The Strategic Imperative for
Board Assessments

e 92% of corporate value is tied to intangible assets
such as reputation, culture, and trust - assets directly
linked to leadership quality. Board quality thus has a
direct financial impact (see Box 1).

e Empirical research confirms that internally conducted
self-evaluations often fail to produce actionable
outcomes.

e 73% of the 100 largest Swiss-listed companies report
a Board assessment. But more than half of all
directors globally say their Board isn't sufficiently
invested in the assessment process.

These findings show that Boards of Directors need to
become more aware of their leadership qualities, and
how these are perceived by their stakeholders:

The Changing Stakes for Boards

Boards are expected to act as guardians of long-term
value and to lead by example. The complexity of the
ecosystem in which they operate has shifted profoundly
— and with it, the risk of falling short: Boards need to
develop a common mindset in terms of vision, strategy
and behavioral execution. They must have a proactive
approach to challenges from the value chain, the
competitive environment or talent market, and they
need to be able to address regulatory developments and
changing stakeholder requirements. All of this defines a
company’s long-term success. Boards therefore need to
prioritize a well-founded understanding of the skills and
experiences their company needs and how to make the
best possible use of each board member’s individual
skills and strengths.

Box 1: According to OceanTomo, intangible assets
constituted about 92% of the S&P 500 companies’
market capitalization by the end of 2025, up from just
17% in 1975. Reputation, brand, culture, trust are not
“soft” factors but the decisive factors for a company’s
value and resilience, for which the Board is responsible.
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Developing an effective and efficient Board

The Board of Directors is the highest leadership level.
There is no one above as a sparring partner and no one
to step in when critical or difficult situations arise. This
means that Boards must find ways to challenge
themselves to stay on top of things. But how can this be
achieved?

It starts with having the right people at the right place at
the right time. This is easier said than done, as this group
of people with differing levels of seniority, experience
and character bears a high level of responsibility. But
typically, they do not know each other well on a
personal level and only meet a few times a year. Yet,
they need a high level of mutual trust to take landmark
decisions for their company. This can only be achieved in
a well-functioning collective, where each one is well-
prepared for meetings and ready to act flexibly and
efficiently when the situation requires, without ever
losing focus on the long-term.

A regular and structured review of the Board’s
performance, effectiveness, processes and Board culture
is a helpful instrument in addressing these challenges.
Assessments support Boards in staying aware of their
capabilities, identifying blind spots and ensuring they are
well equipped for the challenges ahead.

Unsurprisingly, stakeholder demand for regular Board
assessments is rising in parallel with increasing
expectations and challenges Boards are facing.
Regulatory requirements by FINMA have been requiring
banks and insurance companies to conduct Board
assessments regularly for quite some time, and the Swiss
Code of Best Practice in Corporate Governance
recommends having a structural assessment process in
place for the Board of Directors. Shareholders also have
repeatedly pointed out the importance of understanding
how the group of directors works together.

These high external expectations regarding the positive
impact of Board assessments are at odds with the
limited commitment of Boards in their assessment
processes (see Box 2). This divergence leads to a
reputational risk which unfolds at the latest in situations
of crisis or unexpected challenges, when the work of the
Board is coming into focus.
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Box 2: The SWIPRA AGM Analysis 2026 found that 73%
of the largest 100 Swiss Performance Index companies
reported that they conduct Board assessments, up from
58% a year ago. A Nasdagq survey revealed that 78% of
its global participants conduct Board evaluations, the
majority of which internally (Nasdaq Global Governance
Pulse 2026). Yet, more than half (51%) of directors
believe their Board is not sufficiently invested in the
process (PWC Annual Corporate Director Survey, 2025).

From Checkbox to Catalyst: What a Good
Assessment Actually Achieves

In Board reviews with clients, SWIPRA has been
observing that company-tailored assessments not only
support the Board in becoming more effective in working
together internally and with its senior leadership team
but also fostered a more forward-looking attitude within
the Board, streamlined and focused the agenda, created
trust and made Board processes more efficient. Such
tailored assessment may include:

e Reviewing Board composition and succession
Matching a company’s strategic needs to the current
skillset and expertise of the Board, identifying gaps,
and proactively addressing underperformance or
over-boarding while ensuring the Board has a
forward-looking talent pipeline.

o Defining and monitoring Board culture
Ensure that the boardroom is a place for constructive
discussion, allowing open challenges and genuine
constructive dissent, avoiding groupthink,
complacency, and dominance by a few.

o Developing Board practices
Assessing the flow of information from and to the
Board with respect to quality and time, the agenda-
setting and the follow-up on action items as well as
efficient committee work and committee interactions
with the Board.

¢ Improving management interaction and stakeholder
perception
Ensure a transparent, honest and pragmatic
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exchange between the Board and management,
including an open review of how the company is
perceived by and manages its key stakeholders.

Importantly, Board effectiveness is not static. The Board
and its practices must evolve with the markets, the
company’s businesses and main stakeholders. These
circumstances are distinct for every company. The most
effective assessments measure a Board against its
previous self, tracking progress and momentum over
successive review cycles. Benchmarking against peers
may be misleading at best, but likely trigger measures
that are not well-suited to the company itself.

The Internal Assessment

Most companies still rely primarily on self-evaluations.
Internal assessments are cost-effective, confidential and
familiar. However, empirical research is clear about their
structural limitations in producing the necessary and
sought for results (see Box 3).

Box 3: The SWIPRA AGM Analysis 2026 found that 83%
of the 100 largest Swiss-listed companies conduct
internal Board evaluations only. An analysis of FTSE 350
companies found that self-evaluations frequently fail to
produce actionable outcomes or any improvement in
Board working arrangements (Sobhan and Adegbite,
2021). Directors may not raise genuine concerns and
tend to score themselves and their peer board members
generously.

The External Assessment

Externally facilitated assessments can counter these
shortcomings when set up properly (see Box 4). A well-
chosen external facilitator brings three distinct
advantages:

1. Fresh, unbiased perspective
An outsider can present insights that directors
hesitate to raise internally, ask follow-up questions
that insiders might not think of, and develop themes
across individual conversations without being
constrained by internal cultural barriers.

2. Higher level of openness
Directors consistently report feeling more
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comfortable and thus being more open and honest
with an independent reviewer in a personal interview
setting than with a colleague, the chair or an internal
assessment body.

3. Rigor and reading between the lines
Experienced facilitators bring process discipline,
develop tailored questionnaires and have the ability
and experience to read between the lines to identify
issues that otherwise usually remain hidden
distractors.

There are commonly raised concerns about mandating
an external facilitator, many of them founded in
directors’ negative experiences during past assessments.
Yet, all these concerns can be alleviated if the
assessment process is set up properly:

The Concern The Solution
Conflict of Select a facilitator that cannot directly
interest benefit from the outcome of the

assessment; independence is empirically
linked to higher assessment quality.

Ousting of Board Improving the Board’s work and

members processes is the primary objective. A
well-designed assessment is content-
specific and people-impartial; necessary
changes in a Board’s composition may

be a result.
Off-the-shelf True value emerges from tailored,
questionnaire company-specific questions that address

the company’s current situation, the
Board's strategic context and friction

points.
"We have an Even highly functioning Boards benefit
open culture from a neutral intermediary — openness
already" within the group does not replace the

fresh perspective of an impartial
outsider.
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Assessments A Board assessment does not end with

have no impact the analysis of a survey or interviews.
Actionable take-aways, clear goals and a
follow-up process need to be
established to deliver tangible results
over time.

Box 4: Empirical research on FTSE 350 companies

confirms that the independence of the external facilitator

materially affects assessment quality (Sobhan and
Adegbite, 2021). Firms that engaged fully independent
facilitators achieved significantly higher scores on the
perceived quality of the evaluation process and received
more actionable improvement recommendations,
compared to firms that used non-independent or

relationship-connected advisors. This finding is crucial for

nomination committees when selecting a reviewer.

Disclosure as a Reputational Asset

In a world of increasing expectations regarding
transparency of a Board’s work and its composition,
explaining that the Board is continuously working on
itself sends an important signal internally as well as
externally (see Box 5):

e Employees are constantly assessed, and it is
understandable that they expect their leadership to
be assessed as well to stay authentic and
approachable. This will also help a company in
developing the important speaking-up culture.

e External stakeholders such as institutional
shareholders, proxy advisors and analysts
increasingly look beyond a simple statements of
compliance. Companies should consider proactively
disclosing additional details of their assessments to
improve investor and overall stakeholder
confidence. Their expectations are justified, since
the Board of Directors is the company’s and their
guardian of long-term value creation.
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SWIPRA

CORPORATE GOVERNANCE
SERVICES & DIALOGUE

Box 5: In a market where 92% of corporate value is
defined by intangible assets, communicating that
governance quality is not just a simple compliance-

exercise or for a report, but something substantive that is
taken seriously, is a strong reputational signal for a
company’s potential, resilience, employee and client

attractiveness.

Key Action Points for Nomination Committee

Chairs and Board Secretaries

e Audit your current process: Assess your current

assessment process as well as contents and

consider going a step further by developing an
evaluation concept that works over time and can

be benchmarked internally against previous
assessments.

e Prioritize facilitator independence. When

engaging an external partner, identify potential
conflicts of interest that may compromise the
objectivity of the process. Independence should

not only be a preference, but a necessity —
empirical evidence shows it materially affects
assessment quality.

Tailor the scope. The most valuable assessments
address topics the Board is currently navigating.
Work with the facilitator to build an assessment
around your company's specific strategic
challenges and avoid generic questionnaires or

relying on peer benchmarking.
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Treat disclosure as a strategic asset, not a
compliance burden. Your key stakeholders will
notice and reward this with increased trust in the
Board’s work and the result will be a higher overall
credibility of the company’s leadership.

Ensure accountability on action items. Boards
should build regular check-ins into the Board
calendar on their action items identified by the
assessment. Outcomes that are not tracked are
outcomes that are not achieved.

Anchor the assessment and your overall
governance efforts within reputation
management. With most of your company's value
tied to intangible assets — brand, culture, trust,
leadership credibility — Board quality and overall
governance are directly linked to a company’s
reputation. Frame a board assessment and your
governance framework not as formalities but as
tools for protecting and strengthening the
company's most valuable assets.

About SWIPRA Services

issues.

Contact

SWIPRA Services supports Boards of Directors with independent, customized assessments and coaching. We provide our
clients with practical advice taking into account relevant stakeholder opinions. Our aim is to make leadership teams more
effective and efficient, strengthen reputation and increase company value in the long term.

To further develop corporate governance in Switzerland, SWIPRA Services works with a high-level think tank consisting of
companies and institutional investors and conducts independent, representative studies. SWIPRA Services is also active in
education and management training as well as public relations work on corporate governance and stakeholder management

Barbara A. Heller, Managing Partner, T: +41 (0) 55 242 60 00, E: barbara.heller@swipra.ch, www.swipra.ch
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