
Reference insights in board discussions or strategy sessions
Forward the download link to others who might find it valuable
Print or save for personal use

We ask that you:
 Attribute content to NorthSeat when sharing or referencing
» Share the original document (don't alter, rebrand, or misrepresent content)

Not permitted:

X Selling or licensing this document

X Using this as a commercial training product without permission
X Removing NorthSeat branding or attribution

X Using this content to create competing products or services

This Essential Snapshot is a starting point. For structured frameworks or board-ready policies, contact
us:

“ liam@northseat.com.au | € www.northseat.com.au

© 2026 NorthSeat ABN 67 690 779 072. All rights reserved.

This document does not constitute legal, governance, or professional advice. Directors should seek
independent advice for governance, legal, or compliance matters.
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