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This tool-kit contains six units. They are: 
 
 
An introduction ( 1 ) and two core units about the 
nature of the representational relationship ( 2 ) 
and representational process ( 3 ) which all 
users are recommended to read. 
 
 
A unit about the infrastructure of representation  
( 4 ) aimed at  CVS staff and statutory partners. 
 
 
Two units about the skills and strategies needed 
by individuals: the first aimed at individual 
voluntary sector representatives ( 5 ) and the 
second aimed at Chairs of partnerships ( 6 ) 
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1 Introduction 
 
 
 
1.1 The Strategic Leadership Project 2005-06 
 
 
Hertfordshire County Council has a sector leadership contract with the Herts CVS. HCC 
recognises that the voluntary and community sector is a key strategic partner and that it 
needs to work with the sector to ensure it has the skills, knowledge, structures and 
resources to realise its full potential as a partner. 
 
 
This contract is a result of the desire of the County Council to support the local sector, 
guided by values that promote equality of opportunity, participation, co-operation and 
democratic involvement in: 
 
 

• The provision of leadership in embracing the agenda for change 
 

• The provision of a shared voice for voluntary and community organisations 
 

• The creation of an environment in which the sector can flourish and develop 
 

• Assistance to the sector to achieve the highest standards of practice and 
effectiveness through shared learning within and across sectors 

 
 
The representation element of the contract involves: 
 

• researching and developing a tool-kit to demonstrate the essential requirements 
for the role of VCS representative including factors for consideration by statutory 
and commercial sector agencies 

 
• delivering a training workshop called “ Enabling Effective Representation” to 

voluntary sector representatives and key statutory sector personnel and 
providing advice and support in replicating the workshop in 4 further locations 
across Hertfordshire. 
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1.2 A Developing Framework for Effective Representation  
 
 
Voluntary and community organisations are uniquely placed to  

 
• identify and stand up for the needs of disadvantaged people in the community 
  
• contribute to the planning and review of public services 

 
• develop and deliver services of their own, where appropriately on behalf of 

the public sector 
 
A plethora of partnerships and partnership meetings provide the context in which the 
voluntary sector can exercise the above roles. Partnerships operate at a range of levels 
(regional, county, district). Partnerships have different themes or target client groups 
(community safety, the elderly) and vary in size and degree of formality. 
 
Partnerships are the public interface between voluntary and  statutory agencies and 
because each sector brings its own culture, values and priorities, they also provide the 
forum where the relationship between the sectors can either thrive or flounder.   
 
Compacts came into being to provide a framework for the development of positive 
relationships between the sectors. Thus the St Albans City and District Compact (like 
the Hertfordshire County Compact) has as one of its aims: 
 
 to set a framework for effective consultation, representation and  
 partnership working, shared values, joint and distinct    
 undertakings 
 
The challenge for partnership managers, chairs of partnerships and the CVS as the 
district’s voluntary sector infrastructure organisation, is to know what to do to help bring 
this about.  
 
The challenge for voluntary sector people participating in partnerships is to play their 
part as representatives as effectively as possible while this framework is being 
developed and worked out in practice 
 
Partnership working provides a particular challenge to the voluntary sector because of 
the number, size and diversity of voluntary and community sector organisations.  
 
  The long-term aim must be more than just effective participation by  
  individual organisations in partnerships, rather more effective and  
  genuine representation of the sector as a whole. 
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In recognition of these challenges, Hertfordshire County Council has funded 
Hertfordshire CVSs to support the delivery of materials and training around enabling 
effective representation. 
 
Focus groups and training sessions will provide  
 

• tools for improving voluntary sector representation in the short term 
 
• feedback to the CVS and statutory partners about how the infrastructure of 

voluntary sector representation can be strengthened in the long term 
 
 

Initial feedback on the effectiveness of the materials and training will be used to develop 
the materials and sessions further.  
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2 The Representational Relationship 
 
 
2.1 The relationship 
 
The representative acts, speaks or is present on behalf of another, the representee. 
 
The representative stands for representees in a mutually agreed and restricted context. 
That is the link between them. 
 
 
Example 1  A volunteer sits on a Management Committee to speak for other 

volunteers in relation to the business of the committee, which is the 
proper governance and management of the organisation 

 
The committee member is the representative, the other volunteers in the organisation 
are the representees and the context is the committee 
 
The same volunteer joins a working party of staff, Board members and volunteers to 
plan an organisational event. 
 
In this context, the individual volunteer is not representing other volunteers 
but acting as an individual 
 
 
Example 2  A service user attends a user group discussing local services. 
 
There is no representative relationship or context because the individual is speaking for 
him or herself 
 
The same service user attends a planning group on behalf of the user group 
 
The planning group is the context where the individual acting as a representative 
speaks for the user group, the representee 
 
 
 
 
 
 
        The relationship  

 The representative 

           The context   
 
 
       The representee  
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2.2 Identifying context   
 
 
Representation takes place in a wide range of contexts. A representative setting may be 
called a partnership, network, forum or planning group.   
 
Settings operate at different levels. A partnership may be strategic and operate at 
regional, county or district level while a planning group may seek to co-ordinate 
local services across a district or neighbourhood area. Representatives from 
voluntary organisations are needed at most levels. Here are some examples: 
 
Example 1  Herts Children’s and Young People’s Partnership works on 

long-term strategy and sets the agenda for planning and  
delivery for others to follow across the country. 

Example 2  St Albans Learning Disability Locality Planning Group  
brings agencies that deliver similar services together to co- 
ordinate provision 

Example 3  Sopwell Regeneration Partnership focuses providers in a  
particular geographical area on joint action to meet needs 

 
 
2.3 Identifying Your Representees  
 
Being clear about who represents whom in a given context is a crucial element of 
effective representation. Everyone needs to have the same shared understanding.  
 
The following example illustrates the problem: 
 
Example   The Chair of a local children’s arts charity sits on an Arts 

Partnership. S/he believes s/he is representing the interests of local 
children who benefit or who could benefit from the charity’s 
services. Statutory partners however, believe the person is 
speaking for the voluntary arts sector as a whole. 

 
Being clear also helps representatives manage conflicts of interest which arise in 
representational work . See 5.4 Practical tips for Managing Role Conflict. As a 
voluntary sector representative, your representees may be: 
 
• your own organisation and its work 
• your own organisation’s actual or potential beneficiaries  
• your target group generally 
• other organisations that do similar work 
• other voluntary sector organisations 
• local citizens through yourself 
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3 The Representational Process 
 
 
3.1     Components 
 
 
Representation takes place in a specific context. Context is one of the essential 
components of the representative process.  A full list of all essential components 
follows: 
 
 
Scope   The context in which representation takes place is  

specified.  
 
The remit or capacity of the representative to act or  
speak with and without out consultation is defined 

 
    The time-commitment involved is specified 
 
 
Selection   People can choose and change their representative 
 
 
Consultation  The representative has the means and willingness to 

canvas the views and opinions of the people represented 
 

The representative has the means and willingness to inform 
people about what is happening and what s/he has said and 
done. 

 
 
 
The health of a representative system can be measured by the strength of the control 
exerted by the representee over the representative. This is exercised through the 
components listed above. 
 
Assessments of current arrangements for voluntary sector representation need to pay 
regard to the essential components of the process. While a weakness in one 
component may be compensated for by strength in another, an effective system will 
include all components but where there is neither selection, nor defined scope nor 
means or willingness to consult, there is no representation. 
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3.2       Scope 
 
The nature of the representative task needs to be clear. Both representative and 
representee need to agree on the mandate which is made up of: 
 
 
• the context  
 
• the capacity in which representation takes place 
 
• the time commitment involved 

 
Problems arise with regard to scope if: 
 
• statutory partners assume voluntary sector representatives have more power to act 

than their mandate allows  
 
• representatives carrying out the representative role do not understand the boundaries 

of the responsibilities and time commitment involved  
 
• representees do not have the means or opportunity to provide a clear mandate to 

their representative 
 
  The capacity of a given role may allow the representative to: 
 
• commit the representee to a binding commitment 
 
• negotiate on behalf of the representee 
 
• vote as you see fit 
 
• vote on the instruction of the representee 
 
• voice the perspective of the representee 
 
• observe only 
 
 
Being clear about the capacity of the role to act, speak or observe, is an essential 
element of being effective. 
 
A representative also needs to know how long they are expected to exercise the role. If 
there is no duration proposed, it is better to suggest a time commitment. This guards 
against people over-staying their welcome in the absence of a formal re-selection date 
and against people abandoning the role without notice. 
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3.3 Selection and selection tools 
 
The best system of representation involves the representee in the processes of 
selection and possible removal of the representative. 
 
 
Example  1   The members of a forum elect a person to represent them 

on a partnership for a given period of time. 
 
The representative is truly chosen by representees and subject to possible removal 
when the period of office ends. 
  
Example 2   The CVS Director is invited by statutory partners to  

represent “the voluntary sector” on a partnership. 
 
While it might be reasonably assumed that an infrastructure body will represent the best 
interests of the sector, there is no defense against a failure to do so. 
 
 
People from the sector may find themselves in a representative role because they are:  
 
• asked by their Manager or Chair 
• invited by a statutory partner 
• asked by a voluntary sector partner 
• required as a non-negotiable part of a job description 
• self-elected by individual choice 
• elected by forum or network 
 
Unless representees are already involved or become more involved in selection, the 
representative role is weakened. 
 
 
Selection by Election 
 
While representatives may have to be appointed in the early development of a 
representative system, as far as possible, representees should be able to select their 
representative. The most open method is selection by election.  
 
Elections should involve processes similar to those used at formal AGMs. 
 
There should be: 
 
• a formal nomination process with deadlines 
• information received and circulated about candidates’ histories 
• a chance for candidates to explain their position on relevant issues 
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• a chance for voters to question the candidates 
• a secret ballot (preferably) with a postal vote option 
• a clear voting system 
 
 
Voting Systems 
 
There are a range of voting systems. 
 
 
• The single vote system is the easiest to administer. It involves each person casting 

a single vote for one candidate so that the candidate with the most votes wins even if 
they receive a minority of the total vote. 

 
 
• The two vote system allows the voter to cast a second vote for candidate of second 

choice. If their first choice is a non-runner, their vote may be re-distributed. 
Candidates with over 50% of first choice votes are elected. If no candidate receives 
that many votes, the lower scoring candidates are eliminated and any second choice 
votes on their ballot papers added to the higher scoring candidates to determine a 
winner. 
 
 

• The alternative vote system involves each candidate for a single seat being put in 
order of preference. A candidate wins who scores more than 50% of first preference 
votes. If no candidate scores that highly, the second preference votes of the lowest 
scoring candidates are re-distributed until someone gets an absolute majority. 

 
 
• The single transferable vote is the most complex but arguably the fairest system. It 

involves multiple candidates for multiple seats being ranked in order of preference. 
The ‘quota’ of votes required for the election of a single candidate is calculated.  This 
is 1 plus the number of people voting divided by the number of seats plus 1.  A 
candidate getting more than the quota of first preference votes is elected. If 
vacancies still remain, the lowest scoring candidate is eliminated and their second 
preferences distributed to the candidates left in the race. Any votes scored by a 
successful candidate above the quota are re-distributed to candidates with a second 
preference at a rate of the total number of first preference votes divided by the 
surplus number. 
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3.5 Consultation and consultative tools  
 
The Consultative Loop 
 
The consultative loop is a circular process which starts at the selection stage and 
involves the representative in canvassing the views of representees before exercising 
the role.  Unless engaged at the start of the loop, representees will soon lose interest. 
This is often the weakest element in the representational process 
 
After representation, unless representees receive feed-back, the representative cannot 
be called to account nor will representees stay engaged in the consultative process. 
This is often another major weakness in representational arrangements. 
 
 
 
Representees select 
  their representative 
  and agree scope 
 
  Representees   
  contribute views  
 
 

  
 Representative acts in  
 an agreed capacity on 
 behalf of the   
 representees 
 

 
 

 
 The Consultative Loop 

 
 
 
 
 
 
 
       
 
 
 
 
     
 
 
 
 
 

 Representees     
  contribute further  
  views, change their 
  representative or   
  the capacity in  
  which the 
  representative can 
  act 

  
 
 
     Representative 
     feeds back 
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CONSULTATIVE TOOLS 
 
 
Consultation requires effort and time. Which of the tools listed in this checklist do you 
use? Some are better for feed-in and some for feedback. The tools you use should be 
agreed with representees and proportionate to the task. 
 
 
Tool Suitable as feed-in 

tool 
Suitable as feed-back 
tool 

Do you use 
this? 

 
Formal structured 
1:1 interviews 
 

 
Yes- can be a 
telephone interview 

 
No 

 

 
Occasional or 
regular focus 
groups 

Yes - to sample the 
views of individuals 
only 

Not really as 
participants have no 
responsibility to 
disseminate information 
more widely 

 

Formal 
meetings 

Yes if properly 
conducted 

Yes if properly 
conducted 

 

Newsletters, 
circulated minutes 

No Yes  

Informal contact 
by e mail, 
telephone, 1:1s 
with individuals 

 
Yes if number of 
representees is small 

 
Yes if number of 
representees is small 
 

 

 
Regular open 
‘surgeries’ 

 
Yes as one channel 
of communication 
 

Not really unless 
participant has 
responsibility to 
disseminate information  

 

Conference with 
workshops 

Yes if small groups 
are possible then 
plenary 

Yes  if small groups are 
possible and subject is 
suitable 

 

IT websites, 
bulletin boards, e 
mail 

Yes provided 
participants have 
access to and can 
use technology 

Yes provided 
participants have 
access to and can use 
technology 

 

Consultative draft 
documents 

Yes if time-scale 
realistic and in plain 
English 

No  

 Questionnaires Yes  Yes if feed-back needed 
to gain further feed-in 
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4 The Infrastructure of Representation 
 
 
4.1 Assessing representational arrangements 
 
 
Current arrangements for the engagement of voluntary sector representatives in 
partnerships and planning groups have developed piece-meal across a range of service 
areas. There will be strengths and weaknesses in these arrangements.  
 
The following case studies give some examples of arrangements that might exist in an 
area and also indicate what the weaknesses might be. 
 
Example 1 
 
A district planning group for Crime Reduction needed VCO participation. The Chair of 
the group, a district council officer invited the Manager of the main VCO working with 
drug and alcohol issues to be the voluntary sector representative. The part-time 
Manager was new to the post, the organisation had traditionally little interaction with 
other voluntary groups except through an irregular newsletter and was in disarray after 
the sudden departure of the previous Manager 
 
Example 2 
 
A district Local Strategic Partnership needed voluntary sector participation to provide a 
voluntary sector perspective. It invited the CVS, an inter-denominational faith group and 
a county environmental organisation to send people to represent the voluntary sector 
by-passing the district voluntary sector forum.  
 
Example 3 
 
A leading county-wide voluntary sector childcare organisation was invited to sit on a 
county partnership by statutory partners. The organisation concerned had professional 
contacts with people in local groups and claimed to be able to speak for them. However, 
it did not send people to district partnerships where local groups were represented and 
exercised their voice. 
 
Example 4 
 
A county voluntary sector consortium was asked by statutory partners to help set up a 
process of representation for a new county partnership. Funds were provided to bring 
about the selection and training of representatives and to define a structure for feed in 
and feedback. 
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4.2      The Importance of Getting it Right 
 
 
4.2.1   For the voluntary sector 
 
 
It is especially important for the voluntary sector to be accurately represented because 
there is a history of misrepresentation. People claim to speak for the sector and their 
words are taken by statutory partners in particular, to be ‘representative’. 
Representation that does not involve the representee leads partners to make false 
assumptions and to propose inappropriate solutions.  
 
People carrying out the role outside a robust structure for communication and 
accountability, expose themselves to criticism and may undermine their personal and 
professional credibility within the sector and with partners.  
 
There is a danger that processes however faulty, become acceptable even if they are 
redundant in representational terms. 
 
People in ‘representative’ positions can become over-powerful and subvert their role to 
their own personal advantage or that of their organisation. 
 
The drive to involve the voluntary sector in a range of partnerships and planning groups 
at district and county levels, has required many people in the sector to operate as if 
they are representatives before a representative structure has been developed, 
resourced and agreed. This applies to people from CVSs as much as to people in 
front-line organisations. 
 
 
4.2.2   For statutory partners 
 
 
Statutory partners have an equal interest in enabling effective voluntary sector 
representation. They need the active participation of the sector on a range of 
partnerships to fulfil their obligations to government to provide user-focused, cost-
effective public services. The attendance of randomly-appointed people from the sector 
on partnerships may meet an immediate need to include the sector. However, there is 
no long-term sustainability or benefit in representation that does not properly involve 
representees. 
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4.3 Improving the infrastructure of representation  
 
 
4.3.1  A model structure  
 
 
NACVS recommends CVSs to develop a robust and manageable structure for 
representation, communication and accountability within the sector.  Such a structure 
will include: 
 
 

• trustee board support and constitutional sanction for the scale and level of 
representational work in each organisation 

 
• an accurate overview by the CVS of all representational activity 
 
• sector-wide selection/election mechanisms 

 
• formal consultation mechanisms such as forums, seminars and conferences 

where short, medium and long-term issues can be discussed 
 
• alternative opportunities for consultation with excluded communities 

 
• maximum use of electronic and paper-based communication to inform    and 

consult within and across organisations 
 

• support and training for a pool of people in the sector capable of  taking an 
‘umbrella’ viewpoint of issues and deploying the required skills 

  
• informal and informal opportunities at all levels to educate statutory partners 

about the sector and to learn about other sectors 
 

• personal contact and effective relationships with partners and politicians 
especially where formal structures are weak and agreements absent  

 
• clearly articulated voluntary sector positions based on local evidence and 

information  
 

• reference to Compact arrangements to improve joint working   
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How do your arrangements compare with the model structure for representation recommended by NACVS? Use this 
questionnaire to explore the differences. 
 
Feature of model 
structure 

Question District level 
partnerships 

County level 
partnerships 

 
Legitimacy of scale 
and level of work 

 
Have you got CVS board support and constitutional 
sanction for the scale and level of your representational 
work ? 

  

 
Accurate overview by 
CVS of all 
representational 
activity  

 
Could you draw a  map of all the partnerships in the 
area and list which voluntary sector people sit on them? 

  

 
 
Sector-wide 
selection/election 
mechanisms 

 
How have CVS people been chosen to fulfill the 
generalist representative roles they hold? 
 
How have specialist representatives  been chosen? 
 

  

 
 
 
Consultation 
mechanisms  

 
What forums, seminars and conferences does the CVS 
hold/ facilitate where short, medium and long-term 
issues can be discussed? 
 
What meetings/networks do specialist representatives 
hold to discuss issues? 
 
What alternative opportunities exist for consultation with 
excluded communities? 
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Feature of model 
structure 

Question District level 
partnerships 

County level 
partnerships 

 
Consultation 
mechanisms cont. 

How does the CVS make best use of electronic and 
paper-based communication to inform and consult 
within and across organisations? 
 
How do specialist representatives do this? 

  

 
Support and training 

What 1:1 support do you provide for CVS and other 
reps? 
 
What training do you provide alone or with others for 
CVS and specialist reps? 

  

 
Mutual education 

What opportunities exist to educate statutory partners 
about the sector? 
 
For voluntary sector people to learn about the statutory 
sector? 

  

 
Contacts and 
relationships 

How does the CVS develop contact and effective 
relationships with partners and politicians? 
 
How do specialist reps develop these contacts and 
relationships? 

  

 
Clear positions 

Does the CVS have clearly articulated positions based 
on local evidence and information? 
 
Do specialist reps?  

  

 
Compact 

What use does the CVS make of  Compact 
arrangements to improve joint working? 
 
What use do specialist reps make of it? 
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4.3.2 A model framework for improving the resourcing of representation  
 
 
There is pressure on CVSs and front-line voluntary and community organisations to 
become involved in an increasing number of partnerships and groups. It may suit 
statutory partners to assume that the amount of funding they are willing to provide 
CVSs and lead specialist organisations for this work ( if any ) buys an unlimited 
amount of time and involvement  but there must be limits.  
 
The inclusion of a CVS Director on a partnership or lead specialist organisation as 
the single voluntary sector partner is an easy and ‘cheap’ option for statutory partners 
but does not constitute adequate representation of the sector. Many front-line 
organisations recognise the need  to become involved in partnerships but find that 
the time, travel and administrative costs are prohibitive and make consistent 
attendance impossible. 
 
 
CVSs therefore need to: 
  
 

•        accurately scope, cost and agree a model of CVS representational 
 activity including consultation with the sector 

 
 

•        scope and cost a model of support for whole sector  
 
 

•        reflect CVS representational activities and costs in the business plan 
 
 

•        reflect the full-costs of representation and the enablement of  
 representation in their fundraising 

 
 
•  advocate for realistic funding and agreed SLAs for representational 

 work including necessary research 
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The menu below suggests some actions that indivdual CVSs should take at district and county level to improve the 
resourcing of representational work.  
 
Activity District level  - individual CVSs County level -  Herts CVS 
Mapping existing arrangements  • CVS generalist representation 

• specialist sector representation 
• sector-wide support for selection, 

consultation, induction and training  

• CVS generalist representation 
• specialist sector representation 
• sector-wide support for selection, 

consultation, induction and training  
Analysing the funding of 
existing arrangements 
 
 

• funding by statutory partners 
• funding by voluntary sector 
• funding by charities 
• funding by individuals  

• funding by statutory partners 
• funding by voluntary sector 
• funding by charities 

Scoping the arrangements 
needed  

• CVS generalist representation 
• specialist sector representation 
• sector-wide support for selection, 

consultation, induction and training  

• CVS generalist representation 
• specialist sector representation 
• sector-wide CVS support for selection, 

consultation, induction and training  
Costing the arrangements 
needed 

• staff time 
• travel 
• administration  
• training 

• staff time 
• travel 
• administration  
• training 

Reflect CVS representational 
work and its full costs in 
business plan  

• representational work as a separate cost 
centre in budget 

• map representational work for board  
• include in fundraising strategy 

• representational work as a separate cost 
centre in budget 

• map representational work for board   
• include in fundraising strategy 

Advocate for improved and 
more realistic funding by 
statutory partners of 
representational work across 
the sector  

• funding for scoping and research work 
• develop a ‘price list’ for representation 

work 
• develop and implement a fundraising 

strategy 

• funding for scoping and research work 
• develop a ‘price list’ for representational 

work 
• develop and implement a fundraising 
    strategy 
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4.3.3 CVSs as models of assertive and creative behaviour 
 
 
CVSs have a role to play in demonstrating assertive and creative behaviour in 
representational work which others in the sector can follow by:  
 
 
• Acting as critical friend to statutory partners and voicing alternative viewpoints are 

valued contributions to the health of partnerships.  
 
 
• Being able to state a position clearly and constructively and being proud of what 

the voluntary sector has to offer are skills the sector needs to develop.  
 
 
• Offering to facilitate or lead a partnership where it has the resources to do so 
 
 
• Proposing alternative  methods of consultation, planning delivery and evaluation 

which would benefit partnerships 
 
 
• Being confident about what the voluntary sector can contribute and promoting this 

contribution to partners 
 
 
• Using opportunities to work with statutory colleagues to exchange skills, ideas and 

experience 
 
 
• Cultivating allies in the statutory sector who can champion the voluntary sector 

and provide support in partnership debates 
 
 
• Encouraging plain-speaking and the expression of honest opinion  
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4.4 The role of statutory partners 
 
 
4.4.1 Understanding the voluntary sector context 
 
Statutory partners seeking effective representation need to understand the context 
in which voluntary sector organisation work and the constraints within which current 
arrangements have developed. They need to: 
 
 

• understand the representational relationship and process and the largely 
unrepresentational nature of current arrangements 

 
 
• appreciate and act on the fact that the sector is very diverse and therefore 

needs adequate numbers of representatives on all partnerships 
 
 

• understand the need for the sector to have opportunities to meet on its own 
in order to form viewpoints to underpin representational work 

 
 

• make allowances for the time needed by the sector to choose    
representatives and consult before and after meetings 

 
 

• provide an effective administrative structure for partnerships  
 
 
•  ensure effective planning of business and conduct of  meetings 

 
 

• provide effective induction and support to new voluntary sector 
representatives  

 
 

•   provide clear guidance and support to Chairs of partnerships so that the 
     conduct of business is conducive to voluntary sector engagement 

Strategic Leadership Project      24               Enabling Effective 
Representation 



4.4.2 Resourcing the representation needed 
 
Statutory partners also need to join with CVSs in reviewing current arrangements, scoping and realistically costing 
improvements and in becoming more willing to meet the costs of the level of representation needed. 
 
The table below list some possible areas of action for statutory partners to undertake with CVSs 
 
Activity 
 

District level County level 

Mapping existing 
arrangements  

• district groups/networks/partnerships 
• current CVS and specialist sector 

involvement 
• support for induction and training  of 

representatives by statutory sector 

• CVS generalist representation 
• specialist sector representation 
• sector-wide support for selection, 

consultation, induction and training  of 
    representatives by Herts CVS 

Analysing the funding of 
existing arrangements 
 

• current funding by statutory partners 
• funding through other sources 
 

• current funding by statutory partners 
• funding through other sources 

Scoping the arrangements 
needed  

• gaps in CVS generalist representation 
• gaps in specialist sector representation 
• support for selection, consultation, 
• support for induction and training   

• gaps in CVS generalist representation 
• gaps in specialist sector representation 
• support for selection, consultation, 
• support for induction and training  

Costing the arrangements 
needed 

• staff time 
• travel 
• administration  
• training 

• staff time 
• travel 
• administration  
• training 

Full costs of 
representational work  

• funding for scoping and research work 
• separate funding for representational work  
• develop agreed SLAs for representational 

work 

• funding for scoping and research work 
• separate funding for representational work  
• develop agreed SLAs for representational 

work 
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5 Skills and Strategies for Individual Representatives 
 
 
5.1 Before agreeing to take on the representative role 
 
 
5.1.1 Understanding what is required 
 
A potential representative should consult a job description and person specification for 
the representative role which clarifies 

 
• what actions and attributes are expected 
• the scope and level of the representational role 
• consultation arrangements 

 
 
5.1.2 Understanding your motivation 

 
Potential representatives need to be clear about their motivation in considering 
possible involvement. Does the benefit to the person’s own organisation consist in the 
opportunity provided by representation to do one or more of the folllowing: 
 

• secure more funding 
• advance the cause  
• influence policy making  

 
To genuinely represent the sector, a representative must not be motivated solely by a 
desire to secure resources for or advance their own organisation however worthy. It is 
not to say that a representative cannot apply for funding for their own organisation but 
that they must not be involved in discussion about funding decisions. Conflicts of 
interest in representation are unavoidable and need to be managed ( See 5.4 ) 

 
A potential representative must also be clear that their motivation and skill matches the 
level of representation required. Policy-making is conducted at a strategic level 
whereas a person may be motivated to secure funding which is discussed at a more 
local operational level 
 
 
5.1.3 Balancing and managing work load 
 
Because representation involves time and attention, a cost benefit analysis of the 
rewards of participation against a certain amount representational work is essential if 
the potential representative is to: 
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• manage their workload 
• secure the support of the organisation for them to take on representational 

             work 
 
If representational work is to be part of a person’s role, it should be included in their job 
description and work plan and from an organisational point of view,  be included in the 
business plan. 
 
In addition, a potential representative will need to know what induction, support and 
training arrangements exist  for new representatives.  
 
On the basis of the above, it will be possible for the potential representative to make an 
informed decision about whether to agree to stand for election/selection or if such 
arrangements do not yet exist, to take on the role. If appointed rather than selected to 
undertake the role, the person must try to compensate for this lack by taking greater 
care to consult and give feed-back to other sector groups. 
 
 
 
5.2  Becoming a Representative - Induction  
 
 
Whether you are a new representative or you are already be operating in the role, you 
should be able to benefit from a systematic induction. This induction should include: 
 
 
5.2.1 Information about the role you need before you start: 
 
 

• The status of the representative role - In what capacity? Acting freely or  
just observing and attending?  

 
• The representees 
   
• The time commitment of the role 
        
• The context of the role – what is the remit of the partnership, its strategic or 

operational purpose     
 

•  Role description for voluntary sector representative – what is expected of 
   you including terms of reference  

 
•  Voluntary sector representee list with names, roles and full contact details 

  
•  Consultation arrangements for receiving views and giving feedback   
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•  Claimable expenses for travel, administration, time 
 

•  Support opportunities for voluntary sector representatives                
 

•  Training and development opportunities for representatives     
    

•  Support available for particular needs e.g. translation, hearing loop           
 
 
5.2.2 Information about the partnership you need before you start 
 
 

• Partnership membership list - names, organisations, roles, full contact  
    details  with no unexplained acronyms      

 
• Accountability diagram - where does the partnership fit in with groups  
    below,  at the same level and above       

  
• Calendar of meeting dates and venues and forward plan of partnership 

business           
 

• How to get issues added to partnership agendas 
             

• The style required for written reports 
  
• Access to relevant past papers - past minutes, reviews, reports   

 
•  Source and level of administrative support                                                   

 
 
5.2.3 Role description and requirements 
 
 
The role of representative involves specific tasks and requires specfic knowledge, skills 
and experience. In deciding whether you want to accept an invitation to become a 
representative or to stand for election/selection, you may need to consider the following 
requirements. If you are already operating as a representative, use the list to identify 
your support needs. 
  
When you become a representative, you should receive a role description relevant to 
the context in which you will operate. It should be based on the following model: 
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Role Description Voluntary Sector Representative 
 
 
Qualities Required  
 
 
Knowledge   the strategic and operational agenda relating to x client   
   group 
      
   the role of statutory partners in the planning, commissioning   
   and delivery of services to the client group 
     
 
Experience  current experience in a voluntary sector setting of work with   
   this client group 
 

current experience in a voluntary sector infrastructure    
  setting 

    
   
Skills   presentation skills 
   skills for preparing for and participating in meetings 
   consultative skills 
 
 
Contacts  with a wide spectrum of voluntary sector organisations   
   working with  the client group 
 
Consultative  
processes  access to networks and other processes to gain and    
   represent opinions and views and to provide information and  
   feed back 
 
 
Travel   ability to travel to a range of venues across the     

  district/county/region 
 
 
Time commitment availability to make most meetings 
 
 
Special support accessible venues, hearing loop, large print 
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Role Description 
 
 
Name of Partnership  __________________________________   
 
Type of Partnership   Strategic/service co-ordination 
 
Level of Partnership   Regional/county/district 
 
Frequency of meetings  ___________________________________ 
 
Summary of Partnership Remit ___________________________________ 
 
     ___________________________________ 
 
     ___________________________________ 
 
 
Voluntary Sector Representation 
 
X  representatives from  y   organisations  nominated/elected by   z group 
 
 
Duties of the Role 
 

• To participate in induction  
 
• To consult relevant voluntary sector organisations regarding the business of 

the partnership 
 
• To prepare for and participate fully in partnership meetings 
 
• To raise issues of concern to the sector 
 
• To contribute to task or sub-groups 
 
• To provide feed-back and information to stakeholder organisations 
 
• To identify personal development needs in relation to representation  
 
• To take advantage of support and training provided   
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5.3 Practical Tips for Effectiveness in Meetings  
 
 
Operating effectively in meetings is an essential requirement for representatives. 
 
 
5.3.1 Before meetings  
 
 

• Be prepared! 
 
• Make sure you read induction material and papers for meetings carefully 
 
• Highlight any parts relevant to comments you want to make or questions you 

want to raise 
 
• Make a note of the points you intend raising 
 
• Don’t forget to take your diary and business card or equivalent 
 
• Contact another voluntary sector representative before your first meeting to 

introduce yourself  
 
• When you are established, meet with or speak to or email other 

representatives outside the meeting about issues you want to raise 
 
• If other people want to raise the same issue, agree who will table it or get it put 

on the agenda when and how, and who will offer support when the issue is 
discussed 

 
 
5.3.2 In meetings – getting to know the ropes 
 
 
Get yourself known 
 

• Introduce yourself at the first meeting to the Chair and the partnership 
administrator/secretary 

 
• Make sure the administrator has your correct contact details 
 
• Ask the Chair to let you have two minutes to introduce yourself if s/he doesn’t 

offer! 
 
• Make sure other representatives know who you are and which organisation 

you come from. Give them some publicity material. 

Strategic Leadership Project     31               Enabling Effective Representation 



 
• If others present are not asked to say who they are, suggest to the Chair that 

this happens. 
 
Get to know others 
 

• Draw a diagram of who is sitting where with first names. The sooner you get to 
know who is who and where they are from, the better. 

 
• If you are not sure about the role and remit of the agencies represented, do 

some research outside the meeting. 
 
• Arrange to meet another representative after your first meeting(s) to chew over 

the experience or to raise queries not covered in the paperwork 
 
• Start to identify possible allies in the meeting and contact them afterwards 
 

Get to know the business 
 
• If people refer to things by acronyms or by shorthand titles, don’t be afraid to 

ask to what they refer. 
 
• If reports or policies are mentioned with which you are unfamiliar, do some 

individual research or if you think others are also unaware, ask for information 
to be provided by the partnership. 

 
Get to know the etiquette 
 

• Observe the culture and etiquette of the meeting. Is it very formal? Do people 
defer to the Chair? Notice which items are formally agendaed and which can 
be raised as AOB. If the etiquette is unfamiliar, watch and listen at the 
beginning. 

 
• If you want to raise an item under AOB, it is a good idea anyway to let the 

Chair know before the meeting starts. 
 
• When you want to speak, choose an appropriate moment and don’t interrupt 

other people. 
 
• If you miss the chance to speak or it doesn’t arise, raise it under AOB. 
 
• Make your point as succinctly as possible. People may stop listening if you talk 

for too long or too often on an issue.  
 
• If you are unable to attend a meeting, make sure you apologise in advance 

and that this is minuted. It shows you take the meetings seriously. 
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• Consider the benefit of nominating someone else to attend in your place 

(subject to sufficient briefing) especially if you might not always be able to 
attend. 

 
 
5.3.3 Do your homework outside meetings 
 
 

• Use other voluntary sector representatives to get support. If you experience 
the culture, attitudes and lack of understanding of statutory sector participants 
off-putting, identify with others what the problem is and think of practical ways 
to overcome this. 

 
• Keep up to date with the specialist or generalist voluntary sector agenda 

through your own parent organisation or through your local CVS. Remember, 
you are in the same community of interest as your statutory partners, but each 
sector has its own agenda and priorities. 

 
• Don’t assume statutory partners know anything about the sector and how it 

works. Be prepared to educate by explaining. 
 
 
5.4 Managing Role Conflict In Representation 
 
 
No system of representation is ideal.  At times, you may find yourself in a state of 
uncertainty about the role and how to act. Role confusion and tension may arise and it 
is important to recognise the source and to have strategies for dealing with potential 
conflict. You may find: 
  
 
• You want to influence or ‘lead’ the views of the representees  
 
 
The scope of your role may permit you to ‘lead’ those you represent. 
Signal when you are doing this and speak as a ‘pure’ representative first and then 
clearly introduce your own professional views as your own 
 
 
• You want to speak in your own voice as yourself 
 
 
The scope of your role may permit you to give your own opinions. Signal when you are 
doing this and speak as a ‘pure’ representative first and then clearly introduce your own 
personal views as your own 
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• You wear different  ‘hats’ which can conflict 
 
 
Before you go into a meeting or activity, remind yourself which hat you are wearing. 
Leave the others behind. If you cannot avoid a conflict of interest, tell others in the 
meeting and ask advice on how to act. You may need to leave the room during a 
discussion in which you have an interest and in the worst case, you may need to resign 
from wearing one or more of your hats.  
 
 
• You identify too closely with the views/interests of statutory partners 
 
 
Be careful not to be drawn into concealing information from representees which has 
been made known to you by statutory partners in your representative capacity. Carry 
out your consultative duties carefully and follow the mandate given you be your 
representees 
 
 
• You do not agree with the views of other representatives on the group 
 
 
If your views are not accepted and you are outvoted, accept this with good grace. 
Report the decision as objectively as you can to your representees. If your 
disagreement with others in the group is sufficiently extreme and long-standing, 
resignation may be the only sensible option  
 
 
• You have to choose to represent a single view when there is no consensus 

among representees 
 
 
Do not feel that you have to present a united front if there isn’t one. Be honest and 
reflect the diversity of opinion. You would not expect people from the 
business sector to always agree with each other. The voluntary sector is no less 
diverse. 
 
 
• You have to contradict or implicitly criticise your funder in order to fulfil your 

representative role 
  
 
Sometimes you need to gently break eggs to make an omelet. Practice your choice of 
words in advance and make it clear that you are speaking on behalf of others. If 
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possible form alliances on the partnership in advance of speaking out in public  to 
ensure support. Sometimes it may be more politic to speak to officers in private outside 
meetings. 
 
 
• You have to contradict the views of politicians in order to be representative 
 
 
Know your adversary. Cultivate communication and relationships with councillors 
however challenging. Pick your moment to disagree with them in public and choose 
your words carefully. Make it clear that what you say is based on more people’s views 
than just your own. 
    
 
 
5.5 Being Pro-active as a Representative 
 
 
You may need to be pro-active on a range of fronts in order to improve as a 
representative and to manage the work-load involved. You need to ask for all or any of 
the following: 
 
 
5.5.1  Within your own organisation 
 
• your representation and consultation work to go in jds  
• your training needs to be identified and met 
• your representative role to be scoped realistically and put in your work plan 
• your organisation’s representative work to be scoped, costed and sanctioned by the 

Board and included in your business plan 
• a review / re-consideration of your representative work if it is too onerous 
 
 
5.5.2   In relation to other sector organisations 
 
• to review and improve consultation mechanisms with stakeholder groups 
 
 
5.5.3 In relation to beneficiary client groups 
 
• to seek to include beneficiaries in internal consultation 
 
 
 
 

Strategic Leadership Project     35               Enabling Effective Representation 



 
5.5.4 In relation to your  CVS 
 
• more training and support for representational role 
• a generic representative role jd 
• information on stakeholders outside the loop 
• support to consult 
 
 
5.5.5 In relation to the partnership Chair or Manager  
 
If you were ‘parachuted’ into the representative role, you may need to ask for: 
 
• a written remit of the partnership 
• an accountability chart 
• a contact list of all members and stakeholders  
•  access to past papers as necessary 
•  timely mailings 
•  dates for meetings, agenda items etc in advance 
• a chance to input on agenda 
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6 Skills and Strategies for Chairs of Partnerships 
 
 
The Chair of a cross-agency partnership has a crucial role to play in enabling and 
supporting voluntary sector representation.  
 
 
6.1 Background knowledge 
 
 
Chairs need some understanding of: 
 
• the representative relationship and process 
• the role of the CVS in representation and its support 
• the responsibilities of the voluntary sector representative role 
• the generalist versus the specialist role  
• how representatives are selected and when 
• who and how many they represent 
• the scope of their role 
• how consultation occurs with representees and the time-scales involved 
• the barriers faced by voluntary sector representatives 
 
 
6.2 Induction of new representatives 
 
 
Chairs are uniquely placed to ensure new representatives are inducted successfully into 
their role. 
 
Induction packs should be developed which include: 
 
• The remit of the partnership, its strategic or operational purpose    
• Partnership membership list - names, organisations, roles, full contact details  

with no unexplained acronyms         
• Accountability diagram - where does the partnership fit in with groups below,        
    at the same level and above         
• Calendar of meeting dates and venues and forward plan of business 
• How to get issues added to partnership agendas 
• The style required for written reports  
• Access to relevant past papers - past minutes, reviews, reports    
• A role description for voluntary sector representative  which explains what is 

expected including terms of reference  
• Voluntary sector representee list with names, roles and full contact details   
• How to claim allowable expenses for travel, administration, time 
• Support opportunities for voluntary sector representatives                
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• Training and development opportunities for representatives       
 
 
6.3 Support in meetings 
 
   
The environment created in meetings can be conducive or detrimental to voluntary 
sector participation.  
  
An effective Chair will: 
 
• explain partnership business and planning 
• introduce new members 
• plan dates of meetings well-ahead 
• consult members about timings of meetings 
• ensure mailings are timely 
• create opportunities for representatives to contribute to the agenda  
• ensure meetings provide an equal focus on voluntary sector issues and contributions 
• ensure  for voluntary sector participants an equal chance to speak 
• request all partners provide plain English summaries as supplements to verbal 

reports  
• provide explanation of background information 
• avoid acronyms 
• keep members on track, remind members of purpose and remit   
• provide feedback on action generated by meetings 

 
 

6.4 Partnership development 
 
 
Chairs need to address not just the needs of voluntary sector members but those of all 
participants. They should aim to develop their partnership in the same way that Chairs 
of Trustees review and develop their boards.  
 
Partnerships need to reflect on the way they internally operate, co-operate, challenge 
and motivate and the Chair should facilitate this process. Voluntary sector 
representatives if they have experience of working on or with boards are well-placed to 
contribute. Business planning and review; skills audits, training analyses and targeted 
development opportunities should be regular, scheduled activities for partnerships.  
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