Area Boards Evaluation
frontline services
By:  Caroline Brailey
1. Introduction:
This report looks at how the Project Managers involved frontline services (FLS) in their areas during the pilot phase - what was done, which FLS were involved and how the relationships developed.  The paper also explores how to remove barriers to engagement and prevent hostility and touches on whether locality budgets should be allocated to the Boards to manage.
2. What we did during the pilot:
· Project Managers contacted FLS to inform them of the pilot

· Pilot AB meetings included input from FLS

· Specific Issues raised and discussed at AB’s which were responsibility of FLS (to engage them in the process)
· Some Project Managers met with FLS officers individually

· In some pilot meetings FLS came along to update on their work, or give a presentation i.e. informative rather than responding to issues.
3. The outcome: Area of Consensus
The general experience of Project Managers has been positive.  The following services have all engaged in the pilot phase in one or more areas, but not all.  
· Police

· Health

· Fire & Rescue

· Education

· Youth Development/CAYPIG

· WCC Engineers

· Highways

· Transport

· Housing Association

· Libraries

· Adult Care

· Social Services

· Sure Start

· Environmental Health

· CVS

· Local Charities


Meeting internal and external FLS representatives in person on a one to one basis, or on the steering groups seemed to make a big difference to their willingness to engage.  Some areas also didn’t have contentious issues to deal with which helped.
· Police, Fire & Rescue, PCT and FLS when sat with the elected members shows unity and a one public service approach to local issues that strengthens the Area Board approach.

· FLS are willing to be involved but some are nervous about being put in the ’firing line’.  Because of this, some officers were more reluctant to engage with the Boards than others.  It is important to ensure officers and external services are not subjected to aggressive or hostile behaviours - protocols needed to provide a supportive framework.  A confrontational approach will only provide a strong disincentive to FLS attendance.
· Area Boards must recognise that FLS time is already stretched. 

· Multi agency input into issue identification was useful.
· Training for members and officers is essential. It is recognised that this will be a new role for many FLS officers. 

· FLS should only be required to attend meetings at which their input is required.
· FLS need to recognise that the CAM can offer additional resources and local support including: early notification of local issues, providing opportunity to input to issue papers at an early stage, helping with consultation and engagement, providing multi agency data and research, providing a communication channel to the wider community through the CAN, access to partner organisations and harder to reach groups, etc
· The right people should be at Area Boards meetings and Council contracts should ensure that contractor’s staff can attend evening meetings – this is not always the case at present (e.g. Mouchel).  
· FLS benefit from attendance at AB meetings, it makes them more visible and more approachable which in turn can improve public perceptions of the service.

· Issues should be resolved outside meetings wherever possible, but the outcomes should always be reported at the meetings and through the local newsletter.  A log should be kept of all issues handled by the CAM.
· A formal commitment is needed to ensure that FLS do engage with all ABs when relevant issues are raised.  This could be included internally in job descriptions, work plans, corporate plans, appraisals, etc.  
· Pre-meetings and FLS briefings should happen before AB meetings in order to ensure that officers feel confident about what is to be discussed.  
· FLS (internally and externally) to identify a contact officer to communicate with the CAMs.  A directory of who we should contact internally is essential (not just a telephone list of everyone).

· The Chair has an important role in ensuring that FLS officers are treated with respect at meetings and protected from inappropriate behaviours. 
· Encourage good clear communication of the reasons for something not happening by FLS – in an open manner.  
· The issue referral mechanism for Area Boards should incorporate:

· submission of written request for issue to be considered, setting out sponsor’s name and contacts, the nature of the issue, the outcome desired, support or consultation undertaken and likely costs.
· CAM to refer the issue to FLS and other stakeholders for input and comment.

· CAM to undertake local consultation if necessary.

· CAM and Chair to meet main stakeholders and convene ‘round-table’ if necessary.
· Issue paper submitted to AB if not already resolved.

· Person raising the issue to make their presentation at AB followed by input from other stakeholders before discussion and decision.
· Attendance of FLS at Area Boards should be by an officer with sufficient delegated authority to provide a definitive response to the issue – for example the Police have committed to send an Inspector or Sergeant.   
· Area Boards should provide greater local accountability for FLS through the development of a positive collaborative relationship and not through antagonistic challenge.  Area Boards should encourage good working relationships between FLS and CAMs and this should be supported by: clarity of roles, joint training, service contact lists, job shadowing, area meetings, CAMs added to FLS mailing lists, shared data and resources, joint communication with the public through the CAN, shared consultation activity, etc.  CAMs should be perceived as ‘one of the team.’ 
· Area Boards should be the key corporate conduit for all consultation and participation activity.  CAMs should help and advise FLS officers on how to integrate their consultations with the Area Boards. 

· Multi-agency consultation, research, performance, budget and service data should be shared at area level to facilitate joined up working and to avoid duplicating data collection.
· Area Boards should be promoted as a genuine ‘multi-agency’ body.  Partners and FLS should views this as a mechanism they can use to support their own business processes, although this needs to be coordinated by the CAM to avoid meeting overload. 

· Local councillors are held to account by the electorate for the quality of services provided in their area.  Therefore, it is right that councillors should have some influence over how those services are provided.  It is considered that this is best achieved by ensuring that FLS locality plans are submitted to the Area Boards for endorsement.  This will help remove the ‘us and them’ attitudes that have been evident during the pilot phase and provide councillors with a sense of ownership of the local services.  This in turn will facilitate stronger and more supportive relationships between councillors and officers (The paper on delegated decision making addresses this issue in more detail).

· Area Boards should receive reports on the performance of local services in the area in order that they can compare quality of services between community areas.  However, these reports should also contain the views of the FLS and the context within which the performance data should be considered.
· The council should vigorously resist the establishment of any additional consultative or service level bodies that may overlap with the role of Area Boards.  The Area Boards should be the single sub-county unit for consultation and engagement.
4. Conclusions -how is it going to work, why and what needs to be done to make it happen:

· CAM when in post needs to meet with as many local FLS officers and and stakeholders as possible to build trust and explain the role and purpose of Area Boards.  
· Service Directors and Heads of Service need to know how ABs will work and act as corporate champions for the new governance system with their staff.  
· Service Managers should brief internal FLS officers.

· Briefings should be arranged before each Board meeting to agree upon meeting management arrangements.  Pre-meetings may be required for potentially contentious issues

· The AB and CAM should seek to encourage collaborative working across two or more agencies boundaries to encourage participation and ‘buy-in.’
· Invite FLS managers to come and present what they are doing to the AB and identify where the AB might be able to help.
· Chairs need to ensure they are fair and respectful 

· Invite FLS to come to AB to make a case for their work programmes and priorities (internally now, externally a long term aspiration) – these can be looked at in conjunction with statistics and they can demonstrate how they are meeting local needs.  

5. Recommendations:

a) That a local area meeting be convened in each area for FLS officers, partner agency staff and CAM to discuss how the new Area Boards system will impact in each area and to help build strong collaborative relationships at local level. 
b) FLS to identify training needs for officers required to attend Area Boards meetings.
c) That a simple guide be produced for officers required to attend the Area Board meetings setting out how the meetings operate, what information should be provided, how presentations should be made and how the public and stakeholders will be involved in the discussion.
d) That a protocol be prepared to ensure that FLS and partner officers attending Area Board meetings are treated fairly and not subjected to hostile or aggressive behaviours.
e) That a corporate template be developed for all Area Board reports
f) That any officer submitting a report to an Area Board for consideration should attend in person to present the report and take part in the discussion
g) Community Area Managers should be provided with orientation training provided by FLS departments and other agencies.

h) Performance, service budget and research data should be collected by FLS departments in a way that facilitates analysis and comparison at area level.   The SAP system should be configured to collect data in this manner.
i) Protocols should be developed for the sharing of data across FLS and agency boundaries as appropriate.
j) That the Area Boards and Corporate Research Team work together to agree how statistical profiles, consultation and research will support the new community governance arrangements.


Quotes:

“The Calne pilot Area Board meetings that I have been to have been very impressive, with opportunities for everyone to speak (including young people), well chaired and enjoyable.  The Area Boards give us (NHS Wiltshire) an opportunity to really listen to the people of Calne and get a better understanding of the area, particularly around health issues, responding to issues when they arise and feeding back issues to the decision makers.  The only issue is lack of time” NHS Wiltshire
“The most beneficial aspect of the Area Board process was to meet with our partners on a formal basis to discuss one issue.  Good local relationships have been built with District Council Officers and with local Police teams to discuss a wide range of issues from neighbourhood disputes, anti-social behaviour and school parking issues to environmental health matters.  The AB provides a focus on one issue which if shared can be approached in many different ways and resolved.”  Highways Officer

“Multi-agency input into issue identification was good.  Collaboration on problem solving was encouraging and hinted at greater potential.  Responsiveness of Police was excellent.  The appearance of public service unity was strong and mentioned to me several times by attendees.  The emergence of this one public service approach was extremely exciting and needs to be formalised, reinforced and developed.  Also, having non-political participants at Board meetings seemed to take the antagonism out of meetings.”  Project Manager
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