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Executive Summary
• Consistency of ideas suggested for development across 

both groups is encouraging
• Difference in perception of the role of the Council but 

seen as something to build on and work through
• Key areas for the development plan could be

ü meeting agendas and papers, 
ü raising the profile of representing members and 

wider public engagement, 
ü more time for NEDs and governors together, 
ü more training and support for governors



Introduction
Project Scope

Charis Consultants Limited was contracted to:

• Design and deliver a governor development and induction
workshop which would

o Explore the key statutory duties of holding to 
account and representing members

o Clarify the distinctive roles of the Council (e.g. 
corporate body) and the Board (e.g. unitary board)

o Identify the strengths of the current Council and
areas for further development



Introduction
- commitment

Commitment – 130 hours in total – thank you!

Fri 13th November: 11.00am – 3.00pm – Governors workshop

Mon 23 November: 11.00am – 3.00pm – Governors workshop

26 governors across 2 workshops



The role of the board 
• promoting the success of the 

organisation
• role of non-executives and 

executives
• unitary board
• assurance
• Board effectiveness under the 

Well-Led Framework

The role of the council
• responsibilities under the Health & 

Social Act 2012
• how the governance structure 

works
• holding the non-executives to 

account
• representing the members and the 

wider public

Introduction 
- areas discussed

How the council relates to the board and vice versa
• one size doesn’t fit all and making boundaries work
• the role of the Chair
• the role of the led governor
• behaviours and values



Introduction
- getting the balance right

Membership
Council of 
Governors Chair Board of 

Directors
Operational 

services
Dialogue to and 
from community

Managing the 
business

Contributes views & 
ideas to improve patient 
care
Receives information
Elects governors
May stand as governors

Public Staff

Chairs both board 
and council

Day to day running 
of the business

Made up of Chair, 
CEO, Execs, NEDs

Works with the board of directors to 
ensure that the Trust delivers 
services that reflect the needs of the 
community
Involved in key decisions about 
future plans
Appoints Chair and NEDs
Approves CEO appointment

FT Governance Arrangements



Introduction
- the well-led board

Is there leadership 
capacity and capability 
to deliver high quality, 

sustainable care?

Is there a clear vision and 
credible strategy to 
deliver high quality, 
sustainable care to 

people and robust plans 
to deliver?

Is there a culture of high 
quality, sustainable care?

Are there clear 
responsibilities, roles 

and systems of 
accountability to support 

good governance and 
management?

Are services well-led?

Are there clear and 
effective processes for 
managing risks, issues 

and performance?

Is appropriate and 
accurate information 

being effectively 
processed, challenged 

and acted on?

Are the people who use 
the services, the public, 

staff and external 
partners engaged and 

involved to support high 
quality, sustainable 

services?

Are there robust systems 
and processes for 

learning, continuous 
improvement and 

innovation?



Accountability

Partnership Ambition 

Behaviours and values

Effective accountability is built on good positive relationships
Respect Compassion Fairness



Analysis of current views
» The FT model of governance (seesaw analogy)

– There was a very wide difference of view on where the Council 
currently sits on the ‘seesaw’

» Support and challenge (matrix)
– There was a very wide difference of view on where the Council 

currently sits on the support and challenge matrix.  Some governors 
see the lack of cohesiveness of the Council resulting in ‘abdication’.

– Most governors would like to see the CoG acting as a critical friend in 
future.  



Membership Operations

A. Here? C. Here?B. Here? D. Here?

Where are we now?

Majority of governors saw the CoG fulfilling their role at B
The perception of the Board was that the CoG further to the right at C/D.



Current view
High support

Low 
challenge

Supporters Club
“we’re here to support the 
board”

Critical friends
“we share everything –

good or bad”

High 
challenge

“We leave it to the 
professionals”
Abdicators

“We keep a very close 
eye on the board”

Adversaries
Low support



Further thoughts…..
» It was clear across both groups that there is concern about 

how to conduct debate and challenge without offending other 
governors or coming across as hostile to the Board

» Agreeing how to manage to conflict and disagreement within
the Council would be helpful

» Further work on living out the Trust’s behaviours and values 
would be helpful

» Reconsider meeting format and content, look again at Council 
reports

» Relationship building is key; with each other, with NEDs, with 
Mike as Chair

» Important for the Board to be open and transparent with the 
Council



Questions or ideas to consider
• How we challenge the NEDs without other governors thinking we are being

too challenging or critical?
• Building relationships within the CoG will help
• NEDs and COG getting to know each other better will help
• What about training/development/clarity for staff governor role?
• Refresh & revitalize work on representing members.  Greater focus on 

engagement (within the organisation as well as members and wider public) 
especially around system-wide issues and SHSC strategy.

• Continue to recognise the importance of ward/site visits etc.
• Time at CoG meetings to consider themes from such feedback
• More training on the well-led framework for governors and confidence 

building in asking assurance questions
• Refresh format of CoG agendas and look again at assurance reports
• Looking at skills & experience of existing governors

The makings of a plan…..



Appendices

Governor reflections in full



Reflections from governors 
(1)

» Actually part of the problem is that we are not all 
in one place on the see saw.

» I agree and that’s probably an area to work with 
going  forward

» There's a cultural and philosophical angle too; 
some council members think its disloyal to say 
anything challenging or critical.

» Quite diverse, difficulty achieving consensus, 
challenge is how we work together.  people are 
fixed in the position they want to take.  Role of 
induction to help people understand the role, and 
the resources available

»We want to be critical friend, and everyone to be 
on the same page.  Important to be in a position 
where board works with Council, being honest 
and open with Council.  Important to build 
relationships between council members, more 
time needed with time to discuss.  and 
opportunity to engage with members.

» Unity of council or lack of meant there was a 
sense of abdication

» Phased approach, need to keep close eye, 
adversarial in short term due to state of 
relationship.  strengthen lead governor role, 
sturdy lieutenants to support Terry

» I was elected governor - trust needs to facilitate 
support for me with my constituents to provide 
feedback mechanism

» definitely about strategy, national, ICS and Trust 
enables us to be clear what the priorities are for 
holding to account

»What about the possibility of some joint 
development work with NEDs?

» maximising representation also

» I think it would be helpful to understand more 
about ICS re: system strategy as it seems slightly 
shrouded in mystery.



Reflections from governors 
(2)

» Completely agree with discussing how we 
manage when there is disagreement

» how we organise and structure CoG meetings 
needs review

» I’m a new Gov’ - too soon to have an opinion 
leadership of the Board as there is a new 
Executive, and Chair.

» We need to work on our problem solving with 
some health care scenarios,

» Pre Meets for Governors 

» Mentors for new Governors

» We need accessible information to be presented 
rather than just data, some confidence building

» challenge of coming together, development 
sessions build relationships - develop relationship 
with Chair, Mike to attend in future, more 
improvement in reports aimed at Council to meet 
range of needs (acronyms, accessibility

» large group, chance to build relationships more, 
more breakout rooms in future for CoG meetings 
and development, how we challenge? 
motivations for becoming a governor, what’s 
appropriate? not single issues, more as whole 
how do we do that?.  written questions may 
help? mentoring for new governors

» culture of disrespect needs addressing, focus on 
trust values, why governors choose to become 
governors?

» confidence to ask questions, recognise difference 
in background and experience. scenario/case 
study for practice, information not data that is 
accessible.

» We could use the drama triangle from 
Transactional analysis to understand what 
happens when we disagree.  There are different 
perceptions of what happened last year


