FOR:
Nonprofits

Board Meeting
Framework

/eck’'s Board Meeting Template will transform your nonprofit's board meetings
from a boring lecture into a strategic, engaging, forward-thinking conversation
Way better for you and your mission.
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' Board Framework Structure

#1 Letter from the Executive Director
The Zeck Board Meeting Template (award-winning pending), #2 Agenda
IS inspired by our team's deep experience as both operators
and non-profit board members, in collaboration with the #3 Governance
world’s most bad ass board chairs and executive directors.
#4 Executive Director Summary

To the right you'l find the key sections to include in your board
materials, as well as the structured framework within each #5

Wy Financials and Committee Updates
section. Also, not sure if this template is really award-winning

pending but it probably should be. 46 Deep Dives




Begin With an Executive
Director Letter That
Sets Expectations

The Letter from the Executive Director is your chance to
frame the meeting before it even begins. A well-crafted
letter shifts the dynamic. Directors arrive prepared, engaged
and focused on what matters most. The idea is to spend
your time together talking about strategy and not just
‘reviewing homework’.

For example, an Executive Director might write:

“Please review the proposed agenda, pre-vote on admin
items, read the materials in advance, and share your
comments and questions. We’'ll use our live session to focus
on the most important questions as well as our deep dives.”

This simple adjustment saves hours of live time and
creates a culture of proactive board engagement.

Dear Board Members,
We are looking forward to our upcoming board meeting.
In advance of the meeting can you please:
1. Review the Proposed Meeting Agenda
2. Review the Votes that we plan to take and Pre-Vote before the meeting
3. Review all of the Pre-Read Sections and add your thoughts in advance via
comments button. Our goal is to only go through the starred comments
during our live meeting. 02
We want to spend most of our time talking through our Deep Dives. Each Deep
Dive includes a few questions. It would be awesome if you can think through
the questions prior to our meeting.
We plan to host the board meeting at our HQ and also from this Zoom.
Thanks for all your support and we look forward to a spirited meeting.
Veronica Corningstone, Executive Director, One World Canine
orldcanine.org | Private & Confidential

Example Executive Director letter on Zeck

Ask your board members to
read the materials in
advance. Thereis a
reciprocal obligation
between the leadership
team and the board. Expect
them (demanding is
unrealistic) to come to the
meeting prepared.

Ask directors to pre-vote on
governance items so no
time is wasted in the live
meeting.

Encourage your board to
leave comments and
qguestions while they’re pre-
reading.

Use analytics to foster
positive peer pressure.
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Build a Smart Agenda
That Drives Better
Decision Making

“A well designed agenda is the backbone of a
productive meeting” - Bob Marley and two of the
Walilers.

Modern agendas are designed for efficiency and
strategic value. Your agenda should be:

01 Purposeful: Only include items tied to
governance, calibration, and forward-looking
strategy. If you have endless infographics or
text jammed into Powerpoint slides, you're
doing it wrong.

02

03

04

05

Prioritized: Put the most
important topics first and
keep read times below 4-5
minutes per section.

Pre-Read ready: Send
materials early, in a format
that's easy to read on
phones. In the nicest of
ways, don't give your board
members any excuses.

Time-bound: Limit the live
meeting agenda so there’s
plenty of time for the Deep
Dives.

Action-oriented: Capture
clear decisions, owners, and
next steps to drive
outcomes, not just
discussion.

Board of Directors Meeting Agenda
A April 8th, 2026 - 12:00pm EDT

ye meeting at HQ and via Zoom

Call to Order & Approvals

Review Open Pre-Read Comments
Executive Director Summary

Deep Dive 1: Opening Subsequent Locations
Deep Dive 2: Fundraising Goals for FY 2026

Adjourn

Example Smart Agenda on Zeck
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H3

Good Governance -
Digitized

No one starts a charitable organization because they
love Governance, but Good Governance is essential.

Good governance isn’t bureaucracy - it's a growth
builder. It reduces risk, speeds decision-making,
builds credibility with your board, and makes audits or
due diligence painless (or if we're being honest, less
painful).

Here’s a quick check list:

01 Archive a clean and final copy of your
board materials.

8, Vote

Approve Q4 Board Meeting Minutes

we need to approve the Q4 Board Meeting Minutes

11/12/2025, 1:16 PM EST

‘g, Vote
Approve Agenda for Q1 Board Meeting

We need to approve the Meeting Agenda in this Zeck

11/12/2025,1:17 PM EST

‘g Vote

Authorization of new roof for HQ

11/12/2025,117 PM EST

Click here to review Roof l’]n[na'-._:|

Digitized Voting on Zeck

02

03

04

05

06

Use bank-level security to
share and store your board
materials.

Auto-generate your board
minutes, digitally sign and
distribute for board
approval.

Use analytics to ensure your
board members are
prepared and engaged.

Ensure your board policies,
from Code of Ethics to D&O
insurance are in place.

Use pre-voting (we can
explain this) to get the
admin minutiae out of the
way before the live meeting.



HIGHLIGHTS

New Donors & New Sponsorships Look Promising
* Our new canine enrichment program has reduced anxiety-related behaviors
in long-term rescues by 30%.

We have welcomed 45 new recurring donors and re-engaged 15 past donors

through targeted outreach.

* Two new corporate sponsorships have been secured, providing funding and

in-kind support.

LOWLIGHTS

Small Donations Are Way Down. We Gotta Figure Out Why

Fast.

* While overall donation totals are up YoY, we've seen a 10% decrease in small,

recurring donations, necessitating a review of our donor retention strategy.

* Volunteer retention has declined by 12%, particularly affecting foster homes

and transport assistance.

* We need to replace the Transport Van unexpectedly. Lucy is on it but it will

take some time to find what we need and get the needed approvals.

@J Van Proposal.pdf

I
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Executive Summary on Zeck

#4

Deliver a High-Impact
Executive Summary

The Executive Director summary is meant to calibrate your board members who
aren’t in the organization day-to-day. It's the most-read section of the board
content. Take the time to tell the shortest possible story about your nonprofit over
the previous quarter.

It should distill:

01 What went well (e.g., fundraising growth, programming improvement, operational wins)
02 Whatdidn't (e.g., drop in monthly donor retention, lost personnel)

03 What's next (strategic priorities, risks, and opportunities)

Your job as Executive Director is to clearly communicate the big picture to your
board. If you're cramming your message into a Powerpoint slide that no one can
read on their phone, again...you’re doing it wrong. Zeck solves that for you.

Transparency builds trust. Don’t just report the good — boards are there to help
solve the hard stuff.



’ ’ 5 WHAT YOU NEED TO KNOW

& [ ° @ 1. We need to increase fundraising revenue by 20%. This format works across all
Orga n Ize DIVISIon 2. In 2026, we plan to establish an emergency medical fund for rescue dogs. division Up.dates ol Flnance'
We will begin to set aside funds specifically for unexpected medical expenses. PrOg ramming, Development, etc.

® ® ®
l | dates I nto DI eStI ble 3. We have a lofty goal of grow monthly donor programs by 15% this year. To It kee'pS Updates fOCUS'ed,
make it happen we need to increase the number of recurring monthly donors. consistent and makes it ea Sy for
directors to digest information

SeCt|OnS KEY TAKEAWAYS quickly. Use web links (as

Lots of New Campaigns opposed to making everyone
scroll past 50 slides to an
One of the biggest mistakes NPOs make is overwhelming board * Launched an end-of-year giving campaign. appendix) to keep read time
members with dense decks, too much detail, and too many attachments. + Reviewing vendor contracts to address rising supply costs. below 4-5 minutes per section.
* Exploring new grant opportunities focused on rural animal shelters.
Break that habit with this framework. * We're excited to continue our partnership with PAWS and have a full Structured updatesl deSIQned
Marketing campaign launching in June that will run for three months. for reading in advance of the live
01 What You Need to Know — Assume your board members meeting, let directors enter the
: ) ; Q4 EQY Campaign Results i
will read this and nothing else meeting ready to engage.
&

02 Highlights — Wins and progress

03 Lowlights — Challenges and risks

04 Key Initiatives — Current projects and their impact

)
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05 What's Keeping Me Up at Night — The division leader’s
candid view of risks Example Programming Update on Zeck
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Focus Live Time on

QUESTIONS FOR DISCUSSION

Deep Dive 1:

Opening
Subsequent

* What geographic regions should we prioritize for expansion?

How can we ensure new shelters are financially sustainable?

* How can the board contribute to this impactfully?

ANY OTHER QUESTIONS WE SHOULD BE CONSIDERING? LEAVE THEM IN THE COMMENTS

Brief Background

Our current shelters operate at 90-100% capacity. Opening additional shelters
would allow us to save more animals and address overpopulation in under

served areas.,

Full Background

Demand for our services has grown significantly, with waitlists for intake at sev
eral locations. Expanding shelter capacity is critical to our mission of saving

animals

LOCATIONS

Preliminary research identified three potential areas for new shelters: Northern
Rural Region, Coastal City, and Suburban Growth Area. Estimated costs are
$500K per shelter, with annual operating expenses of $300K. Potential funding
sources include grants, corporate sponsors, and a portion of proceeds from a
capital campaign. Challenges include staffing, infrastructure setup, and commu

nity awareness.

D!. e

Example Deep Dive on Zeck

[ ] L
Strategic Deep Dives
* What current partnerships could support this initiative?

The Deep Dive is where the real value of a board meeting lies. The
mistake most Executive Directors make in the boardroom is putting
Powerpoint slides up on the big screen, and then re-reading the deck
back to their board. It's a total waste. Everyone, from students to juries
to board members, tune out the moment they see a slide deck up on the
big screen. Don't re-read your deck back to your board. Dedicate the
majority of live time to one or two major strategic questions. Sorry for
yelling, but that's really important.

Each Deep Dive should provide a brief background to inform the
discussion, followed by specific questions to guide the conversation.

The goal of your Deep Dives is to spark meaningful discussion on
strategic issues and to walk away with clearer insights and better
decisions.



Final Word Embrace the New Era of Board Meetings

Board meetings shouldn’t be something leaders dread or directors tolerate. With
the right preparation and structure, they become the most valuable hours of the
quarter — unlocking insights, creating alignment, and accelerating strategy. j

Zeck.app

The old way—Dbloated slide decks, endless status updates, disorganized pre-reads One World €anitie ‘4
—doesn’t work anymore. A modern board meeting is: _ .

Get Started

o1 Interactive — Designed for engagement, not presentation.

02 Efficient - Time saved on preparation, governance, and logistics.
i . = Schedule a Demo

03  Strategic - Focused on the questions that will shape the future. el Barie e see how Zaciis

modern board software will save your
team 80% on prep time, deliver engaging,
mobile-friendly materials to your board,
By embracing structured Executive Director letters, smart agendas, high-impact and drive way better decisions.
summaries, standardized pre-reads, and deep dives, you transform your board
meeting into a strategic advantage instead of a time sink.

Book Now
The future of board meetings is clear: less presentation, more conversation. _

04 Mobile-first and digital — Accessible anywhere, without clunky PDFs.




