Area Boards Evaluation
the role of the community area manager

By:  Miranda Gilmour

1. Introduction
This paper examines the role of the Community Area Manager (CAM) in the support and operation of Wiltshire council’s new community governance arrangements.  The results are based on a survey undertaken in February 2009 involving all CAMs in the pilot phase.  
2. What we did
CAMs worked in a variety of ways, most included a mix of home working, office, locality and hotdesking.  One Team Leader  was responsible for line management of  14 CAMs spread across the county and it is recognised that the management resource was stretched too thinly.  CAM developed and depended on good support networks, these included: colleagues, team buddy, Area Board Chair, Community Area Partnership (CAP), Wiltshire County Council (WCC), North Wiltshire District Council  (NWDC), Kennet District Council (KDC), Adult Social Care, Cabinet Member, Senior Officers, Directors, Councillors, Fire & Rescue Service, Police, NHS Wiltshire, Voluntary sector, Steria, District ICT teams.

During the pilot phase CAMs established contacts and relationships with: Pilot Area Board Managers Team, Area Board members, CAP, Democratic Services Team, One Council PR, WCC/DC officers, Social Care Team, Development Trusts, Fire & Rescue Service, Police, Army, NHS Wiltshire, Education, Child Care Services, Community, Voluntary services, Councillors at County, District, Town & Parish, Town/Parish Clerks, Youth Services, Community Area Young People’s Issues Group (CAYPIG), Frontline Services, Schools, Wiltshire Federation of Community Area Partnerships (WFCAP), Highways Offices, Libraries, Sure Start, Officer responsible for delegation to Town/Parish Councils, Business Sector, Public, Churches, Salisbury City parishing project, Arts & Leisure, Wiltshire Racial Equalities Council (WREC), Housing Associations, Charities, Lobby groups, Southampton University, National Participatory Budgeting Unit

The CAMs also undertook a wide variety of development and experimental activities, including:  working with/establishing/guiding CAPs, establishing/organising Area Boards, generating contacts,  building databases, facilitating Wiltshire Assembly,  meetings key contacts via 1;1s, project managing, arranging, facilitating, minuting Area Board meetings, Chairs briefings and task groups, organising community consultation events, piloting Issues Book, Hand Book consultation, budget consultation event, Participatory Budgeting events, liaison/working  with wide range of individuals and groups (see above), Induction, Parish Cluster meetings, Community projects such as Community Speed Watch, Fire Stop, “Sticky issues”, communication with the community advising of events, Signposting people to funding sources

3. The outcome: areas of consensus:
· Area Boards and Task/Working groups generally worked very well during the pilots.
· Good support and involvement from all tiers of local Government, the community, key services and CAP with a willingness to test ideas/approaches e.g. addressing  “Sticky Issues” 
· Having an experienced/committed Chair, with good chairing skills working alongside CAM is central to the effective operation of the Area Boards.
· Using community venues for Area Boards rather than Council Offices helped overcome some of the negative perceptions of ‘council meetings.’
· CAMs have a key role in ensuring that Area Boards have an inclusive approach
· CAMs took a key role in organising community events and activities (which in turn allowed groups to promote themselves)

· The CAM role works best through the development of relationships with stakehoilders and service providers.  During the pilots the CAMs had regular 1:1 meetings with stakeholders to get them on board and having access to Service Managers & the community through networking and parish cluster meetings/parish liaison groups was helpful.
· CAMs role complements but is very different from the work of the Democratic Services Team.  The roles are mutually dependent. 

· CAMs have a key role in publicising and promoting the work of the Area Boards.  There were many very good examples of publicity/media coverage of Area Boards and large community events, also use of local radio promotions, eye catching leaflets and producing community newsletters 

· The CAMs cannot operate in isolation and need the mutual support of team colleagues, frontline service personnel and partners.   During the pilot pgase the CAM team developed a strong supportive approach, with team members willing to help each other at major events, sharing skills and knowledge and developing an effective ‘buddy’ system  
· CAMs were working in ‘uncharted waters,’ managing expectations of a pilot project at the heart of the vision of new ways of working. Dealing with opposition and overcoming numerous challenges to share the vision while maintaining clear objectives, setting realistic targets and working to agreed outcomes
· CAM encountered some mixed experiences working with a wide range of internal/external professionals & partners but were central to the effective and appropriate dissemination of information about the new governance arrangements.
· During the pilot phase CAMs worked with ad-hoc funding and corporate support arrangements and experienced some IT constraints.   However, generally team members who regularly used WCC laptops/printers were reasonably satisfied
· It is clear that CAMs need distinctive personal characteristics.  They need to be politically astute with good diplomacy skills, have strong commitment, resolve, bravery and resilience.  CAMs need to be creative, innovative, encouraging, self reliant, inspirational and thick skinned.  They need strong interpersonal skills, knowledge of policy & procedures, report writing skills, patience, tenacity, ability to work across organisational and agency boundaries.  They must be committed to inclusivity, equality and to tackling prejudice.  CAMs need the ability to remain independent and impartial brokers/negotiators and to be persuasive and facilitate action through others.  CAMs have to be an advocate for the locality but also need strategic awareness and knowledge. 
4. Conclusion
During the evaluation process, workshops were used to reach agreement around issues which required resolution. The information resulting from this process, together with areas of consensus form our recommendations.  These recommendations emphasis the role and responsibilities of the Community Area Manager, together with the resources and support; and management and development needs which are essential to ensure that the Community Area Manager can operate effectively.  What is absolutely clear from the pilots is how important the role of the Community Area Manager will be in the new Wiltshire council.  

5. Agreed
a) CAMs Working Arrangements: CAMs should be provided with equitable arrangements for home working with provision of all the necessary equipment and resources.  These arrangements should be linked to three area hubs, where the Team Leader and hot-desk areas will be located.  In addition, the CAMs should identify a suitable base in the community area for occasional (surgery) use. 

b) IT and Technical Support:  Appropriate IT resources and support are provided to the CAMs to enable them to do the job, technical support and equipment for Area Boards and other large community events (PA equipment, roving microphones, digital cameras, radio microphones, loop system, handheld voting sets, LCD/ laptops, display boards, etc)
c) Administrative and Communication Support: High calibre, accurate and reliable administrative support to form part of the each of the 3 Hubs and to become integral members of the CAM team;  having flexible working arrangements to enable them to work evenings and weekends where necessary.  These administrative hubs to have a range equipment/resources to support Area Boards/Community events e.g. display boards, digital cameras, etc.  Dedicated support should be allocated from the Communications and Democratic Services team to support the Area Boards and associated activities
d) Role of CAM: The multi-agency nature of the CAM role is recognised and the job functions are agreed to be:
· Developing and sustaining inclusive governance arrangements at local level. 

· Organising the work of the Area Boards with the Democratic Services Officer (DSO)
· Supporting the DSO and Chair to ensure compliance with corporate and ethical governance requirements including the Code of Conduct

· Supporting the Area Board Chair/unitary Councillors to develop good working relationships with partners, frontline service providers and Cabinet members.
· Supporting members in their community leadership role and developing good political awareness relating to elected members, their role and influence.
· Working with unitary Councillors, Service Managers, Partner organisations and the community to ensure community priorities are addressed 

· Facilitating partner involvement with Front Line Services (FLS) through collaborative relationships and partnership working.
· Developing strong relationships with partner organisations to encourage more joined up working 

· Engaging in 1:1 meetings where appropriate with stakeholders to encourage their involvement

· Promoting the Area Boards beyond the Community Area boundaries in order to deal with people’s issues that cross neighbouring areas

· Ensuring that the views of those people who are reluctant or unable to attend Board meetings are heard, and supporting participants.  Acting as an advocate for groups needing a voice in the area
· Helping to identity suitable community venues for AB meetings and other community events

· Providing advice about funding available and mechanisms to access resources.
· Ensuring publicity/media coverage in conjunction with members of  the Communications Team 
· Developing, maintaining and managing community databases and the Community Area Network (CAN) – identifying community champions.

· Producing and distributing the Community Area Newsletter 
· To maintain and publish a log of issues referred to the Area Board

· With the support of the Chair, to arrange and facilitate discussions aimed at resolving or clarifying local issues prior to submission to the Area Board.  This might involve roundtables, workshops, public meetings, stakeholder briefings, etc.

· To prepare, publish and keep up to date a forward plan for the Area Board.
e)  CAM Relationships:  The CAM  expected to work collaboratively with the rest of the CAM team and also develop excellent working relationships, build trust and develop collaborative opportunities with:

· Unitary, parish and town councillors and Town Clerks
· Community Area Partnerships and Development Trusts

· Democratic Services Team

· Fire & Rescue Service, Wiltshire Police and NHS Wiltshire
· MOD and other major employers in the area 
· Business Sector

· Members of the Public
· Voluntary & Community groups 
· Faith Groups
· Arts & Leisure organisations

· Wiltshire Racial Equalities Council
· Housing Associations and Tenants organisations
· Charities
· Lobby groups
· Southampton University and other relevant academic institutions
· National Participatory Budgeting Unit

· Young People’s Issues Group (CAYPIG) & Youth Services,

· Wiltshire Forum of Community Area Partnerships (WfCAP) 
· Schools & Extended Schools co-ordinators 
· WCC Frontline Services 
· Councils for Voluntary Services and Charities Information Bureau 

· Communications Team

· WCC Community Planners, Community Agents and CAP Project Officers
To foster and strengthen this collaborative partnership approach, CAMs will be provided with appropriate orientation training with key partners and encouraged to forge close organisational links.  
f) Team Management: That the CAM Teams be organised into 3 locality hubs based at Salisbury, Chippenham and Trowbridge.  That the whole team to meet every month with quarterly development days and the Hub teams to meet fortnightly (between the whole team meetings) to ensure that consistent standards and approaches are applied across the County and that best practice is shared.  That a common system of project management/annual planning/monitoring be adopted

g) Organisational Support: that CAMs be given a high profile and status and grading within the Council to facilitate their work across departmental boundaries and provided with good levels of organisational support to assist them in their role, this to include:
· appropriate levels of support be provided from the consultation and research team to support the identification of local issues by Area Boards.

· financial, performance and other service data collected within the SAP system in such a way that it facilitates comparison and use at Area Board level and is accessible to the CAMs. 

· Project Plans 2009/2010 agreed and linked to the Corporate Plan /Strategic Framework
· appropriate action is taken to protect CAMs from unreasonable or inappropriate behaviour.  
· learning and development programme to form part of individual Learning & Development  Plans, commencing with Induction 
· CAMs to be given appropriate organisational training and development to cover appropriate issues such as Members Code of Conduct.   

Quotes

“I think it will be a very good to have a base in the community so that we are accessible”

“Having a local office base in the community meant that I was visible and available for impromptu meetings and discussions with elected members, service managers and other contacts”
“I received good support from my line manager…. this support was very important in building and maintaining my confidence in some politically complex situations.  It enabled me to move forward with confidence”
“The CAM role requires heightened political awareness, diplomacy and a cast iron resolve”

“Community Area Manager role needs a leg up in status – this will need high level organisational support”

“Community Area Managers operate in a difficult sphere between politicians, communities, partners and the organisation – that role brings many challenges that need to be recognised within the Council”
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