Area Boards Evaluation
the role and structure of the area boards’ team
By:  Mary Cullen
1. Introduction:
This report focuses on the role and structure of the area boards development team. It reflects on the areas of:
· recruitment and induction of the team
· geographical bases and patterns of working
· resources, equipment and support
· communication between team members, with the team leader and other partners
· team meetings
· performance monitoring
· role of the team manager
· policy development.

It identifies areas of consensus amongst the team concerning what worked well and what could have been improved in the pilot phase. It finally draws upon the preceeding analysis to make recommendations for the future area board team structure, organisation, support and management arrangements.
2. What we did during the pilots
Team members attended a three day induction which set the context for the work and determined areas of operation and buddying arrangements. During this time members also began to develop provisional project plans and areas of activity to be tested.  Following the induction, team members began to work in their own community areas, developing relationships and setting up steering groups to deliver pilot boards. This included the development of relationships with colleagues from Fire, Police and Health services in each area.  Pilot board meetings were held across the County and a range of local issues addressed and community engagement tools and facilitation techniques tested.  Contact with team members was at regular fortnightly team meetings and also by telephone/e-mail and the team social networking site.  Contact with the Team Leader was both formal, in terms of scheduled one to one sessions and also informal through telephone and e-mail contact.

3. Areas of Consensus
· The 3 day induction was viewed by most team members as beneficial in terms of team bonding, sharing ideas, getting necessary information and project planning. However, further team development activities were seen to be needed. This should be repeated for new team members after 1st April.
· There were some issues with the organisation and administration of contracts of employment, start dates etc. 
· Team members experienced frustrations and delays in getting IT equipment such as laptops, docking stations, smartphones, printers as well as stationery and contact details of key service managers. Problems were also experienced with remote working and access to WOW.
· Most team members considered the fortnightly team meetings to be beneficial in terms of cementing relationships within the team, enabling team members to share experiences, frustrations, successes and failures and to act as a forum for debate and discussion. 

· Where team members had one to one supervision sessions, the team leader was considered to be supportive and encouraging, team members valued his democratic and collaborative leadership style, his knowledge of democratic services and experience of working in a political environment. 
· There is strong consensus however, that the remit of the team leader was too large, managing large and newly appointed team on a steep learning curve and spread across a wide geographical area, as well as overall project management. The management resource for the team was thus spread too thinly.

· The team has developed supportive working relationships with each other, evidenced by the sharing of information and ideas across the county and provision of practical support to each other in managing community events etc. The buddying system was a positive experience for the majority of team members who had the opportunity to use it. 
· More use could have been made of the skills and experience of team members through appropriate delegation of tasks. 
· Smaller locality based teams e.g. North Wilts team worked well and provided a useful source of support, advice and encouragement for team members and an opportunity to share thoughts and concerns and generate ideas and solutions to problems.
· Team members liked the flexibility of working from home however would also like to have access to an office base to get support when needed, to avoid what can be isolating working conditions and have access to administrative support.
· There is strong consensus of opinion around the need for a dedicated resource for the team in setting up for area board meetings to ensure a professional look and feel to these events, this includes assistance with setting up IT and audio-visual equipment and assistance with room layout, moving furniture and catering.
· The team needs access to better quality audio visual equipment, good quality roving microphones and hearing loops are essential. Evidence of equipment failure and feedback from those attending meetings suggests that this is a priority area.
· The team should develop a multi-agency way of working, cutting across organisational boundaries

· The team social networking site resource needs to be further developed, with training for the team in its use and applications.
· A team workplan should be created linked to the Corporate Plan and individual workplans should link to this. These should forms the basis of appraisals and include consideration of learning and development needs.

4. Conclusions

The team bonded well and worked enthusiastically to deliver on the vision of Area Boards. Particular successes were achieved in:
· Working through initial scepticism and political resistance across the county to secure the development of working groups in all areas and pilot boards in many.

· Piloting of a new style of meetings at many pilot area boards, actively engaging and involving the community.

· Communication about area boards through local newsletters, press releases and radio promotions by team members and regular area updates.

· Development of key contacts and networks within community areas.

· Engagement of other public services providers, Fire, Police and Health
The recommendations from the Area Board Development Team, as set out below, identify those factors which need to be further addressed in order to ensure that the roll out of area boards is delivered effectively across the County.

5. Recommendations
· The Area Boards Team should be structured into three locality based teams, working from Chippenham, Trowbridge and Salisbury.  These hubs should be equipped with fixed and hotdesks and adequate meeting space.
· Area Managers should have a strong presence in their area
· A dedicated post (perhaps job share) ‘Person with a Van’ is required, to deliver practical/technical support to ensure area board meetings are set up effectively and meet accessibility and good practice standards.  Urgent procurement of this service is required. 
· The provision of adequate ‘fit for purpose’ audio/visual equipment is required, to ensure area board meetings across the county are delivered to a professional standard.  
· A planned induction programme with clear objectives should be put in place supported by a programme of team development activity over the first year.

· Regular team meetings are held in each locality and joint team meetings are held monthly. These should be timetabled for the year. 

· A skills audit of team members is carried out, shared and used as a basis for effective team working, learning and development.
· The buddying system is reviewed in the light of the new area based teams and new arrangements made where necessary. Consideration is given to offering more flexibility within the buddying system i.e. buddying across skills areas and Team Leaders acting as buddies.

· Performance monitoring mechanisms for area boards are developed with the full participation of members and these should be applied consistently across the county.

· Dedicated communications, equalities and democratic services officers are identified to link with each locality team. 

· Roles and relationships with frontline service managers and democratic services should be reviewed and strengthened in each locality area
· The regular Area Chairs and Area Managers meetings should e continued.
Quotes:

“There clearly needs to be an intermediate management level. Ideally a team should consist of between 6-9 Community Area Managers. This would allow for regular, scheduled supervision sessions and a planned programme of training and support for CAMs”.

“The team work well together, although we have different ideas we usually come to a compromise. It’s good that we come together regularly and can talk about how we are getting on. It’s great to learn from others.”
“Each member’s individual commitment and enthusiasm to the project has been unquestionable which has sometimes meant that passions have run high in team meetings but with good outcomes.”
“Team meetings…..chaired with ‘broad shoulders’ and always open to constructive criticism”
“The team leaders’ naturally democratic and collaborative leadership style has worked well with this team”
“A particularly successful and valuable part of the project for me involved the ability to spend time with other managers working in the same locality as me….seeing my colleagues in this way has provided me with an incredible amount of support.”
“Pan- County meetings of area board managers and area board chairs have been valuable providing the beginnings of a co-ordinated, county wide approach to the implementation of area boards….”
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