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“Developing Members and Governors” 
 
An Annotated Presentation by Andrew Craig to a First Wave Foundation 

Trust Governance Leads Meeting held at Peterborough: 10 February 
2004 

 

1. Title slide 
 

Developing Members and 
Governors
Andrew Craig 

The Moore Adamson Craig Partnership
February 2004

The Moore Adamson Craig Partnership LLP (MAC) is a specialist user 
involvement, research and collaboration consultancy comprising Valerie 
Moore, Colin Adamson and Andrew Craig.  The MAC website has more 
details about our backgrounds and activities:  www.mooreadamsoncraig.co.uk

2. “Help! Get me out of here: I’m a Governance Lead” 
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“Help! Get me out of here: I’m a 
Governance Lead”

• Masters of your own learning 
• Define general objectives from constitution and 

national guidance
• Use external parallels and comparators to fill in detail 
• Design relations with membership community to be

– Informative
– Developmental
– Cost-effective

You may be a celebrity around your Trust, but unlike the ones in the jungle 
you don’t have the option of leaving the set.  Survival is the name of the 
game.  To do that, governance leads in 1st wave Foundation Trusts have to 
act smart and move fast if they are to achieve well within the punishingly tight 
timescales they are working to.   
 
To “act smart” you need to be masters of your own learning. Learning to 
learn from others - especially from outside of healthcare and certainly outside 
the NHS - is crucial.  So is knowing who knows something worth knowing, so 
that you don’t waste time and can “move fast” towards your objectives.   
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When it comes to fundamental change and major re-engineering, there is an 
overload of data and a scarcity of knowledge. “Heavy on theory and light 
on practice” marks out a lot of the literature about user and public involvement 
and you can get bogged down trying to cover it all. Ian Kennedy at CHAI talks 
about needing “intelligent information”.  Foundation Trusts will need a lot of 
it too.   
 
No one knows best, so borrowing, with acknowledgement, adapting, testing 
and modifying is going to happen frequently. One way to do this in order to 
get the lay roles of Member and Governor right first time is to use parallels 
and comparators. The NHS has little or no experience in this area. What it 
does have relates to NEDs on NHS Boards and is of limited use for Members 
and Governors, though some will become NEDs in time.  Looking to see what 
voluntary bodies (charities and NGOs) do to develop their members and 
trustees can help, as can looking at governance arrangements in not-for-
profit companies and mutual societies.

The FT constitution should provide a basis for defining objectives which can 
be doubled checked against national guidance. Foundation Trusts will be 
more similar than they are different, but it is not a question of “one size fits 
all”.   Using external scrutiny at key stages is useful in helping to decide that 
your governance arrangements are fit for purpose.  If they aren’t, you don’t 
want to hear that message for the first time from the Independent Regulator! 
 
Relationships with the membership community should work for you all the 
time.  They will if you plan your communications programme to be 
informative and developmental (once you have worked out what peoples’ 
development needs are).  Some of the best patient and public involvement 
strategies we have seen are integrated with the Trust’s or PCT’s 
communications strategy.   
 
There are a number of cost-effective ways to communicate with a 
membership community of many thousands – interactive websites, email 
newsletters, text messaging.   “Whatever works” is a good stratagem, 
provided it’s affordable. Of course, you must always remember that some 
parts of your community will never be able to access these and other 
arrangements particular to their circumstances will be required.  But we have 
been struck when training lay representatives at how many do have electronic 
access or could get it if they needed to through libraries, day centres, schools, 
and other community facilities.  
 

http://www.mooreadamsoncraig.co.uk/
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3. Development Strategy for Lay Members and Governors 
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Development Strategy for Lay 
Members and Governors

• Occupational mapping >>> standard setting
• Job Definition & Role analysis >>> core 

competencies
• Promote sense of accountability 
• General + specific performance standards
• Pathways >>> learning progression 
• User-driven, open-learning, self-assessed 
• Bespoke + generic training modules
• Social capital and community paybacks

This slide is about our thoughts on what makes up a robust strategy. Even 
though it is not paid work, think about the work Members and particularly 
Governors will do as an “occupation”.  This will help you and your new 
participants start the process of identifying roles, competencies, knowledge, 
skills and attitudes which can be incorporated into training programmes.  The 
standard setting which comes out of occupational mapping precedes 
training. Training in isolation can be unbalanced and fail to address the 
participants’ and the organisation’s real needs and end up costing valuable 
time and resources.  
 
Analysing the various roles Members and especially Governors will undertake 
will suggest the competencies they require to perform their roles with 
confidence and effectiveness.  Time taken to align role analysis and 
competency is time well spent.  
 
Going through the above process is good grounding for everything which 
comes afterwards in terms of training and development.  It also helps 
participants and organisations develop a sense of accountability. 
Performance in a role without accountability is pointless.  
 
There will be both general and specific performance standards, since not 
all Governors will do everything.  The same applies to competencies: not 
everyone needs to be competent in all roles. But everyone must understand 
the limits of their competence, so they don’t find themselves in situations for 
which they are not properly prepared.  In this sense, competency means the 
same thing for a lay Governor as it does for a staff nurse working for the Trust 
- both need to know where their competence limit is, so they don’t take on 
things for which they are not able to be accountable.  The corollary, of course, 
is that development into new competency areas then becomes a logical 
process because the individual can plan where they want to go in terms of 
what competencies will be needed and then identify, with help from the Trust, 
what they need to learn in terms of knowledge and skills to get there.   
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Training and development should lead somewhere. Each stage of it should be 
part of a describable journey. Participants should understand and accept 
that they are following a pathway. Their learning process should be 
progressive, in the sense that it builds on preceding parts.  It should also be 
user-driven, self-assessed and have a format that is accessible and 
flexible. MAC thinks open learning (the newer name for “distance learning”) 
is ideal for this purpose, especially for large groups such as Members. 
Smaller groups of Governors can supplement open learning by group training 
activities.  
 
Because each Trust is unique, training should be bespoke, but it will also 
have many generic elements since all Foundation Trusts will have strong 
similarities in governance arrangements.  Foundation Trusts learning from 
each other when and how they need to will be important.  It is also very likely 
that networks or more formal associations of Members and Governors will be 
established linking Trusts together.  Generic training material may be 
generated that way.  
 
The ultimate beneficiary of training and development for your Members and 
Governors is not the Trust itself, but the wider community - that is part of the 
Foundation Trust existing for “public benefit”. Members and Governors who 
have been developed by participating in governance roles with the Foundation 
Trust should be able to contribute to the stock of social capital in their 
communities. Their contributions should continue once they have served their 
terms with the Trust as an important “community payback”. Your training 
and development strategy should have that as an end point.

4. What does M-A-C bring to the table? 
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What does M-A-C bring to the 
table?

• Local practical experience of
• forming
• training
• supporting 
user representative groups

• National research, events, products
• Pilot Patients’ Forums recruitment
• Stronger Voice in Health research for NCC
• Distance learning programme for NHS Wales

We practice what we preach.  We know what being a lay or user 
representative feels like. We know what being a manager of user 
participation initiatives feels like. All of the principal partners have been 
both in their time. You need both perspectives for successful participation.  
 
We have hands on experience from setting up, developing members and 
supporting lay representative groups in health and social care and other 
public services.  We have undertaken national research and local studies to 
identify the experiences and perceptions of lay people involved in 
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representative groups and those who organise them.  The Pilot Patients’ 
Forums study of recruitment experiences and the piloting of Stronger Voice In 
Health versions for the National Consumer Council have strongly influenced 
our messages for FT Governance Leads about successful user involvement.    
 
The work we are completing for the NHS in Wales about open learning 
training programmes for lay members operating the independent tier of the 
complaints system gives us current knowledge of designing and delivering 
such products on a collaborative basis.  
 

5. Successful participation 
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Successful participation
• Value-based approach includes

• Respect for those participating
• Proportionality and specificity
• Grass roots agenda-making
• “Penalty-free” participation

• Needs discovery is user-led
• Avoid the risk of “Exhausting the few -

excluding the many” 

Our experience suggests that a value-based approach to participation works 
best, provided that it is understood and supported by all.   The guiding 
principle of this is not the Trust’s beliefs about itself, but respect for those 
invited to participate. With this must go proportionality (i.e. what lay 
members and governors do must reflect their capacity and competency) and 
specificity (ie  they have real roles to fulfil and aren’t around just for 
decoration).  
 
Part of respecting those who participate is moving agenda-setting down to 
the grass roots rather than imposing it from on high.  The FT will still get its 
essential work done if it does this and it will get many other beneficial things 
done as well because it will be simultaneously building a strong membership 
community.  This doesn’t mean that everything lay participants say or want is 
automatically correct, desirable, feasible or affordable.  But you need to find 
out where people want to start and then use that as a departure point from 
which to travel along a learning pathway.   
 
Participation must be penalty-free for lay people. “Lay time”, just like your 
time, has alternative uses and therefore “value”.  Appreciating this has 
implications for when and where meetings are held, for instance:  

• can people with caring responsibilities get there? (rarely before 11 am 
and not much after 3 pm in our experience);  

• will those who work have to take time off? (we found that few if any will 
be able to);  

• is the public transport suitable?  (if not, be prepared to reimburse taxi 
fares in cash or many people won’t both to come a second time).   
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These may sound like small details, but we found that real and perceived 
barriers to participation were major issues for many participants and posed 
some of the biggest risks to sustainable lay involvement.  There is no reason 
why these barriers cannot be identified and “planned” out of the way now. 

Another characteristic of successful participation is how needs are identified. 
Discovering the needs of participants should be a process which users 
themselves lead as part of following a pathway.  Without this, there will be 
much less sense of ownership of any training programme which tries to base 
itself on users’ needs.  
 
Organisers have an understandable desire to get the initiative “up and 
running” as soon as possible and there is considerable pressure from the top 
to do this.  But they must recognise an inherent risk, namely exhausting the 
few (the people you can depend on to turn up and to do the work) and, 
however unintentionally, excluding the many. Involvement in Foundation 
Trusts is going to be a continuing process.  There will be a natural “churn” as 
some participants leave and more come into the process. There will have to 
be elections annually for a portion of the Governors and the process of 
attracting new Members will be continuous.  That should generate enough 
momentum to avoid everything falling on the shoulders of  the trusted few. 

6. Successful Management of Participation 
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Successful Management of 
Participation

• Checking resources and networks 
available to participants - often

• Making sure development process
• Identifies/adapts generic training
• Facilitates attendances
• Evaluates learning experiences

• “Using both ends of the telescope”
• “No failure, only feedback”

We’ve identified some hallmarks of successful participation management.  
They are common sense, but surprisingly easy to overlook when under 
pressure “to deliver.” 
 
The first is check early and often that the resources and networks you think 
are available to participants are actually in place and are being used.    
 
There are some characteristics of the development process for successful 
lay participation that also need your attention. There should be a positive 
answer to these questions:- 
 

• Has it identified and adapted generic training to meet our local 
needs? 

• Does it facilitate attendances by the lay participants? 
• Is it evaluating everyone’s learning experiences as we go along?  
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These are “killer questions”.  If an answer is “not sure” or “probably not”, then 
alarm bells should be ringing and someone should be taking action to deal 
with the problem.  
 
Remember that successful organisers of participation know how to use both 
ends of the telescope: the distant “big picture”, but also the close up “fine 
detail”.  The two perspectives should be from the same reality.   
 
But even if things haven’t worked out as intended, remember that in the “soft 
science” of lay participation there is “no failure, only feedback” from which 
we learn how to do it better the next time.

7. From research to process - participants’ experiences 
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From research to process –
participants’ experiences

A 7 Step Process
• Direct marketing and advertising
• Local promotion
• Collate and record responses
• Targeted approaches
• Training and development
• Choices
• Expectation and reality check

When we studied the experiences of “recruiters and recruited” for the Pilot 
Patients’ Forums, we found that where participation initiatives had been 
successful, the participants had experienced what we called a “7 stage 
process”.  They might not have known it at the time, but in retrospect it was 
coherent and effective.  We have described the learning from this study in 
more detail in the printed packs and it is on our website.  
 
First wave Foundation Trusts will be engaged in something like this at the 
moment to attract Members and potential Governors.   
 
I want to call your attention to the last three elements of the process: 
 

Training and development - this was one of the biggest incentives to 
people becoming involved.  They wanted training and recognised it as 
a “good” in itself. The more successful pilot Forums were the ones 
offering training from the outset, indeed “taster training” was often 
part of their recruitment process.  
 
Choices - lay participants wanted choices about participating and 
valued being offered a choice of different ways to become involved and 
stay involved.  One size definitely did not fit all. Choices for your 
Members, the largest group you will be dealing with, are important.  
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Expectation and reality check -  talking with people about whether 
their expectations were matching the reality of their experiences 
before and after joining was very important and helped to determine 
whether they perceived the joining process to be successful.  It is 
deceptively easy for enthusiastic organisers to convince themselves 
that everything is fine because it looks OK from their perspective.  The 
reality check from the participants’ perspective may be quite 
different, but you will never find this out if no one takes enough time to 
talk to them about this.  

 

8. Starting from scratch - a training development scenario 
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Starting from scratch – a training 
development scenario

Open learning for lay members handling 
complaints in Wales

• Participants’ training needs questionnaire
• Matched with occupational map + role analysis
• Profiled competency elements for each lay role
• Four open-learning modules created
• Piloted and evaluated with user network
• Finished within 4 months
• To be reviewed after 12 months use 

This slide is about how we are putting our own learning into practice in a 
current project for the Welsh Assembly Government to create an open 
learning programme for lay people who will run the second tier NHS 
complaints procedure in Wales.  
 
The slide describes the stages of the process we are following.  This process 
is similar to what we would recommend for anyone setting out to devise a 
training and development programme for Foundation Trust Members and 
Governors.  
 

10.  Final Slide – Contact details for  M-A-C 
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The Moore Adamson Craig 
Partnership

You can reach us at

www.mooreadamsoncraig.co.uk
andrew@mooreadamsoncraig.co.uk

Tel/Fax: 020 8675 4653
“Support and Learning for the Lay 

Contribution”
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