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Adapt and Healthwatch Boards relationship 
agreement: responsibilities and working protocols 
 
 
The purpose of this document is to explain the relationships and responsibilities involving 
the Adapt (North East) Board, the Healthwatch Board, the Healthwatch Chair, and the 
Adapt Director, and to articulate a set of clear working protocols to enable all parties to 
work together smoothly. 

Contents 
Responsibilities ..........................................................................................2 

Undertakings .............................................................................................3 

Boundary management and specific issues ..........................................................4 

Recruitment and appointment ...................................................................4 

Evaluation of Healthwatch Board members ....................................................4 

Removal of Healthwatch Board members or Board Chair ....................................4 

Retirement of Healthwatch Board members or Board Chair .................................5 

Decision-making ....................................................................................5 

Status of decisions .................................................................................5 

Implementation of decisions ......................................................................5 

Delegation of authority ............................................................................5 

Staffing matters ....................................................................................6 

Public statements and representations .........................................................6 

Confidentiality ......................................................................................6 

Conducting of normal business ...................................................................6 

Voting rights ........................................................................................6 

Attendance at meetings ...........................................................................7 

Availability of minutes .............................................................................7 

 

 
  



 

2 
 

Responsibilities 
 
The Adapt Board has the following responsibilities: 

• Delivery of the Healthwatch Northumberland contract 
• Reporting to Northumberland County Council (contract commissioner) 
• Reporting to the Charity Commission 
• Healthwatch resource management, including finances, staffing and other HR matters 

 
The Adapt Director has the following responsibilities: 

• Operational oversight of the Healthwatch function, including finances, HR and other 
infrastructure  matters 

• Line management of the Healthwatch Delivery Team (delegated to the Project 
Coordinator/Manager) 

• Reporting to Adapt Board 

 
The Healthwatch Board has the following responsibilities: 

• Setting the Healthwatch Northumberland strategy 
• Overseeing delivery of the Healthwatch Northumberland strategy 
• Reporting to the Adapt Board (via the Healthwatch Chair) 
• High-level engagement with external strategic partners, including the Health and 

Wellbeing Board, the Clinical Commissioning Group, etc (via the Healthwatch Chair) 

 
The Healthwatch Chair has the following responsibilities: 

• Leading the Healthwatch Board 
• Reporting to the Adapt Board (on behalf of the Healthwatch Board) 
• Holding relationships with external strategic partners (on behalf of the Healthwatch 

Board) 
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Undertakings 
 
The Adapt Board will: 

• Allow the Healthwatch Board to set Healthwatch Northumberland strategy 
• Oversee Healthwatch Northumberland finances and staffing 
• Recruit the Healthwatch Chair (with Northumberland County Council) 
• Recruit Healthwatch Board members 
• Receive regular updates from the Healthwatch Chair 
• Listen and respond to the Healthwatch Board’s concerns if financial or staffing issues 

may be affecting the delivery of Healthwatch Northumberland strategy 
• Raise any issues regarding the Healthwatch Board or Board members with the 

Healthwatch Chair 

 
The Adapt Director will: 

• Line manage the Healthwatch Delivery Team 
• Oversee Healthwatch Northumberland finances and staffing 
• Support and advise on delivery matters 
• Assist the Healthwatch Board in recruiting the Healthwatch Chair and Board members 
• Raise any issues regarding the Healthwatch Board or Board members with the 

Healthwatch Chair 

 
The Healthwatch Board will: 

• Set the strategy for Healthwatch Northumberland 
• Oversee the delivery of the Healthwatch strategy 
• Provide regular updates on the delivery of the Healthwatch strategy to the Adapt Board 

(via the Healthwatch Chair) 
• Raise any Healthwatch-related concerns regarding financial or staffing issues with the 

Adapt Board through the Healthwatch Chair 
• Raise any issues about fellow Healthwatch Board members with the Healthwatch Chair 
• Raise any issues regarding the Adapt Director with the Adapt Board through the 

Healthwatch Chair 
• Raise any issues regarding the Healthwatch Chair with the Adapt Board through the 

Adapt Director 

 
The Healthwatch Chair will: 

• Coordinate the Healthwatch Board and chair Board meetings 
• Report to the Adapt Board on Healthwatch strategy delivery 
• Raise any Healthwatch-related concerns regarding financial or staffing issues with the 

Adapt Board 
• Meet with high-level external partners about strategic county developments 
• Liaise with the Delivery Team on outcomes and developments from external partner 

meetings 
• Liaise with the Delivery Team regarding delivery of the Healthwatch strategy 
• Raise any issues about Healthwatch Board members with the Adapt Board 
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Boundary management and specific issues 
 

Recruitment and appointment 
 
The Adapt Board is responsible for appointing the Healthwatch Chair through a selection 
process, in conjunction with the commissioner, Northumberland County Council.  Existing 
Board members may put themselves forward for appointment as Healthwatch Chair, as 
may members of the public.  The Adapt Director and members of the Adapt Board may not 
put themselves forward for appointment as Healthwatch Chair. 
 
The Adapt Board is responsible for appointing the Healthwatch Board members, in 
conjunction with the Healthwatch Chair.  It is expected that the Adapt Director will be 
involved in the appointment of both Healthwatch Chair and Board members, on behalf of 
the Adapt Board. 
 
The Adapt Director is responsible for recruiting the Healthwatch Delivery Team, in 
conjunction with the Healthwatch Chair. 
 

Evaluation of Healthwatch Board members 
 
While there will be no formal evaluation of Healthwatch Board members, it is the 
Healthwatch Chair’s responsibility, in the first instance, to ensure all Healthwatch Board 
members are meeting their responsibilities.  If the Healthwatch Chair is unable to do so, 
he/she is responsible for elevating any matters of concern to the Adapt Board. 
 
If a Healthwatch Board member is failing to meet their responsibilities, the following 
escalation procedure should be followed: 

1) Informal conversation about the issues 
2) Formal conversation with written follow-up 
3) Formal conversation with written warning 
4) Removal procedures 

 

Removal of Healthwatch Board members or Board Chair 
 
The Adapt Board is the sole party with the authority to remove a Healthwatch Board 
member or Board Chair. 
 
A Healthwatch Board member or Board Chair should only be removed if they are failing to 
meet their responsibilities or represent a significant threat to the reputation of 
Healthwatch Northumberland. 
 
The above escalation procedure should be used before any Board member or Board Chair is 
removed, with the exception of the person posing a significant threat to the reputation of 
Healthwatch Northumberland.  In this instance, the Adapt Board may jump straight to 3) 
Formal conversation with written warning and may remove the Board member or Board 
Chair if the behaviour in question fails to cease within four weeks. 
 
If the Adapt Board choose to use this accelerated route, the Board member or Board Chair 
in question has the right to respond to the written warning and explain their actions, at 
which point the Adapt Board can rescind their warning if they so choose. 
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Retirement of Healthwatch Board members or Board Chair 
 
Healthwatch Board members or the Board Chair may retire at any time without giving 
reason.  A Healthwatch Board member may leave subject to giving a minimum of one 
meeting’s notice.  The Healthwatch Chair may resign subject to giving a minimum of two 
meetings’ notice.  Since the position of Healthwatch Chair is a remunerated position, if the 
Chair fails to give sufficient notice, final payment will be withheld in lieu of notice. 
 

Decision-making 
 
When opinions differ, as they will, it is important to be clear on who has the final call in 
different areas. 
 
In matters relating to Healthwatch strategy, the Healthwatch Board has the final say.  The 
Adapt Board and/or Director can raise concerns, but the Healthwatch Board has the 
authority to decide Healthwatch strategy. 
 
In matters relating to finance or staffing, the Adapt Board has the final say.  The 
Healthwatch Board can raise their concerns (through the Healthwatch Chair), but the 
Adapt Board has the authority to make financial and staffing decisions. 
 

Status of decisions 
 
Concerns can be raised and issues can be discussed among all involved parties.  However, 
when final decisions are made, these must be accepted by all other bodies.  E.g. the Adapt 
Board must adopt and support Healthwatch Board decisions about Healthwatch strategy; 
the Healthwatch Board must adopt and support Adapt Board decisions about finances and 
staffing.  This is to prevent issues from lingering.  Final decisions rest with whatever body 
has final say in that area. 
 

Implementation of decisions 
 
All bodies are required to support the implementation of decisions made by other bodies.  
For example, if the Adapt Board is forced by circumstances to reduce the number of staff 
in the Healthwatch Delivery Team, the Healthwatch Board is required to reduce the scope 
of the Healthwatch strategy in light of the reduced capacity of the Delivery Team. 
 

Delegation of authority 
 
The Adapt Board delegates the authority for Healthwatch strategic decisions to the 
Healthwatch Board.  The Adapt Board can delegate authority for other areas of decision-
making as and when it sees fit.  This must always be in writing and time-limited (i.e. with 
an end date) in order to avoid confusion. 
 
Similarly, the Healthwatch Board can delegate authority for areas of Healthwatch strategic 
decision-making as and when it sees fit.  It may choose to establish subgroups with 
specified decision-making authority in order to enable swift progress in certain areas. 
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Staffing matters 
 
Staffing structures, recruitment, induction, and evaluation of the Healthwatch Delivery 
Team are the responsibility of the Adapt Director.  It is expected that much of this 
responsibility will be delegated in day-to-day working to the Project Coordinator.  The 
Healthwatch Board and Chair have no explicit responsibilities related to staffing, outside 
of the Chair’s responsibility to liaise regularly with the Delivery Team (through the Project 
Coordinator). 
 
If there are issues regarding staff performance, it is the Adapt Director’s responsibility to 
deal with these issues.  The Healthwatch Board and Chair can raise their concerns with the 
Adapt Director, but only the Adapt Director is empowered to work to resolve these issues. 
 

Public statements and representations 
 
Part of the role of Board Chair is to represent Healthwatch Northumberland at key external 
meetings and functions.  There may also be occasions when other Healthwatch Board 
members are called upon to represent Healthwatch Northumberland at external events.  In 
all such instances, the Chair and Board members should only put forward views that have 
already been agreed upon by the Healthwatch Board.  Personal views must be put aside.  
Similarly, the Chair and Board members should not make concrete commitments unless 
these have already been agreed upon by the Healthwatch Board or unless the Healthwatch 
Board has explicitly and specifically delegated that authority to the relevant individual. 
 

Confidentiality 
 
When acting on behalf of Healthwatch, it is likely that the Chair and Board members will 
be privy to a range of sources of confidential information.  It is important that such things 
remain confidential.  When liaising with external strategic partners, the Board Chair in 
particular may be exposed to confidential information.  There is no line of confidentiality 
between the Chair and the rest of the Healthwatch Board, i.e. anything the Chair is 
permitted to hear, the Chair is permitted and expected to share with the rest of the 
Healthwatch Board.  It is the responsibility of the Chair to exclude his/herself from 
conversations with external partners that cannot be shared with the rest of the 
Healthwatch Board. 
 
Since the Healthwatch Board reports to the Adapt Board, there is to be no line of 
confidentiality here either, i.e. anything the Healthwatch Board discusses can be shared 
with the Adapt Board.  The same does not apply in reverse, i.e. the Adapt Board is able to 
keep discussions confidential from the Healthwatch Board.  This is justifiable for two 
reasons: 1) the Adapt Board has the authority to remove Healthwatch Board members; and 
2) the Adapt Board discusses a number of matters wider than the Healthwatch function. 
 

Conducting of normal business 
 
All bodies are responsible for planning how they conduct normal business.  While 
Healthwatch Board meetings are required to take place a minimum of six times each year, 
it is up to the Healthwatch Board to determine exactly when and how these meetings take 
place. 
 

Voting rights 
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As one component of normal business, it is up to the Healthwatch Board to determine if 
they will operate a consensus or a majority model of decision-making.  Whichever they 
choose, only members of the Healthwatch Board will have a say in decision-making, though 
other persons may be invited to contribute to the consideration of particular matters. 

Attendance at meetings 
 
Adapt will have a permanent allocated seat on the Healthwatch Board.  This will be filled 
either by a member of the Adapt Board or by the Adapt Director.  If this seat is not filled 
by the Adapt Director, the Adapt Director has a standing invitation to attend Healthwatch 
Board meetings in an advisory capacity. 
 
Northumberland County Council, the commissioner of Healthwatch Northumberland, also 
has a standing invitation to attend Healthwatch Board meetings in an advisory capacity.  
The Board may invite other attendees as required to fulfil its duties. 
 

Availability of minutes 
 
All minutes from Healthwatch Board meetings will be approved at the subsequent Board 
meeting, after which they will be publicly available on the Healthwatch Northumberland 
website.  As such, these minutes should be concise and free from indicators that would 
allow the identification of particular staff members. 
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