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PISEIUSSION NOTES OX THE RELATIONSHINS BETWEEN CON\ZIUNITY HEALTH COUNCILS,
SEERETARIES, -OTHER CHC STAFr AND THE: REGIONAL HEALTH AUTHORITY

INTRODUCTION

Community Health Councils are 2 relatively new concept. They first .
appeared in an internal DESS paper in 1971, saw the light of day in
Section'9(4) of the Natiomal*Hea2lth Service Re-organisation Act 1973,

and came into being on ISt Abril 1974

Under the-Aets Régulations were made defining the statutory functioms,
cozposition, rights znd duties of CHCs (the National Healtﬁ Service
(Comnunity Hezlth Councils) Regulstions Ko 2217 of 1973). Each Ragionzl
Eealth Authority was designated as the '"estzblishing authority" for CHCs
within its territorial bouncaries and was chzrgedginter-alis with

responsibility for appoirting 2 person "accepiable to the Courncil™ to

act as Secretary and 2lss ZOoxr zppoianting any other stafi that the RHEHA
"is sztisfied m2y be mecessary". @ CHC staif 2re tkerefore emploved by

the EHA; they 2re subject tc and bezmeiit from 211 the szme te
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are-not responsiblevsfor raisine Tunds E@spaw EheaY staff or finance
their activities znd in a lezal sense 2re not the employer of stzff

l1though they do have the same general obligztions a2s an erxployer to

]

i the existing employsent legislation.

o

cenxorm 6 the "'spirit

In such 2 coxmplicated set of relationships it is essentizl that there

o

should be 2 very clear understzndizg of the role of the Secretary vis
vis the Chairman and Council, a2s vell as the relationship between the
RHA zrd the CHC on the ore hand, and the RHA znd CHC Secretary on the
othexr. - It is an =ppropriate time s aew ChCs are settling in, some with
pew Secretaries and many with new Chairmen, to discuss these roles sand

relationships in more detail.

*Copies of the Disciplipnary Appezls, and Erievance Procedures applicable

to 2HS4 ex-ployees are held in each CEC Q@ffice.
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CHC

SECRETARY - HHA RCLATIONSHIP

1)

The Recle of the RHA

The RHA has a duel responsibility &s the eoployer of the Secretary

and as the establishing 2utheoratyetor CHEs.  As “he employer of CHC
Secretaries the RHA nmust copply with 211 the relevant enployment
legislation, terms and conditions of service, and negotiated agreements.
It should also offer support, guidance and advice, maintaining the
closest possible contact with Secretaries on an individual and
collective basis so as to assist thes in developing their full

potentizal.

In its role zs the estzblishi autkority the RHA is responsible

t
"m

for determining the level of funds which it agrees pay reasonably
be incurred by each Council ard for the provision of the other
resources it corsiders are needed to enzble the CHC to carry out

ar

“

its functions. This ent2ils mzkin acgepents for the acquisition

n

cozpetent skilled Secretaries
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RHA
alloczation of =2 bucdget, the 2 iptment of ‘a full complement of

{

nenbers. The RHA has zalso bee: reparecd to make zvailable +he
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Teésources ox its own training, press znd public relations, legzl

and ‘certzin other specizlised services when requested.

In mzpny respect the roles of employer znd establishing authority

2re coxplementary and generally spezking there is no reazson wihy

ihey should conflict.  The RHA bos the duty to do all it can,

within availzbile resources, to enable CHCs to function as eifectively
2s possible, and this in turn necessitzazes EHat CHC staff. who are

RHA employees, should be heiped to develop their skills to the

fullest extent. It also irplies a responsibility for naking certain -
through regular contact with Secretaries, and with Chairmen - that

the relationship between Secretaries a2nd their CHCs progresses

satisfactorily.

However, in the cazse of differences or disagreement between 2
Secretary 2nd his or bher Council there can be complications and
these may be serious where it becomes recessary to invoke forwal
procedures. This is discussed ip more depth after the following
sections dezlting with the role of the CHC Secretary and Chairmen

and their relstionship.
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ii)

The Role of 1he CHC Secretary

Inithis Region the job deéescraptaonsof Seécretaries are virtually,
identical and ap example is enclosed at Appendix A. In generzl
terms.Secretaries dre sequired to provide administrative =pd clerical
support to thear CEC"FEEev=we saccountable to the full Councils 2nd

report to the CHC-Chairman.

A Secretary's job does pot fit neatly into a nine-to-five office
routine. Most have evening znd sometimes,weekend commitments
connected with the CHC. In addition to attendirng Council neetings
their duties may include servicing working groups, accomparnying
members on visits, going to meetings of the DHA, spezking to groups
in the commuanity, 2ttending conferences and seminars, giving tzlks
to NHS staif or students, and meeting patients or their friends or

relzatives who m2y not be able to get to the office or cannot do so

during norezl office hours. VWhen a District is fzced with 2 particular

issue or controversy 2nd a2 time limit is irposed for resporse e.g.

in the czse of =z change in use oi prepises, a2 clcosure, or substzarptizl
variatioa in service, it Las been necessary for Secretaries to work
in excesSaat T hery ‘cantroeted hours of service. - However, ithe RHA

Lzs-not been prepzred to mzke additional resources availzble to
enzble thes to be paid overtime. Secretaries are therefore expected
to tzke tiepe oOoff in lieu of additional hours worked and it is

ocal arrzngements should enable them to do so and
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should take account of the fact that with a staff of only two
vholetime eguivalents per CHC the 2bsence of the CHC Secretary
duriag normzl office hours can itself create problems since it

ipevitzbly places an zdéditional burden on the Assistant(s).

Tne Secretary rust be efficient in managing the CHC office, budget,
keeping minutes of meetings, and producing papers and inforration
that may be required by members. This side of the work cannot be
neglected znd it is important for members to recognise the npzny
depands on Secretaries and the limited secretarial/clericzal

SEpPpUrttats thedrdisvosal.




In addition to thecir essential administrative duties, most of which
are prescribed by Regulations, Sccretaries are required to produce

ideas and take initiatives. However, it is incumbent on them to
ensure that they have the support of their members in all such
activities. A good understanding must exist between the Secretary,

Chairpan and members for this to happen.

The job may therefore be divided into two parts: those cduties in respect
of which Secretazries work within clearly defined parameters and
act as the '"servant" or "agent", of tke Council, and others in

which they may initiate ideas for their member's consideration.

iii) The Role of Chairman

There are readily identifiable lines of demarcation between the
functions of the Secretary and Chairman. It will have been noted
from the job description that the Secretary is clearly responsible
for the dazy-to-day administration of the CHC's wgrk Seits office;
and for the supervision, within their terms znd conditions of RHA

embloyrment; of za2ny other CHC Stafd.

Wkile Cbzirmen are not involved in day-to-day zdministrative matters,
which are the clear responsibility of the Secretary, they have 2
responsibility for the effective functioning of the CHC and need to

be kept fully in touch on the progress of CHC business znd on all
matters of substance which zre likely to be the subject of concideration
by the Council, or upon which they may be approached independently

as Chairmen.

In some of their activities - sexwvicing the Council providing
information and advice, dealing with correspondence and enguiries
and complaints - Secretaries will have 2 clear mandate Sstemming
from a decision of the Council, from legislation, or established
-Practice. However, in others they may need to seek the support and
euthority of the Council, and where this is necessary between
meetings, or in cases where the Council's formal directianiis pot
essential, the Secretary may require the Chairman's approval of a

course of action. Chairmen therefore bave the duty and authority
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Care should be taken by both parties throughout the relationship

nat to permit the roles to becomeaconfused. "hilst a Chairman will

paturally take an interest in the Secretzry's performance and will
wish to be satisfied that Council business is beipg properly and
promptly ettended to, this should not become intrusive. Conversely
Secretaries should be on their guard against assuming the status of

a CHC member and at all times demonstrate a proper understanding of

their role amd status as the officer of the Counciy:

WHEN DIFPTICULYTES® ARISE

Happily the occasions when difficulties hﬁve arisen in the relationship
between a2 CHC and its Secretary have been very few and far between.

When problems have been encountered they have mostly been tackled locally
in an amicable and sensible way and difficulties have been resolved znd
not left to fester. As has been shown, the nature of the relatiornship

is such that putual trust is essentizl and once dzmaged such trust is
very difficult.to repair. s Fhe emphasis.must thereiore be placed on
prevertion, but where thié fails and difficulties do occur they -are best
dealc with locelly and 2s gquickly, it fozmelly and privately bs pobssibile.
The active involvement of Regional o6fficers before any zttempt bhas been
rade to resolve a problem locally is likely‘to be counter-productive
since it may immediately assume a sigmificance which will mzke it harder
to reach a solution. However, when unresolved local differences zre
leading to difficulties the RHA is willing to give whatever help it can,
eithe; to the Chairman or the Secretary. Such assistance might range
from advising on further local initiatives to resolve the problems or
that the approach should be disclosed to the other pzrty with 2 view to
moving to a stage of informzl three-party talks between the Chairman,
Secretary and relevant RHA officers. Where this becomes pecessary it

nay often be desirable to irvolve the Vice-Chairpman 2s well.

CHC Secretaries, whose jobs are their livelihood, sre in 2n isolated
position if problems develop in tke relationship with the Chairman or
the CHC, or in circumstences where a Council has fesiled to follow properly
giver advice. The help of RHA officers in these circumstances can be

supportive, or indeed point to alternative or better ways of dealing

with any given situation.
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In the interest of Community Health Councils, there is no better solution

than to settle differenceés locally, wiih, if necessary, the advice ard
guidznce of the RHA, moving on in case of continuing difficulty to a

three-party informal discussion.

FAILURE TO RESOLVE DIFFICULTIES INFORMALLY

If, after a2ll these steps have been taken, serious problems still remain
znd there is a2 possibility of disciplinary action against the Secretanv;

the Region's formazl procecdures nust be invoked.

The existing Disciplinary and Appeals Procedures are to be the sﬁbject
of discussion and re-negotiation over the coming months. When they are
agréed, appropriate arrangements will be made to ensure that they are
fully understood by 2ll the parties concerned (CEC Chairmen, Secretaries,
and Regional officers). For the present therefore it would not be
appropriate to a2ttempt to develop this document much beyond an_ informal
stage. However, there is one point which can be made concerning the
possibility of criticiss beiag directed at the Secretary duriﬁg CHC
seetings. Chzirmen zre strongly zdvised tkat no form of 'no confidence"
zotion should be'accepted by them or zdopted. In the event of such a

g orders should provide for it to be accepted only in
extreme czses 2s az notice of motion for a future meeting. This will
21low time for reflection and consideration, for the Chairman to seek
ezrly advice from the RHA, and the Secretary to obtain advice from the
RHA z2rnd/or trade union concerned.' There are no circumstances in which
anyAstaif disciplinary matter should be discussed by a CHC other than
efter the passing of a2 formal motion under the Public Bodies (Admission
to Xeetings) Act to exclude the public and place members under a2 legal
obligation to maintain confidence. The legal position of the RHA znd
Secretary in employment terms must always be borne in mind and in this
context CHCs must conduct tkeir affairs in a way that is coasistent with

the RHA's Disciplinary and Appeals Procedures. A very close liaison

should be mairtained with Regional officers at all stages.
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THE POSITIOR OF ASSISTANTS AND OTHER CHC STAFF

It is also necessary to consider some of the speccial features relating
to the employment of Assistants and other CHC siaff. In common with CHC
Secretaries, they are enployed by the RHA and are subject to the same
terms of employment and negotiated agreements as apply to other RHA
staff. Assistants' job descriptioms vary but in all cases they are
accountable and report to the CHC Secretary who is responsible foxr
moritoring their performance and ensuring observation of the terms and
conditions of employment. There is no direct relationship between the
CHC or CHC Chairman and the CHC Assistant in the way that there is with
the CHC Secretary. Although there may irequently be occasions when CHC
Assistants deal directly with the Chairman or CHC nembers, they do so as
rart of the duties delegated to them by the 'Secretary. It follows
therefore that if difficulties do arise they should be resolved in the
first instance between the Secretary and Assistznt a2nd it would be
inappropriate to involve the CHC Chzirman or the Council. LTS applies
to griévances>on the. part of Assistants as well zs discipliparyimatters.
In either circumsgancés the approved negotiated procedufes should be
StFEictly followed. Exactly the szme principles should_apply to any
other staf¥f working with CHCs even though their salaries mzy be met fron
special funds allocated by, for example, the Eealth Education Council or

Inner City Partnership.

In such a necessarily close working relationship as exists between CHC
staff, mutual confidence and trust is essential. In the interests of
Dreserving suech trust it ig Cesirable that any potential axfficulty

should be éttended to speedily, informa2lly, and privately with the

forpal procedures only being applied 2s a last resort. The involvement

of the CHC Chairman or members should not normally arise except perhaps

in cases of formal disciplinary action where they are required to give
evidence in support of the complaints on which the disciplinary proceedings
are founded. The situation should be avoided where the Couneil is seen

to reach its own judgment on such matters as this might make it difficult

for ‘the Secretary to exercise independent judgment.

A particularly.difficult set of problems may occur in the event of an
Assistant or anotber member of staff, baving a grievance against the

Secretary. 1In such cases it may be tempting if initial attempts to .




resolve a problem privately with the Sccretary have fasded to consider
seeking the support of the Chairman. This would be contrary to the
RHA's grievance procedures and should be resisted as any intervention by
the Chairpan might be construed by the Secretary as a confusion of the
roles of Chazirman and Secretary, tending to underzine the Secretary's
authority as the senior officer. A safer course in such cases would be
for the individuzl concerned to discuss the problem with 2 Regional
officer. Regionzl oificers would be willing to give advice in strictest
confidence 2rd this would not pnecessarily lead to three-party discussion.
In accordance with the prianciples adopted.throughout thisspaper, the
emphasis would be placed on finding means of resolving difficulties
between the parties immediately involved as privately, informally and

speedily as possible.

VICE-CHAIRMEN

Little has been szid in this paper 2bout the position of Vice-Chairmen

rform their role, will 2lso peed to develop 2

1]

who, if they =re ft6 D

'

satisfactory working relatiorship with the Secretary and other parties
;

-
e transfer of responsibility during the Chairmzn's

by

involved to facatitate
absence. I{f this is to happen it will oftez be necessary for the Vice
Chairpan zlso io be involved in discussions between the Chairman and

Secretary so that they are adequately inforsed and a2ble to stand in- for

the Chairman when necessary.
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COIAlNITY HEALTI COUREGIL
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SUBRORTING STAEF:
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JOB DESCRIPTEON

The Secretary will be employed by the South East Thanmes
Regional Health Authority, who will issue the Contract
of Sexvice.

Th

e successful applicant will be based at the Gouncil's
Qffi :

ce at
Community Health Council
Chairman of the Community Health Council.

One whole-time Higher Clerical Officer whos
of’ Service is also issued by the Replonzl E
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Yioxre specifically -

+0 orgznise znd run the

<)

mestings
sub-commitlice:

of
itiS

b) to provide & record

of the Council, of

TOT

c) to be responsible for making 211 arran
Council meetings, their accommodztion,
in accordance with such programme 25 may be determincd

by the members;

convening,

to tzke such action as may be indicated arising from
decisions of the Ccuncil, at =21) times such sction
being tzken in consultation with the Chairman;

d)

e) reporting to the Regiona2l Hezlth Authority 2ny
elteration to the Chairmanship or vice-Chairmanship
of the Council and of any vacancies which might occur

in the membership;

to establish and maintain links with every section o1
the community; to attend meetings of voluntary
associations when invited; to have regular contacts
with trade unions and other types of local organisaticun,
and generzlly to collect views about the working of
local hezlth services; :

1)

g) acting as Press Officer to the Council;




i’ (s
h) acting es spolicsman for thic Council and speaking on
its Lehalf; ;
i) securing an cifective working relationship with thce
District Manapement Tedm of the : Hezlth Auihority

and encovraciber A Tull and frankicoichanpe of inforpalion
between the Council and the Authority;

) publishing such reports as the Conmmunity Health Council
mAy Tequire from time 1o time,;

k) s ascssisting the ‘Covncil 3n the . evaluwestion of plansatoxr L
development of services, 2nd in the anzlysis and inter-
pretation .of statistics;

1) surVeving 'ond assesSang consumer opinion, and ensuring
that the Council publishes annuzlly, a2s required by
Statute, 2 formal yenort for: the Recional Health
Authority;

he Council are
cting local

n) ensuring a2t 211 tim
kept in touch w
health services;

(g A

n) and such other duties as mzy Iryom itime to
required by current developments 3
Sexrvice.

QUALIPTEASTIONS? Candyéates-will Dbe expectiecd to gemonstrevie Lh

s
N
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the training, a2ptitude and experience to mar
oI the Council vhose central role is to represent

-
[%
s interests of the consunmer to the managers of the he
n

5< <

services. Experience in community work, with volur
oxe=ns sations; stvdies in soecial sciences; or a
knowledce of the National Healtih Service or Lloczl Governmcﬁ},
2lthough not essertiz2l, would be cesirzble. The use of 2 2
car would be 2 convenicnce, although with few exceptions,

‘ " public transport is available, but time-consumning.

CONDITIONS OF The post is superannuable (contribution 6%).
SERVECE: The basic whole time working week is one of 37 hours but
candidates must be prepzreé to work evenings and weekends

as recuired and will be 2llowed time off in lieu of any
additicnal hcours worked.

Annual Leave - 20 working days (24 efter 10 years continuoi::
service).

GRADE/SELARY . The post is in the Principasl Administraztive Assistant grada,
in accordance with agreements of Administrative and Cleric:.
Staffs Whitley Council to the Health Service.

Commencing Salery £&367fper annum rising by five annual
inerenents to €10 277,

% 36 houre in London
# “With effect from. 1 April 1883

- In eppropriate casgs Secretaries may also be entitled to ‘Inner S
_ London Weighting of €397 p.a. or Outer london Weighting of £597 p.as




