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Foundation Training for Freedom to 
Speak Up Guardians

WORKBOOK

Welcome to Foundation Training for Freedom to Speak Up Guardians. This training will help you to understand 
the functions and expectations of the Freedom to Speak Up Guardian role and how to perform it effectively. Let’s get started
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What is Speaking Up?
MODULE 1

In this module we will learn about the background and scope of speaking up, why it matters, and the part you will 
play in improving the culture of your organisation and the broader healthcare environment.
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Background to Freedom to Speak Up
TOPIC ONE

Where did Freedom to Speak Up and the Freedom to Speak Up Guardian role come from? Find out about the background in this topic.

Introduction
Thank you for your commitment to making speaking up business as usual in 
healthcare in England.  

Supporting workers to speak up and helping organisations to identify and reduce 
barriers and improve their ‘speak up, listen up, follow up’ cultures will lead to learning 
and improvement and a higher quality service, whatever the setting.  

The role of the Freedom to Speak Up Guardian is a vital component in this change. 
We welcome you to our community and as part of a growing network across England, 
dedicated to learning and improvement.  

Before completing this training, you should have completed Freedom to Speak 
Up training for all workers: ‘Speak Up, Listen Up, Follow Up’ via Health Education 
England’s learning platform below.

Speak Up, Listen Up, Follow Up

https://www.e-lfh.org.uk/programmes/freedom-to-speak-up/
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Objectives
Let’s find out what you’ll be able to do by the end of this 
module.

•	 Understand the background and broad scope 
of Freedom to Speak Up, why it matters and its 
importance in working towards a culture where 
speaking up is business as usual. 

•	 Feel confident about what speaking up is and how to 
respond and support the people who come to you.

•	 Have explored common terminology used around 
speaking up and understand why speaking up is the 
preferred term.

•	 Be able to distinguish between open, confidential, 
and anonymous speaking up and have reflected on 
some speaking up cases.

•	 Appreciate the contribution the Freedom to Speak 
Up Guardian role makes to improve patient, service 
user and worker experience and safety.

•	 Understand speaking up as an aspect of learning 
and improving.

•	 Recognise and reflect on what might be happening 
in your own organisation.

•	 Understand the importance of the four Freedom to 
Speak Up values.

•	 Know how the National Guardian’s Office operates 
and how it interacts with other bodies in the NHS 
and wider healthcare sector.

•	 Know how and when to reach out for support in the 
Freedom to Speak Up Guardian role.
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Sobering stories
The following newspaper headlines represent just some of the stories 
of failings and tragedies that have occurred in our modern NHS and 
healthcare system. There are numerous examples of where things have 
gone wrong and of people having suffered as a result of speaking up. 

As you learn more about these headlines and the stories behind them, 
think about the type of environment and culture that allowed these events 
to happen. What, if anything, could have been done to avoid it? 

An investigation into baby deaths at a general 
hospital in Barrow between 2004 and 2013 
found that maternity services were afflicted by “a 
culture of denial, collusion and incompetence”. 
The outcome was that there were 20 incidents of 
care failure, including three maternal deaths and 
the deaths of 16 babies. 

‘A cascade of catastrophic failings’: 
England’s baby death scandals

In 2011, 11 members of staff at a care home 
were charged with incidents of neglect or 
ill-treatment against five residents of the 
care home with severe learning difficulties. 
An undercover BBC Panorama investigation 
captured graphic footage which led to a 
serious case review into the care home. 

Winterbourne View care home staff 
jailed for abusing residents

After an independent inquiry, 11,000 of breast 
surgeon Ian Paterson’s patients were recalled 
for their treatment to be assessed. Paterson 
worked with cancer patients for over 14 years, 
and his disorderly operations resulted in the 
cancer returning in many patients, and others 
didn’t even need the surgery. 

Ian Paterson: Surgeon wounded 
hundreds amid ‘culture of denial’

Manish Shah sexually assaulted a number of female patients by 
undergoing unnecessary smear tests and breast examinations. Shah 
didn’t always wear gloves when carrying out smear tests, and his 
victims were between 15 and 39 years old. 

GP who sexually assaulted 24 patients jailed for life

Raj Mattu, a heart surgeon, exposed the cases of two patients who 
had died in crowded bays in Coventry, after which he was ‘unfairly 
dismissed’. Mattu was awarded £1.22 million in damages and called 
for more protection for whistleblowers in the NHS. 

Sacked doctor gets £1.22m in damages
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Headlines
Take a look at the headline 
here from the Daily Telegraph 
(6th February 2013):

“The Mid Staffordshire Trust, 
which runs Stafford Hospital, 
lost sight of its responsibility to 
provide safe care. In the wards, 
people lay starving, thirsty and 
in soiled bedclothes. Patients’ 
buzzers would drone endlessly, 
unanswered.”

The Mid Staffordshire NHS Foundation Trust
To gain a better understanding of the need for a positive speaking up culture in healthcare and learn 
how the Freedom to Speak Up Guardian role came about, let’s explore the background to Freedom to 
Speak Up in more detail. 

The Mid Staffordshire NHS Foundation Trust (or ‘Mid Staffs’ as it came to be called) was a well-
established healthcare provider in the West Midlands in England. It was at the centre of one of the 
biggest failings in NHS history when investigations uncovered numerous cases – over several years – 
of tragic deaths, neglect, and suffering which could have been avoided. 

The Mid Staffordshire NHS Foundation trust

Those who spoke up were often ignored, bullied, and silenced. A toxic culture driven by financial and 
clinical targets and a denial of concerns led to some workers and leaders losing their line of sight and 
responsibility for providing safe care to patients. 

Helené Donnelly was one worker who spoke up. We’ll learn more about her story on page 9. 

Did anyone speak up?
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A campaign group called ‘Cure the NHS’ made up of 
bereaved families successfully demanded a public inquiry 
into the events in Mid Staffs.

The inquiries were chaired by Sir Robert Francis QC, in 
which he described the Trust and the system surrounding it 
as being in “cultural crisis”.

His later Freedom to Speak Up Report (published in 2015) 
contained 20 principles with 290 recommendations, 
including the creation of Freedom to Speak Up Guardians 
and the National Guardian for the NHS, which Sir Robert 
saw as key components in supporting people and making it 
safe for them to speak up. 

Cultural crisis

The Freedom to Speak Up Report emphasised the need 
to get away from the culture of blame, and the fear that it 
generates, to one which fosters openness, learning and a 
commitment to safety and improvement. As a Freedom to 
Speak Up Guardian, you are instrumental in achieving this 
ambition. 

If you haven’t already, please make a note to read the 
Report and the stories of those affected by the events. 

You can also watch a video of Sir Robert Francis talking 
about the Report and events, or find more information 
about the public inquiries if you require. 

Conclusion
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Helené Donnelly was a nurse working in the Mid Staffs accident and emergency 
department. Helené spoke up repeatedly about failings and her concerns that 
efforts to meet targets were compromising the quality of care. Instead of being 
thanked and remedial action taken, 

Helené was ostracised by colleagues and bullied. She heard that people were 
plotting to sabotage her work, by making it look as if she had made a drug 
error. She could not walk to her car alone at night and had to be accompanied 
because of threats made to her physical safety. 

Helené eventually moved to another hospital trust but continued to speak up 
about the issues she encountered. She was a key witness for the public inquiries 
that followed. Helené was later awarded an OBE for her efforts and action.

Helené Donnelly

Recognising efforts
People who speak up in their organisation do get praised and recognised for 
their efforts. Let’s explore Helené Donnelly’s story. 

Learning point
The Freedom to Speak Up Report 2015 stated that: ‘The NHS is blessed 
with staff who want to do the best for their patients. They want to be 
able to raise their concerns, free of fear that they may be badly treated 
when they do so, and confident that effective action will be taken’. 

It also charged system leaders with fostering healthy cultures which 
encourage and celebrate speaking up. 
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Summary
Let’s see what you have learnt during this topic.

•	 Bad things happen even in the best organisations – there is no 
guarantee that events similar to those we’ve explored are not happening 
now or will not happen in the future 

•	 Supporting workers to speak up and reducing barriers to speaking up 
will help system leaders create the cultures that lead to learning and 
improvement and a higher quality service, whatever the setting 
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What is Speaking Up?
TOPIC TWO

In this topic, we’ll look at what is meant by speaking up. 
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Is it a concern, complaint, or suggestion for improvement?
To get us started on common terminology used in relation to speaking up, let’s take a look at the differences between the terms ‘concern’, 
‘complaint’ and ‘improvement’.

If someone has a concern we 
would, of course, want them 
to raise it as soon as possible. 
However, speaking up encourages 
saying something at the earliest 
opportunity when there is still 
doubt about whether there is even 
something to be concerned about. 
In healthcare, it can be too late 
if someone needs to be sure they 
are ‘concerned’ about something 
before they speak up.

Raising concerns
Most organisations have an established 
complaints process and may require people to 
engage openly with that, before responding. The 
complaints process may take time and may limit 
the issues that can be considered under it, as well 
as the outcomes that can be achieved. This can 
sometimes miss what is at the heart of the issues 
raised and can get in the way of issues that need 
to be dealt with urgently.

Speaking up, however, is broad and includes 
everything and anything that gets in the way of 
doing a great job. It can begin and end with a 
conversation and can offer people the chance to 
raise matters confidentially, without engaging in a 
formal process. It can also offer agile and tailored 
solutions depending on the outcome sought.

Making a complaint
Speaking up is not just for when things 
go wrong, it’s also about when things 
are going well but could be even better.

Suggesting improvements is a positive 
thing but may not always be recognised 
as such. In some cases, it may be met 
with defensiveness rather than curiosity 
and perceived as intrusive.

Speaking up helps empower people to 
share their ideas and suggestions, even 
when they are not completely sure of 
the outcome.

Suggesting an improvement
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Making a disclosure
‘Making a disclosure’ is a phrase which someone might relate to making a disclosure 
of information under the Public Interest Disclosure Act 1998 which they feel is in the 
public interest to raise.

Put simply, the legislation allows certain categories of worker to lodge a claim with 
an employment tribunal if they suffer as a result of disclosing this information. The 
legislation is complex and to qualify for ‘protection’ under it, very specific criteria and 
legal tests must be met in relation to who is speaking up, about what and to whom.

Ultimately, a judge will determine what constitutes a protected disclosure. It can 
be problematic when people wrongly assume that they must give information in a 
formal, prescribed way, and that some form of security automatically happens.

Speaking up aims to remove this burden from workers and helps them to understand 
that all information is welcomed and valuable, however it is provided. Freedom to 
Speak Up Guardians do not need to be legal experts but should be aware of when 
someone might need the support of a union representative or legal advisor.
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What about ‘whistleblowing’?
Whistleblowing can sometimes mean different things to 
different people. It’s crucial, however, that we understand 
what it truly means in relation to speaking up.

Whistleblowing is a colloquial term.  

It’s used in various ways and can lead people to think 
only in terms of speaking up outside of an organisation, 
for example, to a journalist or regulator, about something 
‘serious’, or that it confers automatic legal protection 
under the Public Interest Disclosure Act 1998. 

But all of these are incorrect. Many workers associate 
the term with negative experiences and stigma for the 
individuals and organisations involved. Because of this, 
people may think twice before speaking up if they feel that, 
by doing so, they will be ‘blowing the whistle’. We want 
everyone to feel able to speak up and for this to be part of 
business as usual. 
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Raising a grievance
When people speak up, there will often be established processes that can 
help them resolve whatever issue it is they are raising, whether that relates 
to them or someone (or something) else. The important thing is for them to 
be listened to, thanked, and helped to navigate the next steps which are 
right for the circumstances. 

When someone ‘raises a grievance’, they are speaking up and the matter 
needs to be looked at in the round, particularly where other matters are 
presented at the same time. In healthcare, it can be difficult to distinguish 
between what might be considered a grievance and what might still have 
an impact on patient safety and the quality of care. 

Did you know?
If someone experienced rudeness at work, it can affect their 
commitment to their role and the quality of their work. 

This can, of course, have serious implications if they are in a care 
giving role. Civility Saves Lives is an organisation which focuses on 
the negative impact that rudeness can have in healthcare, aiming to 
understand the impact of behaviours. 
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Learning point
The most important point to 
recognise is that all of these 
terms represent speaking up. 

Speaking up is the preferred 
expression as it includes, and 
goes beyond, all of the terms 
listed. 

You will be working with 
people who will have their 
own thoughts and feelings 
about the terms above, so let’s 
explore speaking up and why 
it is the preferred term in the 
next topic.

Summary
Let’s see what you have learnt during this topic.

•	 There are lots of terms that all represent speaking up and workers might 
use a number of phrases when they speak up to you – remember to 
listen to what they say and ensure you understand what it is they are 
speaking up about  

•	 Speaking up is the preferred expression as it includes and goes beyond 
all of the terms. Speaking up is a universal term and can be used in 
different settings 

•	 The important thing is for Freedom to Speak Up Guardians to be 
listened to, thanked, and helped to navigate the next steps which are 
right for the circumstances 
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Speaking Up
TOPIC THREE

In this topic we’ll discover some important information about speaking up, including who can speak up and about what, as 
well as barriers to speaking up. 

Speaking Up
Now that we’ve explored what speaking up is and why it’s valuable, let’s learn a 
bit more about the term ‘Speaking Up’.

‘Speaking up’ may seem like a broad term – it is, but it’s deliberately broad. 
It means that positive suggestions for improvement can be included, but also 
concerns and worries. It also means that people don’t have the additional 
burden of trying to categorise what they wish to speak up about. This can be off-
putting in itself, particularly when each circumstance will be different, and many 
issues can be very complex. 

The expression of speaking up is used across the health and care sector, and 
it helps workers to have a common understanding, supporting a consistent 
approach when people move between organisations. As a Freedom to Speak 
Up Guardian, remember to be comfortable with whatever language people 
use when they speak up to you – it all means the same thing. Use speaking up 
consistently and it will soon become the norm. 
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Who can speak up?
Do you think speaking up is only for those 
employed by the organisation? 

a) Yes - only those employed by the 
organisation can speak up
b) No - other workers can speak up too

Write your answer below.

Why is it valuable?
When things go wrong, we need to make sure that lessons are learnt, and things are 
improved. If we think something might go wrong, it’s important that we all feel able to 
speak up so that potential harm is prevented. 

Even when things are going well, but could be made even better, we should feel able 
to say something and should expect that what we say is listened to and used as an 
opportunity for improvement. 

So, why is speaking up valuable?

Life and death

Speaking up in healthcare can literally be the difference between life and death. 

There will always be people who will speak up for what’s right, even when it comes with a 
risk of personal cost. Freedom to Speak Up aims to make speaking up business as usual 
so that the stories we explored earlier, become a thing of the past and are replaced with 
positive news stories which celebrate speaking up. 

Financial impacts

Speaking up contributes to the improved safety and wellbeing of patients, service users 
and workers. There can also be a financial impact if people suffer when speaking up to 
prevent harm or make improvements is not welcomed.

Feeling valued

When people feel safe to speak up about ideas, worries, and even mistakes, when they 
are listened to and treated with compassion, and when they understand what actions are 
taken as a result, they are more likely to continue to “say, stay and strive” at work. 
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What might workers speak up about?
As we’ve learnt, speaking up includes positive suggestions as well as any concerns. 
But what kinds of things do you think workers might speak up about?

Practice

Workers can speak up about anything that gets in the way of doing a good job. This 
may include, for example, poor clinical practice, or heavy unsustainable workloads.

Welfare

Unsafe working conditions, bullying and harassment, and concerns about the welfare of 
colleagues, patients, or those who receive care, are all examples of what workers can 
speak up about. 

Information and security

Speaking up can include breaches of confidentiality and fraud concerns. 

Suggestions

Suggestions may include ways to improve care or the working environment, ways to 
save time or money, or good practice that can be built on. 
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Anonymous, confidential, and open
People who speak up to you may do so anonymously, confidentially, or openly. 

Anonymous

When someone speaks up anonymously, 
they do not want to share their identity with 
anyone. This may be a ‘note under the door’ 
or someone using an email pseudonym. 
Anonymous cases come with some potential 
challenges. You might not be able to get 
more information that could be helpful, and 
it’s difficult to provide feedback.  You also 
can’t offer any support to the individual, 
nor can you thank them for speaking up. 
However, any matter spoken up about 
anonymously should still be considered and 
treated in the same way as any other matter 
spoken up about, as far as possible. 

Confidential
Speaking up confidentially is when the person 
reveals their identity to you on the condition 
that it will not be shared without their consent. 
It’s important to understand that confidentiality 
can be preserved except where it is required to 
be disclosed by law. In some cases, for example, 
where the person has already shared information 
or where the facts of the case enable others to 
identify them, maintaining confidentiality may be 
impossible. However, this should be discussed with 
them. There are a range of means which can be 
considered to ensure that their identity is protected, 
even when further action is needed, such as an 
investigation into the matter they have raised. 

Open

This is when you know the person’s 
identity and they are happy for anyone 
else involved to know as well. This will 
make it easier for others to ask them for 
any further information they need to help 
resolve the issue.  

It will also help your organisation take 
action to support them further if they 
need to. They might not want to speak up 
openly though, and they do not have to. 
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Knowledge check
Let’s take a moment for another knowledge check. 

Alev emails you about bullying that she and others experienced whilst 
working in your organisation. She describes the anxiety this caused 
her, how it affected her work and that it was the reason she resigned. 

Alev left the organisation three years ago but works locally and still 
pops by to see colleagues from time to time. You are questioning what 
you are supposed to do about bullying that happened a long time ago 
and whether Alev would be better approaching her current employer 
for support.  

What do you do?  

a) Email Alev saying that you are sorry to hear about her troubles, but 
you can’t help her
b) Email Aelv to arrange a follow up

Write your answer below.

Feeling welcome to speak up
Every worker – whether they volunteer, are directly 
employed, are contracted, temporary or work through an 
agency, or are a student – holds valuable information. 
Even when a worker has left an organisation, they may hold 
important information that the organisation would benefit 
from knowing.  

They need to feel welcome to speak up. 

When they do speak up, the person they speak up to needs 
to thank them and know how to respond and this response 
needs to be consistent across the organisation. 

Everyone therefore needs appropriate training in speaking 
up and the knowledge and skills to respond well when 
someone speaks up to them. 

It’s essential that groups who face particular barriers to 
speaking up have the encouragement, information, and skills 
they need to speak up. 
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The speaking up process and what gets in the way
In his Freedom to Speak Up Report, Sir Robert Francis QC described a process for speaking up in five steps. The diagram here is based on that 
model, but we want you to think about the barriers to each of those steps that someone who speaks up might encounter. You can think about 
this generally or in the context of your own organisation.   

Take a moment to consider what these are and what might be done to overcome these barriers and record your thoughts on the Barriers to 
Speaking Up worksheet, which can be downloaded and printed from the Resources page of this module. Let’s take a look at our examples of 
barriers to each stage in the speaking up process. Can you identify any of these barriers at your own organisation? 

Identifying that something might 
be wrong or could be better

Not being knowledgeable enough to know 
if there is something wrong or could be 
improved. This could be an issue with 
the information or training that someone 
has received or not. Being doubtful of 
what they do know – believing that their 
knowledge may not be up-to-date or not 
in-depth enough to be able to comment 

Speaking Up

•	 Confusion or uncertainty about who to approach 
•	 Being put off by what is ‘normal around here’ 
•	 Being on a work visa or permit that is linked to their job 
•	 Have a conflict of interest and / or loyalty – e.g. if the matter 

involves their line manager or friend  
•	 Have had or seen negative treatment after speaking up previously  
•	 They may be apathetic if nothing has changed, and no feedback 

was given after speaking up previously  
•	 Being worried about the time, cost, and effort of looking into 

something raised 
•	 They may be new – new starters are extremely valuable to an 

organisation as they bring a fresh perspective and can often see 
what others have become used to. Being new, however, they may 
be nervous about speaking up 

•	 There are many more barriers that can get in the way of speaking 
up, including lacking confidence to challenge seniors, cultural or 
professional considerations 
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Examining the facts

•	 Speaking up matters can be complex and involve several different 
issues at once

•	 They may involve clinical judgement and differences of opinion 
•	 Investigations take time and can be costly and there can be 

disputes about who is best to lead an investigation

If investigations aren’t done well, this can prevent others from 
speaking up.

Outcomes and feedback

•	 ‘Confidentiality’ can be seen, by some, as a reason not to give 
feedback, but usually there is a way to let people know what has 
happened as a result of them speaking up, even if it is not possible 
to reveal all the details 

•	 The outcome may involve a fundamental change and / or 
require time and money to fix this may be a barrier for some 
organisations  

Remember that feedback is very important, and the lack of feedback 
is one of the most common reasons why people don’t speak up. 

Reflecting and moving forward

Human nature – senior leaders and others may be 
required to accept and communicate the fact that they ‘got 
it wrong’ or have to accept a different way of working. It 
may be difficult for communications teams to understand 
that communicating something that has ‘gone wrong’ 
is a positive demonstration of learning and improving. 
Demonstrating a growth mindset where challenges and 
failings are embraced as opportunities to learn and 
innovate is key. 
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Summary
Let’s see what you have learnt during this topic.

•	 People may speak up – anonymously, confidentially, or openly – 
however a person chooses to speak up is up to them and is welcome 

•	 Workers can speak up about anything and everything that gets in the way 
of doing a good job 

•	 Barriers exist at each step in the speaking up process and must be 
understood and tackled wherever possible 
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Module 1 Answers

b) No - other workers can speak up too

Speaking up is for all workers including ex workers – whether 
they’re employed by an organisation directly, work as 
contractors, or are students or volunteers.

There are other mechanisms in place to help the voices of 
patients, family members, and carers be heard.   

Who can speak up?

b) Email Aelv to arrange a follow up

You should thank Alev for reaching out.  

Alev can still be supported by you even though she has left the 
organisation – in fact, some people may only feel safe to speak 
up once they have left the setting.  

Workers are our most valuable asset and retaining them is vital. 
Alev’s employer is not likely to be able to take steps to address any 
ongoing issues but might be able to provide Alev with access to 
any health and wellbeing support she needs. 

Knowledge check
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The Freedom to Speak Up Guardian Role
MODULE 2

Thank you for your commitment to making speaking up business as usual within your organisation. The role of the Freedom 
to Speak Up Guardian is a vital component in this change – this is what you’ll be focusing on in this module.
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The Freedom to Speak Up Guardian Role
TOPIC ONE

In this topic, you’ll explore the expectations of the Freedom to Speak Up Guardian role and its importance in working towards a culture where 
speaking up, listening up and following up is business as usual. First we’ll look at some of the proactive elements of the role, your work to improve 
the culture of speaking up and then we’ll focus on the reactive elements of the role and how to deal with speaking up cases.

What does a Freedom to Speak Up Guardian do?
Freedom to Speak Up Guardians offer an additional route for workers to speak up 
about anything and everything that gets in the way of doing a great job. They also 
work proactively to support their organisations to help identify and reduce barriers 
to speaking up. 

All Freedom to Speak Up Guardians work to a universal job description, the 
principles of which can be applied to all settings. You can find the job description in 
the Resources page at the end of this module. The Freedom to Speak Up Guardian 
role has reactive and proactive elements. The reactive relates to your speaking 
up case work. The proactive involves supporting development of a positive Speak 
Up, Listen Up and Follow Up culture. You can find a summary of the proactive and 
reactive elements of the role using the document on the Resources page. As you 
reflect, make a note of how you will achieve these in your organisation. 

Let’s explore what this involves in more detail. Remember that no one individual 
can achieve all of these outcomes on their own. In fact, the Freedom to Speak Up 
Guardian role is one that relies on partnership working, both inside and outside of 
your organisation. 
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What you’ll be doing
As a Freedom to Speak Up Guardian, you will be helping to:
•	 Support workers who speak up
•	 Make sure workers have the capability, knowledge, and 

skills they need to speak up themselves  
•	 Identify and reduce barriers to speaking up 
•	 Foster a positive Speak Up, Listen Up, Follow Up culture 

in your organisation 
•	 Support your organisation to use matters raised as 

opportunities for continuous learning and improvement 
•	 Ensure consistency in Freedom to Speak Up throughout 

healthcare 

What you’ll be achieving
By doing this, you will be helping to: 
•	 Protect patient and service user safety and the 

quality of care 
•	 Improve the experience of workers 
•	 Promote learning and continuous improvement 
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Encouraging workers 
to speak up
Workers need to know how 
to speak up, and that this is 
welcomed, from their very first 
day at work. 

New starters bring a fresh 
perspective that can help 
organisations see matters in a 
different way. 

As a Freedom to Speak Up 
Guardian, how might you 
influence this?

Use the box below to write down 
some thoughts.

Policy
Policies should be drafted from the point of view of the person speaking up, so they are clear and 
easy to follow. 
Speaking up supports a whole range of activities, so other policies may need to refer to, and be 
consistent with, the speaking up policy. 
It’s important to remember that no policy is effective if workers don’t know it exists or aren’t aware of 
how they can access it if they need to. 

To ensure that workers are aware of your organisation’s policy and that it is easy to understand, you 
need to: 
•	 Work with whoever is responsible for policies in your organisation to ensure that they are well 

written and accessible 
•	 Encourage your organisation to seek the views of workers on policies and check that their 

effectiveness is measured so that improvements can be made 
•	 Keep abreast of developments in speaking up so that these can be incorporated into policies and 

other procedures in a timely way 

Freedom to Speak Up Guardians

The National Guardian’s Office has produced a ‘policy review tool’ which can be used to assess how 
well a speaking up policy reflects best practice. 
As a Freedom to Speak Up Guardian, you may want to use this, alongside other tools to reflect on the 
effectiveness of your organisation’s policies. 
The policy review tool can be found at the Speaking Up Resources link in the Resources page.  
Another useful tool is the national integrated policy produced by the NHS England and NHS 
Improvement (NHSE / I). You can find it on the Resources page. 

Review

Your organisation’s Freedom to Speak Up Policy
When someone decides to speak up, they should have access to information to help them to decide 
who to speak up to, within or outside of their organisation. 
They should know how the matter will be processed and what support they can expect. 
Most organisations have a ‘Freedom to Speak Up’ policy or something similar that will describe this. 
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Role modelling speaking up and your proactive work
Freedom To Speak Up Guardians play a vital role within their organisations but must 
be supported by leaders who champion speaking up ‘from the top’. 

Freedom To Speak Up Guardians can support senior leaders by presenting regular 
reports and by meeting with individual senior leaders regularly. 

Both must work in partnership, but each have their separate roles to play – 
Freedom To Speak Up Guardians are expected to work with autonomy and 
independence, and their working relationship with senior leaders needs to be one of 
trust that enables this to happen. 

Let’s find out what this outcome means in more detail. 
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Reports

Senior leaders receive regular 
reports from their Freedom to 
Speak Up Guardian that include 
information on the number 
and types of cases they deal 
with, barriers to speaking up, 
and details of opportunities for 
learning and improving. 

So, your role is to ensure that 
boards or equivalent receive 
regular reports on speaking up. 

In person

Freedom To Speak Up Guardians 
present their reports in person or 
‘face to face’ virtually if working 
remotely. 

Meetings

Impact

Freedom To Speak Up 
Guardians meet regularly with 
the organisation’s CEO or 
equivalent, and other members 
of the senior leadership team, 
as appropriate. 

Local measures of the impact of 
Freedom to Speak Up and the 
Freedom To Speak Up Guardian 
role are agreed between the 
Freedom To Speak Up Guardian 
and senior leaders and used to 
monitor progress. 

Your role is to give honest and 
open feedback on the speaking 
up culture, working with senior 
leaders to ensure that there are 
suitable measures in place. 
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Communicating with Senior Leaders
As a Freedom To Speak Up Guardian, when reporting on Freedom to Speak Up matters you are expected to act transparently and openly but 
must be mindful of preserving the confidentiality of individuals who speak up. 
This means that there may be limits on the amount of detail that you can report and how much you can reveal in discussions about any 
individual case. You should feel able to act in this way and your senior leaders should respect this. 

Your role Guidance

Along with the responsibilities explored above, 
you will also need to ensure that senior leaders 
understand and respect the need to preserve the 
confidentiality of individuals. 

Along with NHS England and NHS Improvement, the National Guardian’s Office has 
issued guidance on Freedom to Speak Up for boards in trusts and foundation trusts. 
It sets out collective and individual responsibilities on speaking up and includes 
expectations about reporting on speaking up to senior leaders. It also includes some 
guidance on potential measurements for speaking up culture. Wherever you work, 
this guidance may be helpful in clarifying expectations for senior leaders in your 
organisation. 

Find the guidance for boards on the Resources page. 
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Reflection point
1.	 Having watched the video, how does it relate to your own 

experience – real or anticipated?
2.	 What, if anything, will you do differently the next time you present 

to senior leaders?
3.	 What have been your main challenges and successes when 

engaging with senior leaders on Freedom to Speak Up and what 
will you do about them?

Use the text box below to note down your reflections.
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Communicating Freedom to Speak Up across your organisation

A vital part of your role as a Freedom To Speak Up Guardian is to ensure that Freedom to Speak Up messages and processes are effectively 
communicated across your organisation. 

What does it mean? Groups who face additional barriers to speaking up 

This means that: 
•	 Induction processes include Freedom to Speak 

Up messages and explain the Freedom To Speak 
Up Guardian role  

•	 Freedom to Speak Up messages and details of 
the Freedom To Speak Up Guardian role are 
regularly communicated across the organisation, 
whilst being mindful of preserving confidentiality, 
including examples of the sort of matters that 
workers are speaking up about and the actions 
taken as a result of speaking up 

•	 The impact of these communications is measured 
•	 Regular communications will also need to go 

to all workers to reinforce the message that 
speaking up is welcomed and remind people of 
how they can speak up 

Think about workers who might not have easy access to an intranet or might work 
part-time or remotely – they might face barriers to accessing information about how 
to speak up.

As a Freedom to Speak Up Guardian, you will want assurance that messages reach 
everyone. You will need to: 
•	 Develop a strong working relationship with communications colleagues in your 

organisation if you have them 
•	 Ensure that there is an effective plan to communicate messages about speaking 

up, and the role of the Freedom to Speak Up Guardian  
•	 Working with colleagues, develop campaigns and other means of engagement 

to keep messages ‘fresh’ and to ensure that groups know how to speak up – you 
could work with Freedom to Speak Up Guardians in your network to share ideas 
about how to achieve this 

•	 Other workers who may face additional barriers to speaking up include volunteers, 
new starters, minority, ethnic workers, agency staff, trainees, and overseas 
workers. 
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Additional actions

Experiences of minority ethnic workers

Depending on your organisation and its needs, you may also 
decide to:  
•	 Develop a network of Freedom to Speak Up Champions or 

Ambassadors to support you to get the Freedom to Speak 
Up message out there

•	 Champions and Ambassadors could help you to promote 
Freedom to Speak Up and reach a wide range of workers, 
they can also support with signposting. Ensure you read 
our guidance related to Freedom to Speak Up Champion / 
Ambassador networks

You can read more about the experiences of minority ethnic 
workers in the following reports: 

•	 Difference Matters
•	 Inclusive Freedom to Speak Up: Appreciating how what we 

bring to the workplace impacts on speaking up 

You can find the link to these in the Resources page. 

Learning point
The National Guardian’s Office has developed a presentation that 
includes some messages about speaking up and the Freedom to 
Speak Up Guardian role. 

You can find it in the Resources page. 

When you have completed Foundation training and have registered 
on the Guardian portal, you will receive details of how to access the 
Freedom to Speak Up Guardian password-protected area of the NGO 
website where you’ll find resources that you might wish to use in your 
messaging.

Top tip 

Every October, the National Guardian’s Office runs a ‘Speak Up 
Month’ campaign – it’s an opportunity to come together with others 
to promote speaking up and the Freedom to Speak Up Guardian role. 

Look out for it and join up with the campaign to reinforce your own 
local messages about speaking up.  

As part of your ongoing learning, please take a look at our case studies 
to read about other Freedom to Speak Up Guardians’ experiences. 

You can find the link in the Resources page. 
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Reflection
Before we move on, let’s pause to reflect.  
How can you try to ensure that everyone knows 
about you as the Freedom to Speak Up Guardian? 
What might you do as the Freedom to Speak 
Up Guardian to make sure those with additional 
barriers to speaking up know about your service?

Use the text box below to write down some thoughts.

Top tips

Work together

Accessible

Let’s explore our top tips for making it as easy as possible for people to speak 
to you. 

Work closely with staff groups and forums, if you have them, such as minority 
ethnic staff groups, LGBTQ+ staff groups and disability staff groups. 

If you have a communications team, get their support. 

You can also work with others in your organisation to check that the Freedom to 
Speak Up policy is accessible and clear. 

Make yourself well-known – people need to know who you are.  

Think about photos, screensavers, regular bulletins, stands, toilet door and staff 
room posters, and get to team meetings. 

And do walk arounds if and when you can. This will promote your visibility and 
accessibility for colleagues, reminding them that they are valued and welcome 
to speak up. 

Seeing your colleagues working hard in their roles will remind you of the 
importance of being there for them when they need you.

It may also be a welcome boost for you to be reminded of all the fantastic work 
that happens in your organisation too.



37

Meetings

Support

Attend inductions to present the Freedom to Speak Up 
message from ‘day one’.  
You can also run drop-in sessions where people can easily 
meet with you. 

Support access to speaking up training for all workers at your 
organisation, as well as Listen Up training for managers and 
Follow Up training for senior leaders.

If you decide to work with Champions / Ambassadors to 
promote Freedom To Speak Up, they could help to get the 
message out there. 

Diverse Champion networks may help to communicate the 
Freedom To Speak Up message more widely. 

Responding when someone Speaks Up to you

Speaking up can take a lot of courage – if someone is approaching a 
Freedom To Speak Up Guardian, that might also indicate that they have 
tried other routes for speaking up and didn’t get a good response. 

Let’s find out our top tips for supporting those who speak up to you, and 
things to consider when they do. 

As a Freedom to Speak Up Guardian, you need to be prepared to 
support people who may be stressed, worried, unhappy, and feeling 
under pressure. 

Do what you can to be approachable to anyone, whilst accepting that 
factors outside of your control – such as your professional background, 
age, gender, or seniority, may put some people off. 

Remember, you are there to support, not solve, so make sure that you 
know the appropriate contacts or channels for resolving all issues that 
might be raised with you. This is particularly important for matters that 
require immediate attention. 

Thank the person speaking up and discuss confidentiality, protecting 
this where requested is very important but managing expectations about 
when someone’s identity might need to be disclosed, for example, as part 
of a legal process, is also necessary. 

Be clear about your role in making sure that matters raised to you are 
responded to and that feedback on actions taken is given to the person 
speaking up.

Don’t make assumptions about people’s motivation for speaking up. The 
issues they are raising may be valid but can be missed when the focus is 
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on the person speaking up and their motivations, rather 
than the issue being raised. You are there to support any 
worker and take everything at face value. 

Don’t compromise your impartiality by taking a 
representative role for someone you are supporting. You 
may find yourself supporting several people involved 
in the same dispute, for example, all with different 
perspectives and desired outcomes so it’s important to 
remain neutral and objective. 

It’s good to know what wellbeing and other support 
offers are available in your organisation for people who 
may need more than the support you can offer. 

Every case of speaking up is different but, whenever 
anyone speaks up to you, there are a number of things 
to consider and important questions to ask. 

Let’s look at these in more detail.
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Responding effectively

Things to consider and important questions to ask

So, what should you do when someone speaks up?

In every case, you should always thank someone for speaking up to you.

But what else?

It’s not possible to give an exhaustive list of everything else you will need to do in every case but, typically, you will need to consider the following 
points: 

Could there be immediate risk to patients or workers or others that might require urgent action? Action must be taken to safeguard people at risk, 
if not by the person speaking up, then by you if necessary. You’ll need to know who to escalate to for appropriate action to be taken. Generally, 
you will need to know who to contact in respect of any matter raised with you and remember to keep that list updated
Who else has the person spoken up to? What has already happened? This could impact on their desire for confidentiality or affect an ongoing 
investigation so you should explore the background in detail 
What does the person think about the situation they are describing? What action do they think needs to be taken and what solution or outcome 
are they looking for? 
Can the person take action themselves? Can they do so with or without your support? Are you better placed to escalate the matter? 
Could the person be suffering detriment or negative consequences for speaking up? What might need to happen to prevent this or support them 
and what needs to be done about the individuals who may be the source of these negative actions? Do they need to be signposted to legal 
advice or other wellbeing support?

Things to discuss and agree

You’ll also need to discuss and come to an agreement about the following points with whoever speaks up to you: 

•	 The purpose and extent of your role as a Freedom to Speak Up Guardian and what it is not. You will need to be clear that you cannot make 
decisions about the matter being raised, or to attend grievance or disciplinary meetings with the person speaking up 

•	 Explain that information shared with you which suggests someone is at risk of harm cannot be ignored and must be acted upon (by you, if 
needs be)
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•	 Confidentiality – discuss and agree whether the person speaking up is content for their identity to be known openly, shared with specific 
people or kept confidential by you. Consider how realistic this is depending on the information given. Offer reassurance but manage 
expectations around the limits of confidentiality including where identity may be required to be disclosed as part of a legal process. Keep a 
record of what you agree if you are unexpectedly unable to carry out your Freedom to Speak Up Guardian role for a period of time

•	 Record keeping – explain clearly what will happen with the information that is shared with you, how you’ll keep track of the case and how 
records are stored to ensure that any request for confidentiality is maintained

•	 Next steps – agree a plan and what will be yours and their immediate actions, to whom and how the matter will be escalated
•	 Maintaining contact – agree how you can get back in touch with the person speaking up should you need any further information and to 

provide updates each step of the way. Ask the worker if they’d prefer to hear from you by phone, email or face-to-face 
•	 Support – what wellbeing and other support you and your organisation can offer to help the person speaking up in the short and longer term 
•	 Feedback – what the expectations of the person speaking up are about receiving feedback on what is learnt from the matter they raise

Feedback

Investigation

You will want to agree times, frequency, and methods for providing regular feedback which can come via you as the Freedom to Speak Up 
Guardian or directly from those tasked with resolving the matter, if the person speaking up prefers.

Explain that, later, you will seek feedback yourself about their speaking up experience and how the case was handled. 

More detail on this is included in the National Guardian’s Office guidance on recording cases and reporting data – find it in the Resources page.  

Many matters will require some degree of investigation.

It’s important that, as a Freedom to Speak Up Guardian, you’re not involved in that process, otherwise your ability to support the person speaking 
up fully and impartially will be compromised; this includes deciding on terms of reference or appointing an investigator. 

Take your lead on this from the person you are supporting and from others in your organisation with expertise to gain assurance that a proposed 
investigation will be fair and effective.

Importantly, where possible, the views of the person speaking up should be taken into consideration when the type of investigation, and the 
person(s) carrying out the investigation, are agreed.
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Checklist

Please read our Starting out and stepping down 
guidance, in which you will find a checklist to help 
you set yourself up as a new guardian. 

This can be found in the Resources page.

Your plan

Imagine a worker has just spoken up to you for the first time. 

What might you ask them? What do you need to agree 
together? 

Take a few moments to write down a step-by-step plan for 
your reference.
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What can you do?

Some cases will be unclear and complex. In some situations, escalating matters outside your organisation may be the right course of action, even 
though this may feel like a difficult step to take. You should be confident in your external routes to speak up and these should be included in your 
organisations policy. So, what can you do when handling cases? 

Routes to speaking up

Safe spaces

Top tips

Feedback

Regularly review the information and feedback that you receive and use this as a means of assessing any patterns 
in speaking up, potential barriers to speaking up, and to look at ways in which you can improve your service.

Ensure that there are ‘safe spaces’ in which workers can speak up to you privately without this being known to others. 

For a collection of top tips, download the ‘Top tips for supporting individuals who speak up’ PDF from the Resources 
page and refer to it in your training and when fulfilling your role.

Regularly review the feedback that you receive and use this as a means of assessing any patterns in speaking up, potential 
barriers to speaking up, and to look at ways in which you can improve your service as a Freedom to Speak Up Guardian. 
You should also review speaking up policies and processes to make sure they’re effective and constantly improving. 

Keeping track

Develop a mechanism for keeping track of your cases, ensuring that the confidentiality of cases is maintained. 
If there is more than one Freedom to Speak Up Guardian in your organisation, to protect confidentiality of workers you 
will need to maintain your records separately whilst being able to share over-arching non-confidential information (such 
as numbers of cases and broad themes). 
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Recording and reporting cases

Keeping accurate and secure records of the cases 
you handle is essential.  

You should decide on methods to do this within 
your own organisation. If you have an Information 
Governance Team or Lead, they may be able to 
support you with this.  

Confidential information that you collect must 
be stored safely and consistently with due regard 
for confidentiality and in compliance with local 
data and information management, and security 
policies.  

Recording your cases safely and accurately 
ensures that each case is handled well and helps 
measure your workload and the impact you’re 
having. 

It also identifies themes and information that 
might indicate potential barriers, and broader 
areas that could be improved, and helps with data 
submissions. 

The National Guardian’s Office expects the Freedom to Speak Up Guardian (or one 
nominated guardian if there are multiple guardians at the organisation) to submit 
data quarterly, via our data portal, that covers: 

•	 The numbers of cases raised to you – every person speaking up to you counts 
as a separate case. If four people speak to you about the same issue, together 
or separately, these would be recorded as four cases. However, if a person 
speaks up to you on behalf of a larger group, you would count this as one case 
until you hear directly from the other people 

•	 The numbers of cases reported to you anonymously – you do not know the 
identity of the person who has spoken up as, for example, they may call you 
from an unknown phone number or use an anonymous email address. Many 
anonymous cases could indicate that workers are not feeling safe to speak up 
confidentially or openly 

•	 The themes of the cases brought to you including patient safety or quality, 
worker safety or wellbeing, bullying or harassment, other inappropriate attitudes 
or behaviours, where people indicate that they are suffering disadvantageous 
and / or demeaning treatment as a result of speaking up

•	 Where a worker has experienced disadvantageous and / or demeaning 
treatment as a result of speaking up (often referred to as ‘detriment’)  

•	 The professional / worker groups of those who have spoken up to you 
according to the categories found in National Guardian’s Office

•	 Feedback from the worker who has spoken up including their answer to the 
question, “Given your experience, would you speak up again?”, and any further 
comments or learning 

The National Guardian’s Office guidance on recording cases and reporting data 
sets out the expectations around recording cases and submitting data to the 
National Guardian’s Office. It’s vital that you read, understand and keep up to date 
with this guidance, which can be found in the Resources page.
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Identifying barriers

Within your organisation, it’s essential that barriers to speaking up can be identified and tackled. 

This means that: 

•	 Sources of information on barriers to speaking up are assessed and used to prioritise areas for improvement 
•	 Action is taken to reduce barriers to speaking up, prioritised according to local need 

Your organisation will probably already be monitoring or collecting data on a number of things that can also be used as a means of assessing the 
speaking up culture in your organisation and potential barriers to speaking up. 

From your own experience dealing with cases, you will quickly begin to see what barriers 
there may be in your organisation. 

When you start your role as a Freedom to Speak Up Guardian, it may be helpful to 
take a step back and think about the potential barriers to speaking up that exist in any 
organisation and to what degree they may operate within your organisation. 

This will help you develop an action plan where you can set out what you will do to help 
your organisation tackle those barriers and how you will measure progress. 

This might be something that you will want to present to your senior leaders so that you 
can get their support and so they can take appropriate action themselves. 

Identifying barriers
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As a Freedom to Speak Up Guardian, you will need to: 

•	 Have a good understanding of the barriers to speaking up in your 
organisation and regularly review these so that you can see where 
there are areas for improvement and where further action may be 
needed 

•	 Ask other parts of your organisation to play their part in tackling 
barriers to speaking up. Everyone has a role in this but there will be 
clear ownership for any agreed action, and senior level commitment 
to making improvements  

What will you need to do?

When looking for ways you can measure improvement, think about the information 
that is already available in your organisation – there is probably a lot of data already 
collected that you and your organisation could use. 

Remember that responsibility for improving the speak up, listen up, follow up culture in 
your organisation rests with leaders, but you can help with this by the valuable data and 
insights you provide from the people choosing to speak up to you.  

You will want to ensure that you are also looking for ways to improve the service you 
offer to workers.  

You should ask everyone who speaks up to you whether, given their experience, they 
would speak up again. This will help you to understand the worker’s experience.  

You may choose to ask for more detailed feedback, such as how the speaking up 
process felt for them, whether they received enough support and communication from 
you, and whether the process was timely. Such information will help you to improve your 
practice and the experience of speaking up for workers at your organisation.   

Measuring improvement
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Freedom to Speak Up leading to learning 
and improvement

Any information that indicates a potential risk 
to safety or safeguarding must be acted on 
immediately. 

This may include bringing together information 
from cases raised by people speaking up, 
and barriers to speaking up, alongside other 
intelligence on patient safety, service quality, 
and worker experience and using it to inform 
organisational learning and development. 

As noted earlier, there may be cases that you 
handle as a Freedom to Speak Up Guardian that 
you need to act on quickly, particularly where such 
action will help prevent harm to patients, service 
users or workers. 

But every case that comes to you will be a source 
of learning and you’ll want to think about how you 
can break down each case, and your caseload, to 
change the information presented into intelligence 
about speaking up and about culture and practice 
within your organisation. 

Around your organisation

Your caseload

You may want to look at other parts of your organisation’s business to see how that 
adds to the picture that speaking up activity is presenting. 

Some of the things that your caseload can tell you include: 

Who is speaking up – are there particular groups of workers over- or under-
represented? 
Where in your organisation is speaking up happening – are there some teams where 
there is a lot of activity and some where there is little happening? Both could be seen 
as a sign of strength or weakness 
What is being spoken up about – are there topics that are particularly being spoken 
up about or some commonalities between different cases? 

Your own caseload will be a valuable source of information but bringing in other 
sources of information can add to the picture. 

For instance: 
•	 If a group of workers seems to be speaking up less than others, are they content, 

or do they encounter more barriers than others do (such as greater fear of reprisals 
or not being believed)? Your staff survey or worker experience reports may help you 
explore this 

•	 If speaking up is happening less in parts of your organisation, you might want 
to suggest that leaders look at information such as retention levels and staff 
turnaround. If workers are dissatisfied, they may leave rather than speak up about it

•	 If there are common subjects in your caseload, find out whether others in 
your organisation know about them. Action may have been taken to make 
improvements, but workers aren’t aware. In contrast, your caseload may reveal 
some systemic problems and the information speaking up brings may be the thing 
needed to trigger action 
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Knowledge check

What you need to do 

Let’s look at a scenario. 

Anjali started work in the HR department three months ago.  
You chatted at her induction when she came up to you at the end of your 
presentation to ask more about the Freedom to Speak Up Guardian role. 
She has come to see you again, unhappy about the reaction she has 
received from Laurence, the Head of HR, about supporting a group of 
workers she is aware are challenging the redundancy policy being applied 
to them.  

Anjali says the policy is out of date with current practice according to a 
development course she attended recently, and agrees that it is not being 
applied fairly.  

When she spoke to Laurence about this, he was “not very nice” and made 
her feel like a “know-it-all”. He said she works for the organisation, not 
the workers, and they’re only unhappy because they know they’re going. 
Anjali is concerned because this is not how she sees herself as an HR 
professional, and that it seems a decision has already been made about 
the people affected.  

Nevertheless, Laurence said he would look into the matter further but has 
come back to her today to say everything is fine with the policy and she 
should continue on the agreed course.   

Anjali is not satisfied with that outcome or the way that Laurence has 
handled things. She asks that her contact with you is kept ‘anonymous’ 
and is worried that her approach to you will affect her passing probation 
and having a good relationship with her boss. 

As a Freedom to Speak Up Guardian, you will need to:  

•	 Be curious about the wider intelligence about your 
organisation that speaking up can bring 

•	 Forge connections so that you can use your caseload 
alongside other information that your organisation 
has to look for areas of learning and improvement. 
You may need expert help with this 

•	 Report regularly to leaders on both the health of your 
speaking up culture and the learning that speaking 
up brings 

•	 How can you and your organisation measure learning 
and improvement?  

The key is to think about it from different perspectives 
– including patient or service user experience, worker 
experience, and organisational effectiveness and 
efficiency, for example. 
Speaking up can improve all of these areas.  
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How do you respond?

I would tell Anjali that I am happy to preserve her anonymity.

Is this correct or incorrect?

I would thank Anjali for raising this matter.

Is this correct or incorrect?

I would tell Anjali that I have heard enough to escalate on her behalf 
for someone independent to conduct a thorough investigation into 
the matter.
Is this correct or incorrect?

I would contact the workers speaking up to help triangulate some of 
the information.

Is this correct or incorrect?
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Being consistent

Freedom to Speak Up and the messages it communicates 
must be consistent. 

Let’s find out what this means for your role in more detail. 
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Guidance

Network

Sharing information

Information requests

Good practice

Offer support

Self-assess

Guidance issued by the National Guardian’s Office is followed.

Freedom to Speak Up Guardians contribute to and support the 
national Freedom to Speak Up Guardian network. 

Intelligence on speaking up, case studies and good practice is shared at 
network meetings, across networks, and with the National Guardian’s 
Office.

Information requests from the National Guardian’s Office are responded to. 

Freedom to Speak Up Guardians role model good speaking up practice 
and challenge poor practice.

Freedom to Speak Up Guardians offer support to their peers.

Freedom to Speak Up Guardians regularly assess their own skills and 
capabilities and take action to improve. The Freedom to Speak Up 
Guardian education and training guide will help you to self-assess – you 
can find it in the Resources for Development link in the Resources page. 
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Summary
Let’s see what you have learnt during this topic.

•	 No one individual can achieve all of the outcomes of the Freedom to 
Speak Up Guardian role on their own – the role relies on collaboration 
and partnership working both inside and outside of the setting the 
Freedom to Speak Up Guardian works in

•	 Everyone who works in an organisation holds valuable information, and 
they need to feel welcome to speak up – it’s important that everyone 
has training in speaking up and the knowledge to respond well when 
someone speaks up to them

•	 When someone speaks up, they should know how the matter will be 
processed and what support they can expect – most organisations 
have a ‘speaking up’ policy or something similar

•	 Freedom to Speak Up Guardians play a vital role within their 
organisations but must be supported by leaders who champion 
speaking up ‘from the top’

•	 Speaking up can take a lot of courage – if a worker is approaching a 
Freedom to Speak Up Guardian, that might also indicate that they have 
tried other routes for speaking up and didn’t get a good response. So, 
as a Freedom to Speak Up Guardian, you will need to be prepared to 
support

•	 In every case, you should always thank someone for speaking up to you
•	 Take a look at our proactive and reactive role PDF in the Resources 

page to take away 
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Module 2 Answers

Thank you for your response.  

Here are some of our examples: 
Work with your training and development colleagues, if you 
have them, to ensure that everyone has appropriate training on 
Freedom to Speak Up.
If your organisation offers it, you could attend inductions and 
ensure that information about speaking up is included in your 
induction process – this ensures that you and your role are 
visible to everyone from ‘day one’ 
The training and support your organisation provides on speaking 
up needs to be appropriate to your environment and the work 
your organisation does. 
The National Guardian’s Office (NGO) has issued guidance on 
training for all workers which sets out some useful information on 
what is expected. 
There is also a free Freedom to Speak Up training e-learning 
package for all workers, line and middle managers, and 
senior leaders. If appropriate, you may wish to encourage 
your organisation to use it. You can find it using the link in the 
Resources page. 

Encouraging workers to speak up 
Correct

Thanking individuals for speaking up is an important and 
appropriate way to acknowledge the gift of information they are 
giving you.  

It will help reassure them that they have done the right thing by 
speaking up. 

Incorrect

Anjali cannot be anonymous as she has shared her identity with 
you. 

You can discuss keeping her contact with you confidential but, 
bearing in mind that she has already spoken to Laurence about 
the matter, if she does want to take further action or for you to 
escalate on her behalf, this may be difficult. 

You can reassure Anjali that the organisation adopts a zero-
tolerance approach to anyone suffering as a result of speaking up, 
reminding her that in this case, she is not the only one speaking up 
as the workers themselves have challenged this decision. 

Knowledge check - I would thank Anjali for raising 
this matter.

Knowledge check - I would tell Anjali that I am 
happy to preserve her anonymity.
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Incorrect

This may be the decision you and Anjali come to eventually. 
However, you should first explore other options with Anjali here instead of you as the Freedom to Speak Up Guardian deciding on the action 
to be taken. 
It may be that Anjali wants to consider alternative courses such as doing nothing at all, taking action herself like speaking up elsewhere, or 
adopting a ‘wait and see’ approach, being that the workers are pursuing this matter themselves. 
Also, Anjali has spoken up about her fears about her position and Laurence’s reaction to speaking up which is not in line with expectations, 
not just about the redundancy issue, so these need to be explored with her too. She may want to speak up about her manager’s reaction as 
a separate issue. 

Knowledge check - I would tell Anjali that I have heard enough to escalate on her behalf for someone 
independent to conduct a thorough investigation into the matter. 

Incorrect

This could result in a breach of Anjali’s and others’ confidentiality and oversteps the bounds of the Freedom to Speak Up Guardian role. 
There would be nothing wrong with reminding people of your support as a Freedom to Speak Up Guardian and targeting that message to 
specific groups where necessary. 

Knowledge check - I would contact the workers speaking up to help triangulate some of the information. 
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Freedom To Speak Up Values
MODULE 3

The Freedom to Speak Up Guardian role is underpinned by values that are reflected in the work that you do. In this module, we 
discover the meaning behind the four values and explore how they are upheld for the benefit of the workers and organisations 
you support.   
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What are the values?
TOPIC ONE

In this topic, we’ll explore the Freedom to Speak Up values and what they mean. 

Reflection
Before we get started with the values that underpin the Freedom to Speak Up Guardian 
role, take a moment to reflect on your initial interest in Freedom to Speak Up and why 
you wanted to become a Freedom to Speak Up Guardian. 

What was it about the role that resonated with you? How do you think the role aligns 
with your own values and behaviours both inside and outside of work? 

Take a moment to write down some thoughts below.
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The four values

Courage

Impartiality

Empathy

Learning

The Freedom to Speak Up Guardian job description highlights 
four values that reflect the ethos of Freedom to Speak Up and 
expectations of Freedom to Speak Up Guardians. 

Speaking truthfully and challenging appropriately. 

Remaining objective and unbiased. 

Listening well and acting with sensitivity. 

Seeking and providing feedback and looking 
for opportunities to improve. 

What do they mean to you?
The values describe how you should conduct yourself 
as a Freedom to Speak Up Guardian.  

Think about what the values mean to you and what 
you might do to show others that you are living them. 

Why do you think these particular values are 
important to speaking up and the Freedom to Speak 
Up Guardian role?

Use the text box below to jot down some thoughts.
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Freedom to Speak Up values
Let’s explore the four values in more detail. 

Courage

It can take an enormous amount of courage to speak up, particularly 
when you feel pressured not to. 

Speaking up can also highlight situations where care and other services 
haven’t been as good as they could be, or where there have been 
serious failings, and no one wants to think that they or their colleagues 
may have failed in some way.  

Speaking up may sometimes involve challenge – this may be 
challenging individuals to change their behaviour or challenging 
organisations to improve their practices. Challenge needs to be made 
respectfully and appropriately, otherwise it could be a barrier to change 
occurring. 

Freedom to Speak Up Guardians show courage when they speak truth 
to power. 

Impartiality
As a Freedom to Speak Up Guardian, you will be presented with lots 
of information – some factual, some based on opinion, some easy to 
verify, some subject to interpretation. 

You must take what is presented to you at face value and remain 
impartial. Even if you have specialist knowledge in an area, you must 
seek independent views on what is being presented. By doing this, 
you will remain free to support the person speaking up to you without 

Empathy

People may be distressed or anxious when they approach you. 
Demonstrate that you understand their feelings without making 
assumptions. 

Balance empathy by keeping some distance so that you can be 
supportive of the individual, take appropriate action, and work 
with them to understand the details of the case as well as how a 
situation may feel. 

Listening well is a skill and can be improved with practice – look 
out for training opportunities to help you improve. 

In conversations, remember to reflect on what you have heard 
from time to time. This will help to demonstrate that you are 
listening, as well as giving the person who is speaking up 

becoming involved in making a judgement about the matter 
being spoken up about. 

Remaining unbiased is vital. 

There may be several people involved in a case, all with different, 
valuable perspectives – you will need to ensure that you can 
support everyone, equally, without making assumptions. 
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an opportunity to correct anything that you may have misheard or 
misinterpreted.  

Learning

Speaking up is about learning. 

Always try to look at situations as opportunities to learn and, potentially, 
do things better, rather than problems to be fixed. 

That doesn’t mean that urgent matters don’t need to be attended to but 
should help you to use speaking up as an effective tool for improvement. 

Asking for, receiving, responding to, and giving feedback are crucial 
components of learning. Feedback will help you understand things that 
you might not have been aware of, and giving feedback helps others do 
the same too. 

Top tips

Courage

To help you practise the four values, we’ll take a look at some top tips for each. 

When thinking about potential cases, prepare yourself emotionally. 
Think about the person you are talking to and the language you will use. Think about their values, beliefs, styles, or needs. Prepare for your 
conversation. Think about how you will handle any nerves, the types of questions, or challenges you may receive and practice – you could even 
mentally rehearse. 

“Even in a hierarchy, people can be equal as thinkers” 
– Nancy Kline
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Impartiality

Empathy

Learning

When presented with a case that involves several people, 
imagine how the situation described might look from their 
various perspectives. 

This might help highlight any areas where you may be 
making judgements or assumptions and will help you 
maintain your impartiality. 

When looking at data you record, think about how to 
present a fair picture of patterns and trends, and don’t 
ignore data that may be difficult or unwelcome.  

“Unconscious bias is one of the hardest things to get at” 
– Ruth Bader Ginsburg 

It’s important to develop situational awareness – understand the 
position, interests, and needs of the different people involved. 

Develop your questioning and listening skills and approach every 
conversation with curiosity. 

“Empathy is…seeing with the eyes of another, listening with the ears of 
another and feeling with the heart of another” – Alfred Adler 

Think about what your role asks of you. Work to develop and 
continuously improve. 

Remember who you are there to support. What can be learned from 
them? How will you ensure your organisation learns from them?

Feedback can feel like a challenge. Rehearse how you might both give 
feedback in advance. 

“I never lose. I either win or learn” – Nelson Mandela 
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Summary
Let’s see what you have learnt during this Module.

•	 The four values are courage, impartiality, empathy, and learning 
•	 Speaking up may sometimes involve challenge – it needs to be carried 

out respectfully and appropriately 
•	 You may be supporting several people involved in a case, all with 

different, valuable perspectives 
•	 It’s good practice to rehearse how you might give and receive feedback 

in advance 
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Living the values
TOPIC TWO

How do you demonstrate the values in your Freedom to Speak Up Guardian role? Find out in this topic.

The values and what they mean for your role

Courage

Impartiality

Empathy

Let’s discover each of the four values in the context of the Freedom to Speak Up Guardian role. 

Courage means not being afraid to speak truth to people in authority and challenging appropriately when necessary. 
Sometimes the information that you’re giving will be difficult to hear and resolve, but it’s important that you do raise it. 

Impartiality means remaining objective and unbiased when people speak up to you. 
Avoiding assumptions and not taking sides can be difficult but it is imperative if people are to have confidence in you as the Freedom to Speak 
Up Guardian. 

Empathy means listening well and acting with sensitivity. 
When people speak up to you, they might be feeling emotional, worried, scared, or angry – this is normal. 
Speaking up is a courageous act and your job is to listen without judgement and provide support.
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Learning
Learning means seeking and providing 
feedback and looking for opportunities 
to improve both for your own personal 
development and the wider learning at your 
organisation. 
Developing a growth mindset where speaking 
up issues are viewed as opportunities to 
improve helps overcome fear of failure and 
looks to turn setbacks into steps forward. 
We are all a ‘work in progress’, so use the 
Freedom to Speak Up Guardian Education 
and Training Guide, which you can find 
in the Resources page, to reflect on your 
development needs and discuss these with 
your line manager. You will have opportunities 
for learning through your Freedom to Speak 
Up Guardian networks and the National 
Guardian’s Office too.   

Summary
Let’s see what you have learnt during this Module.

•	 The values underpin your role as Freedom to Speak Up Guardian – if 
you’re unsure about something, use the values as a compass to help 
guide your thinking 

•	 Remember that speaking up is a courageous act and your job is to listen 
without judgement and to provide support 

•	 Part of your role is to seek and provide feedback, and to speak truth to 
power so that opportunities to learn and improve are not missed 
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Systems and Processes
MODULE 4

In this module, you will learn more about Freedom to Speak Up in the wider healthcare system as well as the 
systems and processes that need to be in place to ensure that you are able to support workers effectively and 
perform the role expected of you.  
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Systems and Processes
TOPIC ONE

In this topic, you will learn about the systems and processes that support Freedom to Speak Up and Freedom to Speak Up Guardians to perform 
the role effectively.

A growing network dedicated to cultural improvement
You are joining a national network of hundreds of Freedom to Speak Up Guardians across 
England in NHS primary and secondary care providers, independent sector organisations 
and national bodies. 

As a Freedom to Speak Up Guardian, you will be supporting workers in your organisation to 
speak up, ensuring that they are thanked, that the issues they raise are responded to, and 
that they receive feedback on the actions taken. 

Collecting information
You will collect and analyse information from the speaking up cases you handle which your 
organisation can use as a measure of its speaking up culture, making improvements and 
reducing barriers to speaking up each step of the way. 

Every quarter, you will be reporting high-level, non-identifying data about your cases to the 
National Guardian’s Office so that these can be considered from a national perspective. 
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Freedom to Speak Up Guardians 
within the wider system

The information you share provides invaluable 
insight into the implementation and utilisation of 
the Freedom to Speak Up Guardian role. This data 
can also provide assurance – and assist in learning 
and improvement – for the colleagues and 
organisations you support, other Freedom to Speak 
Up Guardians, and the healthcare system. 

You will join other Freedom to Speak Up Guardians 
in regional and national networks for support and 
to share challenges and successes. Learning shared 
is learning multiplied. This means that an ever-
improving body of good practice is taken back into 
individual organisations. 

The National Guardian’s Office

Freedom to Speak Up Guardians

The National Guardian’s Office supports the National Guardian for the NHS in 
their role to lead culture change and make speaking up business as usual in the 
NHS and wider healthcare sector in England.   

The Office leads, trains and supports the national network of Freedom to Speak 
Up Guardians, and provides support and challenge to the healthcare system on 
speaking up. It also carries out speak up reviews, describing and disseminating 
good practice and areas for improvement.  

The National Guardian’s Office provides training and develops guidance so that 
Freedom to Speak Up Guardians understand the role expected of them to perform 
it effectively. The Office also:  

•	 Maintains a public directory of Freedom to Speak Up Guardians  
•	 Conducts regular surveys to understand how speaking up is supported within 

organisations   
•	 Coordinates activities to enable Freedom to Speak Up Guardians to come 

together for networking, peer support, and to provide leadership opportunities 
and visibility on a national platform 

•	 Regularly disseminates messages to keep Freedom to Speak Up Guardians up 
to date with important news and developments 

•	 Offers Freedom to Speak Up Guardians support with aspects of the role and 
case handling 
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Workers

Leadership

The healthcare system

In terms of workers within healthcare, the National Guardian’s Office: 
•	 Champions speaking up throughout healthcare 
•	 Co-produces free training tools to promote a healthy speak up, listen up, 

follow up culture 
•	 Publishes case studies to describe best practice 
•	 Works in partnership to improve the experience of workers speaking up 

wherever this happens  

To support leadership, the National Guardian’s Office: 
•	 Co-produces free training tools to support leaders at all levels to understand 

that they set the tone when it comes to fostering a speak up, listen up, follow 
up culture 

•	 Promotes the use of data and intelligence to inform good practice, describing 
trends and challenges, and accelerating improvement 

•	 Encourages leaders to welcome speaking up, however it happens, as an 
integral aspect of leadership and a means of improving quality, safety, and 
worker experience

The National Guardian’s Office: 
•	 Works in partnership to promote universal principles for speaking up 
•	 Produces information on good practice and guidance 
•	 Brings national bodies together to develop a consistent and supportive 

response when workers speak up 
•	 Reports on speaking up culture in healthcare 

Resources
If you’d like to find out more about the National 
Guardian’s Office, you can visit the website. 

You can also learn about the Office’s Freedom 
to Speak Up strategic framework, which was 
published in 2021, and the 100 Voices campaign. 

Links to all these pages can be found in the 
Resources page of this module. 
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Systems and processes at organisational level
Senior leaders in your organisation should be aware of their overall and individual responsibility in relation to Freedom to Speak Up and 
supporting Guardians to ensure arrangements meets the needs of workers.  

But what does this include? 

Recruitment Resources Giving you support Senior leaders

Operating fair and open 
recruitment for Freedom to 
Speak Up Guardians so that 
workers have confidence 
in the arrangements and 
barriers to applying for the 
role are tackled. 

Providing you with sufficient 
ring-fenced time and 
resources so you can 
perform the proactive and 
reactive aspects of your role 
and have access to places 
where workers feel safe to 
speak to you. 

Health and wellbeing 
support is vital, as is 
access to development 
opportunities, such as 
attending network meetings, 
conferences, webinars, and 
other internal and external 
training.

Direct access to senior 
leaders throughout the 
organisation for support with 
cases, and to help manage 
any conflicts of interest. You 
should also be able to present 
your Freedom to Speak Up 
reports in person. 

Continuity arrangements

Continuity arrangements to support 
incoming Freedom to Speak Up 
Guardians and minimise any 
disruption to existing arrangements 
for workers. 

Information governance and 
data protection
A means of recording cases 
that complies with the National 
Guardian’s Office guidance and 
information governance policies 
and data protection legislation.  

Gathering feedback

Supporting you to gather 
feedback on the service you 
provide to workers, as well 
as their overall speaking up 
experience, helping to identify 
required improvements. 
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Systems and processes at national level
Let’s learn more about the systems and processes at a national level. 

Guidance

Case reviews

The National Guardian’s Office and NHS England and NHS 
Improvement have produced a range of Freedom to Speak Up guidance 
and other material aimed at senior leaders to help them improve their 
speak up, listen up, follow up cultures. You can find a link to this page in 
the Resources page. 

The Office has carried out case reviews (now called Speak Up Reviews) 
in NHS trusts across England which found that speaking up had not 
been handled in accordance with good practice. The reviews sought 
to identify learning, recognise good practice, and celebrate innovation. 
Where good practice had not been followed, remedial action was 
recommended. As a result, a body of recommendations has arisen from 
these reviews to improve speaking up in healthcare. 

In line with guidance, NHS trusts should undertake a gap analysis of 
recommendations made in case reviews. 

The principles of speaking up that they refer to apply in any setting, and 
the learning is applicable to organisations across healthcare.  

You can read more about this and the accompanying gap analysis tool 
using the link on the Resources page. 
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NHS England and NHS Improvement

NHS Standard Contract Policy

The NHS Standard Contract is mandated by NHS England and 
requires all providers of healthcare services that are subject 
to the Contract to appoint at least one Freedom to Speak Up 
Guardian and comply with the requirements of the National 
Guardian’s Office (NGO).  

The Contract also contains a clause that guidance 
development by the National Guardian’s Office and NHS 
Employers should be followed when considering confidentiality 
clauses in settlement agreements, making sure that these do 
not get in the way of speaking up. 

Learn more about these settlement agreements and 
confidentiality clauses using the link on the Resources page. 

NHS England and NHS Improvement set out a standard 
integrated Freedom to Speak Up policy with the expectation 
that it will be adopted as a minimum standard by all healthcare 
providers. 

The National Guardian’s Office has produced a policy review 
tool. Please take a few minutes to review and score your 
organisation’s policy against the framework. Think about giving 
feedback to those responsible for drafting the policy to make it 
even better. 
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The Care Quality Commission
The Care Quality Commission (CQC) are the independent regulator of health and adult social care in England. 

The CQC makes sure health and social care services provide people with safe, effective, compassionate, high-quality care and encourages care 
services to improve. 

Ratings Culture Interviews

The CQC gives one of four ratings to services 
they regulate: outstanding, good, requires 
improvement, or inadequate. Freedom To 
Speak Up Guardians and worker experience 
of Freedom to Speak Up culture correlates 
with CQC ratings – the organisations with the 
best Freedom to Speak Up culture tend to get 
rated as good or outstanding.   

The strength of an organisation’s Freedom 
to Speak Up culture and the encouragement 
and support provided to workers to speak up 
informs the CQC’s assessment of whether an 
organisation is well-led.  

Freedom to Speak Guardians supporting 
organisations that are regulated by the CQC 
may be interviewed during inspections by the 
CQC. 
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Information and insight
The National Guardian’s Office provides 
information and insight to the wider healthcare 
system. 

The data you submit as a Freedom to Speak Up 
Guardian to the National Guardian’s Office plays 
a vital role in this.  

A year-end report of reconciled data reflecting on 
trends and themes in speaking up nationally, as 
well as the information you provide by completing 
the annual survey of Freedom to Speak Up 
Guardians helps paint a rich picture of speak up, 
listen up, follow up culture across England.  

Summary
Let’s see what you have learnt during this topic.

•	 The National Guardian’s Office is independent but works in partnership 
throughout the healthcare system to describe and disseminate good 
practice 

•	 As a Freedom to Speak Up Guardian, it’s vital that you have the 
time, resources and support to perform your role effectively, including 
submitting data and engaging with the National Guardian’s Office and 
fellow Freedom to Speak Up Guardians 

•	 A Freedom to Speak Up policy should be accessible and provide a range 
of options for someone wanting to speak up including external and 
internal routes 

•	 Speak Up reviews are an opportunity for the National Guardian’s Office 
to commend examples of good practice in the handling of speaking up 
and suggestions for how things could be improved 
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Support
MODULE 5

The role of the Freedom to Speak Up Guardian is both rewarding and challenging, but it can feel isolating at times. It’s 
important that Freedom to Speak Up Guardians are aware of how they can seek support, and where they can go. In this 
module, we discover sources of support for Freedom to Speak Up Guardians. 

Learn more about the support options available for Freedom to Speak Up Guardians here. 
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Introduction
Now that we’re approaching the end of Part 1 of 
the Foundation Training for Freedom to Speak Up 
Guardians, you will probably have noticed that this is 
a challenging, rewarding, and sometimes lonely role. 
It’s crucial that you look after your health and 
wellbeing and know where to get support. 

So, where could support come from?   

Support

•	 Yourself, your friends, or family members 
•	 Your employing organisation 
•	 Internal or external support from a coach, 

supervisor, or clinical colleagues 
•	 Internal or external support from a coach, 

supervisor, or clinical colleagues 
•	 A Freedom to Speak Up Guardian buddy or 

mentor 
•	 Your network of Freedom to Speak Up Guardians 
•	 The National Guardian’s Office  

Your support
You are best placed to understand the type and level of 
support that is right for you. 

We have already explored the importance of establishing 
internal partnerships, including with senior leaders in your 
organisation, and a list of important contacts that you will 
need to perform your role effectively. This will help you with 
case handling and supporting workers. 

In addition, it’s vital to understand the health and wellbeing 
support available to you at work and elsewhere. Please take 
a moment to complete the ‘Support Activity’ worksheet which 
can be downloaded and printed from the Resources page. 



74

Freedom to Speak Up Guardian buddies
A Freedom to Speak Up buddy is a good opportunity to learn and share things 
about your role and your organisation. 

A Freedom to Speak Up Guardian buddy can be a great source of support when 
starting out in your role.   

If you’re bursting with news about a successful result, or just want to sense check 
next steps in a case, a buddy can be there for you or provide a sounding board for 
reassurance. 

Freedom to Speak Up Guardian buddies can be someone new in the role, like you, 
or someone more experienced.   

They could be in the same network, or a different one, or even a different part of 
the country. 

You may be curious about the experience of Freedom to Speak Up Guardians 
from different professional backgrounds or want to compare notes with someone 
in the same type of organisation as you. 

There’s no limit on the number or type of buddies you can have, or how long 
the relationship lasts – some Freedom to Speak Up Guardians have remained 
buddies for many years, and others, just a few months as they settled into their 
role.  

Giving and receiving support to each other in the Freedom to Speak Up Guardian 
role will become second nature, so don’t wait to make those connections.    

It’s up to you to choose who you will embark on your Freedom to Speak Up 
Guardian journey with. 
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Freedom to Speak Up Guardian networks
Freedom to Speak Up networks provide a vital source of support.  

The National Guardian’s Office expects Freedom to Speak Up Guardians to attend network meetings regularly. There are seven regional and 
three national networks, each led by a Freedom to Speak Up Guardian Chair.   

Information about how to link to your Freedom to Speak Up Guardian Chair and attending meetings is at the end of this module. 

Networks

Networks can be useful for: 
•	 Engaging with fellow Freedom to Speak Up Guardians and the 

National Guardian’s Office  
•	 Sharing good practice and learning from others 
•	 Training and development opportunities 
•	 Hearing inspirational speakers 
•	 Confidential forums to discuss challenges and find solutions  
•	 Keeping up to date with regional and national developments in 

Freedom to Speak Up  
•	 Boosting morale and making friends
•	 Sharing resources  

Examples of networks include: 
•	 National Ambulance Network 
•	 Hospice Network 
•	 National Non-Provider Network 

National Ambulance Network 

(NAN) 
Hospice Network 
National Non-Provider Network 
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Top tip
You could discuss methods of recording 
cases with fellow network members, and 
work with your network to review and 
compare Freedom to Speak Up policies 
and templates for recording cases. 

You might also look, with your network, at 
how to get senior leaders engaged if this 
is a struggle.   

In many cases, any issues you’re having 
might already have been experienced 
and solved by a Freedom to Speak Up 
Guardian colleague. 

Support from the National Guardian’s Office
The options described above, more often than not, will provide you with the support 
and answers you need. If that’s not the case, you can connect with the National 
Guardian’s Office.  

Let’s find out what support they can provide.

You can explore the range of information and resources available on the National 
Guardian’s Office website and have a look at the selection of webinars on topics of 
interest to you. These links can be found in the Resources page. 

When you register your details with the National Guardian’s Office, you will receive 
a regular bulletin with important news and updates, and access to a range of other 
support resources designed to help you in your role.  

Be sure to follow the instructions at the end of this module so that you don’t miss out 
on important announcements and opportunities. 

Resources

News and updates
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They are not intended as advice calls, but to offer broad support, including (for 
example): 
•	 Helping you understand the scope and remit of your role 
•	 Exploring next steps in case handling 
•	 Sense checking steps in tricky situations 
•	 Managing conflicts of interest 

The National Guardian’s Office can also help you explore external speaking up 
routes to regulators or other bodies. 

You will also have access to the PAM Assist, an assistance programme 
provided for Guardians via the NGO and CQC. To access this, you can call 
PAM Assist confidentially (24 hours a day, 7 days a week) or engage via the 
website and online chat function. 

You can receive support through telephone counselling or up to six face-to-
face sessions. 

Details of this are available in the Freedom to Speak Up Guardian bulletin. 

Employee Assist Programme

Learning point
You can also explore the range of offers on the 
NHS England website. The Freedom to Speak 
Up Guardian Education and Training Guide can 
help you track your development. Links to these 
can be found on the Resources page. 

Please remember that the National Guardian’s 
Office team is always looking for ways to 
support you and promote the work that you do, 
so get in touch with your stories of success and 
challenge, or anything else that’s important to 
you in your role.  

Support calls
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Support for the Guardian – 
reflective scenario

Let’s look at a reflective scenario.  

Over the past couple of months, a number of workers have spoken to 
you about feeling burnt out and that it is having an impact on their work. 
Many of the workers have been distressed and described situations 
where they felt their own mental health and wellbeing was suffering. One 
worker described feelings of taking their own life. 

You have signposted and escalated the issues appropriately, senior 
leaders are aware, and there is a plan in place to support colleagues 
and tackle the matters raised. 

But you have started to feel worried and anxious about what you have 
heard, and you often think about these cases, even outside of your 
working hours.

Whatever you have thought about in terms of the right support for you, 
it’s important that you take action to respect your own resilience. 

You should try not to absorb the matters that are brought to you, but this 
can be difficult. 

In order to give support to others, you need to feel supported yourself. 

The important thing is to recognise and take steps to safeguard your 
own wellbeing. 

Your support
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Summary
Let’s see what you have learnt during this module.

•	 The Freedom to Speak Up Guardian role is a challenging but rewarding 
role and you will need support to do it 

•	 Your employing organisation should provide you with appropriate time, 
resources, and support to undertake the reactive and proactive elements 
of the role to meet the needs of workers in your organisation 

•	 Maintaining your physical and emotional health and wellbeing is 
essential, along with having access to support that is right for you – you 
will be dealing with people in distress and difficult cases and need to 
have strategies in place to cope with those demands 

•	 You are expected to engage with the National Guardian’s Office and 
your network, attending meetings regularly, keeping up to date with 
developments in Freedom to Speak Up, responding to requests for 
information and offering assistance where you can 
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Your feedback is important to us
We want to make sure that this training is as good as it can be, 
and we’re always looking for opportunities to make it even better. 

We welcome your feedback – once you have completed this 
module and registered with the National Guardian’s Office, you 
will receive a welcome email with a link to feedback on this digital 
learning. 

Checklist
Now that you’ve completed this digital learning, 
there is a checklist for you to complete with your 
next step tasks. 

You can download it from the Resources page. 
Please complete this now so that you do not miss 
any important steps.
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Next steps
Nice job! You’ve completed the first part of your Foundation Training for Freedom to Speak Up Guardians. Thank you for your hard work and 
commitment to the role.  

This digital learning will have provided you with the necessary understanding of the remit and expectations of the Freedom to Speak Up Guardian 
role so you can start to put your learning into practice.   

Successful completion of Part 1 will allow you: 
•	 Provisional entry on the National Guardian’s Office public directory 
•	 Access to Freedom to Speak Up Guardian only pages on the 

National Guardian’s Office website 
•	 Access to important communications, guidance, networking, and 

support opportunities 

In the future, and in order to remain on the National Guardian’s 
Office directory, you will be required to complete annual assurance 
conversations and refresher training – details will be available to 
you when this is due. 

When registering your details, please ensure you input the name 
of your organisation with its full legal name, this will enable us to 
report correctly. Please also check the accuracy of your contact 
details, some of which will be shared on our Freedom to Speak Up 
Guardian Directory.

To complete your training and be confirmed on the National Guardian’s 
Office directory, you will need to identify and undertake an initial 
assurance conversation with a Freedom to Speak Up Guardian Mentor 
within three months of completing this digital learning. 

Details of how to access and link with your Freedom to Speak Up 
Guardian Mentor will be sent to you on completion of registration with 
the National Guardian’s Office. 

The reflective conversation will explore: 
•	 How you work both reactively and proactively in the role 

Completing Part 1

Refreshers

Mentor

Reflective conversation

•	 Submitting case data to the National Guardian’s Office 
•	 Learning from a case you have handled 
•	 Freedom to Speak Up Guardian values 
•	 Feedback from workers and your response to any personal 

learning and development identified 
•	 Interaction with the Freedom to Speak Up Guardian Education 

and Training Guide 
•	 Attendance and active participation in Freedom to Speak Up 

Guardian networks locally and / or nationally 

You will also receive your Freedom to Speak Up Guardian badge 
and lanyard. 
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Completion
Congratulations on successfully passing part one of your Freedom to Speak 
Up Guardian Foundation training. 

Now, please register with the National Guardian’s Office using the link on the 
Resource page. 
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Resources
ADDITIONAL INFO

Additional guidance and information.

Freedom to Speak Up Report

Robert Francis QC in conversation with Caroline Foot

Mid Staffordshire Public Inquiry

Civility Saves Lives

Freedom to Speak Up Training for All Workers: ‘Speak Up, Listen 
Up, Follow up’

Barriers to Speaking Up Worksheet

NGO Homepage

Freedom to Speak Up Guardian Job Description

Speaking Up Resources

Guidance

National Guidelines on Freedom to Speak Up Training in the Health 
Sector in England

About the Freedom to Speak Up	 in Healthcare in England 
Programme

Developing Freedom to Speak Up Champion and Ambassador 
Networks

http://freedomtospeakup.org.uk/wp-content/uploads/2014/07/F2SU_web.pdf
https://www.kingsfund.org.uk/projects/francis-inquiry-report
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/279124/0947.pdf
https://www.civilitysaveslives.com/
https://www.e-lfh.org.uk/programmes/freedom-to-speak-up/
https://mel-customers.s3.eu-west-2.amazonaws.com/NGO/NGO+workbook+resources/Barriers+to+Speaking+Up+worksheet.pdf
https://nationalguardian.org.uk/
https://nationalguardian.org.uk/for-guardians/job-description/
https://nationalguardian.org.uk/learning-resources/speaking-up-resources/
https://nationalguardian.org.uk/for-guardians/guidance/
https://nationalguardian.org.uk/wp-content/uploads/2021/04/20190812-National-guidelines-on-FTSU-training.pdf
https://www.e-lfh.org.uk/programmes/freedom-to-speak-up/
https://nationalguardian.org.uk/wp-content/uploads/2021/04/Guidance-on-Champions-and-Ambassador-Networks-2021.pdf
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Additional Resources for Freedom to Speak Up Guardians

Case Studies

Recording Cases and Reporting Data

Resources for Development

Reactive and Proactive Role

Policy Review Tool

Whistleblowing Policy for the NHS

Experience of Minority Ethnic Workers Reports

Freedom to Speak Up: Raising Concerns (Whistleblowing) Policy 
for the NHS

Difference Matters: The Impact of Ethnicity on Speaking Up 

Inclusive Freedom to Speak Up: Appreciating How What We Bring 
to the Workplace Impacts on Speaking Up 

Top Tips

NGO Freedom to Speak Up Strategic Framework

NGO 100 Voices Campaign

Learning from Case Reviews

Updates to the CQC Regulatory Approach

Freedom to Speak Up: Guidance for NHS Trust and NHS 
Foundation Trust Boards

The Use of Settlement Agreements and Confidentiality Clauses

Policy Review Framework

Support Activity Worksheet

Lunch and Learn Webinars

NHS Support

Education and Training Guide

NGO Checklist

https://nationalguardian.org.uk/additional-resources-for-ftsu-guardians/
https://nationalguardian.org.uk/learning-resources/case-studies/
https://nationalguardian.org.uk/wp-content/uploads/2021/04/recording_cases_and_reporting_data_guidance_2021.pdf
https://nationalguardian.org.uk/for-guardians/resources-for-development/
https://mel-customers.s3.eu-west-2.amazonaws.com/NGO/NGO+workbook+resources/Reactive+and+proactive.pdf
https://nationalguardian.org.uk/learning-resources/speaking-up-resources/
https://www.england.nhs.uk/ourwork/freedom-to-speak-up/how-to-speak-up-to-us-about-other-nhs-organisations/
https://nationalguardian.org.uk/2021/09/30/difference-matters-the-impact-of-ethnicity-on-speaking-up/
https://www.england.nhs.uk/wp-content/uploads/2021/03/freedom-to-speak-up-raising-concerns-policy-for-the-nhs-april-19.pdf
https://nationalguardian.org.uk/wp-content/uploads/2021/09/Difference_Matters.pdf
https://nationalguardian.org.uk/wp-content/uploads/2021/09/Inclusive_FTSU.pdf
https://mel-customers.s3.eu-west-2.amazonaws.com/NGO/NGO+workbook+resources/Top+tips.pdf
https://nationalguardian.org.uk/wp-content/uploads/2021/07/NGO-Strategic-Framework-2021.pdf
https://nationalguardian.org.uk/case-study/100-voices/
https://nationalguardian.org.uk/2021/12/20/learning-from-case-reviews/
https://www.cqc.org.uk/news/stories/update-cqcs-regulatory-approach-changes-1-february
https://www.england.nhs.uk/ourwork/freedom-to-speak-up/
https://www.nhsemployers.org/system/files/media/The-use-of-settlement-agreements-and-confidentiality-clauses_0.pdf
https://mel-customers.s3.eu-west-2.amazonaws.com/NGO/NGO+workbook+resources/Policy+review+framework.pdf
https://mel-customers.s3.eu-west-2.amazonaws.com/NGO/NGO+workbook+resources/Support+Activity+worksheet.pdf
https://www.youtube.com/playlist?list=PL-Ouw5bZd3PL4Qh4-OtR9VAg4MFicw4Hh
https://www.england.nhs.uk/supporting-our-nhs-people/
https://nationalguardian.org.uk/wp-content/uploads/2021/04/ngo_education_training_guide.pdf
https://mel-customers.s3.eu-west-2.amazonaws.com/NGO/NGO+workbook+resources/NGO+Checklist.pdf
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