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Multiemployer fund trustees, staff and professionals all 
need to come to board meetings well-prepared and ready 

to tackle fund-related issues.
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Conducting effective and efficient board of trustees 
meetings is among the most important activities for 
multiemployer fund trustees, fund staff and fund 
professionals. Board meetings are where decisions 

are formally made and where trustees must actively demon-
strate their stewardship of the fund. 

Because of the infrequency of board meetings at most 
funds, meeting preparation is extremely important, particu-
larly if trustees wish to make progress on the fund-related 
issues that are important to them. This article discusses the 
process of preparing for a board meeting from the perspec-
tive of those who are central to fund operations, including 
trustees, fund staff and fund professionals. 

Creating the Agenda
The agenda is the first document that should be drafted 

and circulated when preparing for a trustees meeting. The 
fund administrator typically is in the best position to prepare 
the agenda. When preparing the agenda, the administrator 
should review the last meeting agenda, the business that was 
conducted since the last meeting, including any subcom-
mittee activities, and any new business that needs to be ad-
dressed at the upcoming meeting. 

In drafting the agenda, the administrator should first re-
view the fund trust agreement, as some trust agreements con-
tain the order of business for board meetings. Otherwise, the 
order of business should generally be consistent from meet-
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ing to meeting. The International Foun-
dation of Employee Benefit Plans has 
sample agendas that an administrator 
can look to when drafting agendas, but 
in general an agenda should include at 
least the following items:

• Call to order; determination of 
whether a quorum is present

• Special issues: Election of offi-
cers, appointment of new trust-
ees, announcement of committee 
assignments

• Approval of previous meeting 
minutes

• Fund administrator’s report
• Formal committee reports
• Ad hoc committee reports
• Investment report
• Fund consultant’s report
• Fund counsel’s report
• Fund auditor’s report.
Ultimately, once the agenda is final-

ized (which should not happen until 
after the pre-board professionals meet-
ing, discussed below), the administra-
tor should prepare a meeting book 
that is distributed electronically or in 

hard copy before the board meeting. 
The meeting book should contain all 
relevant reports and other supporting 
documents for each item on the agen-
da. The book should be sent out with 
enough advance time for trustees and 
the fund professionals to review and 
analyze the issues to be considered at 
the meeting (e.g., five to ten business 
days before the meeting). The meeting 
book should include, at a minimum:

• Agenda
• Minutes of previous board of 

trustees meeting, for approval
• Minutes of executive session(s) 

of previous board of trustees 
meeting, for approval

• An accumulation of reports since 
the last meeting, organized by 
agenda item

• Reports/minutes from each sub-
committee

• Reports from the following fund 
professionals:
—Auditor/accountant
—Consultant(s) and actuary
—Counsel

—Investment consultant and in-
vestment managers.

• Report from the fund adminis-
trator, including, in particular, 
financial results and other fund 
administration activities since 
the last meeting.

Pre-Board Meeting for  
Professionals and Fund Staff

An effective and efficient board of 
trustees meeting requires that there 
be an open, free exchange of informa-
tion and ideas and that there be no 
surprises or new proposals without ad-
equate supporting information. To help 
achieve those goals, the authors think 
it is imperative that the administrator 
schedule a pre-board meeting with all 
of the fund professionals and key fund 
staff (which may include only the fund 
administrator). The professionals pre-
board meeting should be attended by 
fund counsel, the fund consultant(s) 
and the fund administrator. If there are 
material investment and/or audit issues 
to be considered at the board meeting, 
the investment consultant and/or fund 
auditor should also attend. If there are 
other special projects that require input 
from other professionals, such as com-
puter system issues or legal issues that 
the regular fund counsel is not handling, 
the professional who is primarily help-
ing with the project should also attend. 

The primary purpose of the pre-
board professionals meeting is to discuss 
the agenda and ensure that the trustees 
will have all of the information they need 
to make carefully considered decisions 
on all items that will be discussed at the 
meeting. This type of meeting helps each 
of the fund professionals deliver infor-
mation to the trustees more effectively 
and efficiently. 
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The meeting also gives this group the opportunity to share 
information and establish roles and responsibility for the 
presentation of each item on the agenda, which helps board 
meetings go smoothly. If there is an issue that requires input 
from more than one of the fund professionals, the profes-
sionals should discuss the issue at the pre-board meeting and 
decide how best to present the item to the trustees. Unless 
there is a real difference of opinion on an issue, the presenta-
tion of these types of issues at the full board meeting should 
be led by one professional. 

And in the event there is a difference of opinion on an 
issue, the pre-board meeting is an opportunity for the pro-
fessionals to iron out or resolve their views. In the authors’ 
experience, waiting until the board meeting to have the first 
real discussion of disputed items hinders the trustees’ ability 
to make good decisions and usually results in either an un-
necessary delay in decision making or, worse, a disagreement 
that can be resolved only through arbitration. The authors 
have found it is much more effective for disputed issues to be 
discussed by and among the fund professionals and trustees 
before the board meeting so that each side fully understands 
the issue when it comes time to make a decision. The pre-
board professionals meeting is among the most important 
steps in preparing for a board meeting.

Trustee Preparation for Board Meetings
To be effective stewards of the fund they are serving, trust-

ees must take the time to fully prepare for each board meet-
ing. Before the meeting, trustees must, at a minimum, review 
the meeting book. But trustee preparation ideally should go 
beyond this first step. 

Trustees should strongly consider having separate pre-
board meetings with their respective union or employer 
trustees. If the fund has co-counsel that is separately se-
lected by the union and employer trustees, each set of trust-
ees should have its own co-counsel present at its respective 
pre-board meeting. Co-counsel should walk each group of 
trustees through the agenda, highlighting the key issues and 
relaying any other perspectives or information gathered at 
the pre-board professionals meeting.

This type of preparation allows each trustee to think deep-
ly about issues before the board meeting itself, which can 
only improve decision making and overall outcomes. It also 
allows trustees to prepare for discussion of controversial or 
disputed items and to consider possible alternative solutions 

in advance. So, like the pre-board professionals meeting, the 
pre-board trustees meeting helps trustees avoid surprises.

Although the issues to be considered at each meeting will 
be different, the trustees (and co-counsel) should discuss at 
least the following topics at a pre-board meeting:

• Any proposed investment-related decisions
• Any benefit claims or appeals that will be considered at 

the meeting
• Any ongoing litigation, routine and otherwise
• Any new or ongoing special projects
• Any strategic plans or new proposals the trustees may 

wish to raise at the meeting
• All items that are controversial or expected to be dis-

puted among the trustees
• For a pension fund, any actuarial or funding-related 

issues 
• For a welfare fund, any ongoing subrogation matters.

Meetings of Board Subcommittees
Many boards of trustees appoint subcommittees for cer-

tain aspects of the fund operations including, in particular, 
investments, claims and appeals, and collections/delinquen-
cies. The fund trust agreement should spell out whether and 
how subcommittees can be used and how trustees are ap-

trustee meetings

takeaways
•  An agenda and meeting book with reports and documents support-

ing each agenda item should be sent to trustees and fund profes-
sionals either electronically or in hard copy five to ten business 
days before the meeting.

•  The administrator should schedule a pre-board meeting of fund 
professionals and key fund staff to avoid surprises or proposals 
without adequate supporting information and to iron out differ-
ences of opinion.

•  To prepare for the board meeting, trustees should review the meet-
ing book, at the very least, and may want to have a separate pre-
board meeting with their respective union or employer trustees.

•  A substantial portion of fund business can be carried out by sub-
committees, which can meet more often than the full board and 
focus on issues they oversee.

•  New trustees should be given an overview of how the fund oper-
ates, important players, how board meetings are run and current 
issues.
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pointed to subcommittees. The use of subcommittees can 
make it much easier to prepare for full board meetings.

A substantial portion of the fund business can be carried 
out appropriately at the subcommittee level. Because of their 
smaller size and singular focus, subcommittees can meet 
more frequently and get further into depth on the issues they 
oversee. With respect to those areas that require decisions 
to be made in between board meetings (e.g., investments, 
claims and appeals, and collections/delinquencies), the use 
of subcommittees is often necessary. 

Before each full board meeting, each subcommittee should 
provide a report of its activities since the last board of trust-
ees meeting. This can be accomplished by providing minutes 
of the subcommittee meetings. The appropriate fund profes-
sionals should then review subcommittee reports or minutes 
before those reports or minutes are reviewed or approved at 
the full board meeting. The fund investment consultant, for 
example, should review any report from an investment sub-
committee, and the fund counsel should review any report or 
minutes of a claim or appeal subcommittee.

If the fund has an executive committee, the executive com-
mittee should, of course, meet before the full board meeting. 
The executive committee meeting ideally should take place 
before all of the pre-board meetings so that the executive 
committee activities and decisions can be fully considered by 
everyone when preparing for the full board meeting. 

Preparing New Trustees for Board Meetings
There are special considerations for new trustees. Before 

a trustee’s first meeting, either the fund administrator, fund 
counsel or, ideally, both should conduct an orientation ses-
sion. The trustee should be given an overview of how the 
fund operates, who the players are, how board meetings 
typically are run and the key current issues that the fund and 
board of trustees are dealing with. The trustee should also be 
given training on the Employee Retirement Income Security 
Act fiduciary duties, conflict-of-interest principles and pro-
hibited transaction rules, as well as an overview of the other 
laws that apply to the fund and trustee activities. The fund 
administrator or counsel should provide the new trustee 
with copies of all of the fund policies and procedures as well 

as copies of the fund operative documents including the trust 
agreement, plan document and summary plan description. 
Finally, regardless of whether the fund has a trustee educa-
tion policy, the new trustee should be encouraged to attend 
one or more outside educational sessions (such as those put 
on by the International Foundation) as soon as possible after 
becoming a trustee and on a regular basis in future years.  
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