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The rationale

Our Trust Board has no 
vacancies and is not fully  
representative of the local 

population
How can we 

incorporate more 
diversity in our 

decision making?

Let’s set up a 
Shadow Board
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The model

NHS 
Shadow Board Programme

(development /role play) 

Tech industry 
Shadow Boards to test out 

new tech on target 
demographic

HCT shadow board
Genuine input and decision making
Development through participation

Members to bring diversity of experience
14-16 staff to balance resilience and engagement

chaired by trust chair
Mix of formal board meetings and board 

development 
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The process
• Drafted a description/’advert’  
• Tested it out with colleagues from the Staff Networks

• Promoted the concept – Staff Bulletin, Staff Networks, meetings
• Individual conversations to encourage people to come forward

• Invited Expressions of Interest – very brief form to complete
• Shortlisted – panel including CEO and Head of EDI

• Further Information shared with successful candidates
• Induction day (purpose, team development, agreeing logistics)

• Formal Board meetings set up every other month
• Board development sessions in between (but similar agenda items)

• Chaired by the trust chair to reinforce status
• Meetings attended by CEO and director of people 
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Our shadow board
• Around 16 members (we have lost and added 

some over the years)

• Most from an ethnic minority

• Some bringing other diverse experiences 
(including neurodiversity)

• Full range of staff levels/types (including a 
healthcare assistant).

• Now operating with clearer membership terms and 
expectations

• Greater emphasis on strategic diversity – not just 
protected characteristics

• Now operating with clearer membership terms and 
expectations

• Greater emphasis on strategic diversity – not just 
protected characteristics.
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• Shadow board now influences board agendas before meetings

• Not limited to EDI – broader remit established

• CEO board report always included, plus usually a couple of 
board sub-committee papers for discussion

• Board development sessions have less formal agenda – 
including items shadow board members have asked to be 
involved in

• A shadow board member attends trust board and reports back 
(in both directions).

The agenda
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The lessons learned
Trust chair and CEO support is essential to give board level status

Initial idea to induction day takes time and repeated engagement

Board members are most comfortable with staff-experience related issues

Two main agenda items per meeting is enough to allow open discussion

Some members speak up more readily than others (but most contribute)

Need to find way to track action to prevent repeated conversations*

A year cycle is not long enough to fully embed*    

Membership to be refreshed rather than replaced (some people have left)*

More specific development time to be added (based on requests from SB members)
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Understanding the need

Exploring the model

Implementation challenges

Impact and influence

From idea to impact: Shadow boards in practice
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Questions?
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Tinu Fakoya
Head of EDI,
Hertfordshire Community NHS Trust

 Email: tinu.fakoya@nhs.net
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