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Purpose of the report

1. To seek members’ views on the outcomes of a review of the Member Champion Initiative
Strategic Planning Framework

2.
The information and recommendation(s) contained in this report are consistent with the Authority’s statutory purposes and its approved strategic planning framework:

· Corporate Plan objectives OBJECTIVE 20: Ensure the Authority has developed its corporate governance and financial arrangements to ensure the highest public standards are in place, as evidenced through the Annual Governance Statement and an unqualified audit opinion each year
Background

2. The Member Champion Initiative was established following the publication of the National Park Authority Performance Assessment (NPAPA) report in January 2006, when it was identified that the creation of a more ‘hands-on’ role for members represented one of the major cultural shifts in the way in which the Authority should carry out its business

3. It was concluded that the establishment of member champions for each of the Authority’s main areas of responsibility represented a genuine and exciting attempt to improve the performance of the Authority and to take full advantage of the skills, experience and expertise that members of the Authority possess. 

4. A number of guiding principles were agreed: 

· Member Champions need to be committed and enthusiastic about the area of work in question.

· Member Champions are not policy-makers, executive members or a cabinet, nor will they direct staff.

· The arrangements must be appropriate to the resources and capacity of members and officers:

· Up to two members can be Champions in a particular area

· A member can only be a Champion in one area

· Champions cannot be members of the Planning Committee

5. The key roles identified for Member Champions were:

· To Champion the service within the Authority

· To represent and Champion the service externally

· To assist officers with the implementation of the Authority’s policy, and to develop future policy proposals for consideration by the Authority and its Committees

· To report back to the Authority and its Committees on their brief.  Processes will be established so that they can be questioned by other Members on their role and performance.

· To act as a `sounding board’ for senior officers regarding the discussion of new ideas and initiatives.  They are expected to bring the `member perspective’ to these discussions

6. In 2007 a review of the initiative was undertaken and following consultation with members, champions and non champions, and the Senior Management Team the Authority decided that:

· Member Champions could also be members of the Planning Committee

· the allocation of MC roles for the seven areas of the Authority’s work was endorsed 

· it was accepted that there should be a Development Control MC, but that the role be renamed as Planning MC;

· the original ‘up to two members per role’ rule to be continued; and

· further work was required on a mechanism for MCs to report back to the Authority on their work.

Current Position 

7. The only specific action from the 2007 review was that ‘further work was required on the mechanism for MCs to report back to the Authority on their work’.

8. Since then a standard item has been introduced for Authority meetings. This consists of oral reports by specific MCs, other matters raised by MCs and an opportunity for members to ask questions of MCs.

9. In addition the Chairman has instigated regular meetings of all member champions preceding each Policy Development Forum meeting.

10. The current list of member champions is:

	MEMBER CHAMPIONS

	Area of responsibility
	Member appointed

	Conservation of the Natural Environment
	Andrew Colley

	Conservation of Cultural Heritage
	Roger Harrison-Topham

	Recreation Management
	Malcolm Petyt

	Promoting Understanding
	Vacant

	Planning
	John Blackie

	Forward Planning
	Yvonne Peacock & Shelagh Marshall

	Corporate Management
	Carl Lis


This Review
11.  Since the last review in July 2007 there is a general perception that the member champion initiative has lost some of its initial impetus and that there is need to reinvigorate it and address some of the underlying causes. This review has sought to do that by means of a simple questionnaire to all members and staff plus general discussions with individuals. 

The Outcomes
12. The outcomes of the review are attached as an Annex to this report. 
13. The key issues arising were: 
· Areas of work 
· Appointments 
· Member Champions also being members of the Planning Committee 
· The Management of the Member Champion meetings 
· Reporting back to the Authority 
· The balance between the external and internal role of the champions

· Assessment of Member Champion performance 
· Awareness amongst staff 
14. These and the other issues covered by the questionnaires are fully explored in the Annex which also presents options for the future for members’ consideration.

Conclusion

15. The overwhelming impression of the initiative is that:

· It is very worthwhile

· It has re invigorated members in their work for the NPA 
· It has improved Member/Officer relations

· It makes best use of members’ expertise

· The resources (time) devoted to it provide a worthwhile return
· It is worth addressing the current issues to ensure that it is improved.

16.  The review report contains a number of recommendations for improving the initiative and, subject to members’ comments on those recommendations it is envisaged that a ‘Guidance on the Member Champions Initiative’ will be produced, incorporating the results of member decisions.
RECOMMENDATION

18.
It is recommended that members consider the recommendations within the Annex to this report.

Jon Avison
Deputy Chief Executive

29 June 2009

Background documents:  none

Annex

A REVIEW OF THE MEMBER CHAMPIONS INITIATIVE   JULY 2009

Background

1. Since the last review in July 2007 there is a general perception that the member champion initiative has lost some of its initial impetus and that there is need to reinvigorate it and address some of the underlying causes.

2. This review has focused on the issues of:

· Effectiveness

· Areas of activity

· Reporting Back Arrangements

· Impact of Member Champions also being members of the Planning Committee

· The balance of activity

· Resourcing the initiative

· Assessment of Member Champions

3. The review has taken the form of a questionnaire to all members and staff and general discussions with individuals. The questions asked of staff were slightly different from those asked of SMT and members, reflecting the different starting point of the two groups. 

The Outcomes

4. 72 staff responded to the staff questionnaire and 18 responded to the Member/SMT questionnaire, 6 of whom were member champions, 6 non champion members and 6 SMT.  An analysis of the responses to the questionnaires is attached as an Appendix. 

5. The key issues arising were: 

· Areas of work 

· Appointments 

· Member Champions also being members of the Planning Committee 

· The Management of the Member Champion meetings 

· Reporting back to the Authority 

· The balance between the external and internal roles of champions

· Assessment of Member Champion Performance

· Awareness amongst staff 

Areas of Work

6.  The majority of respondents felt that the current areas of work, based on our main functional areas were appropriate. The main reasons for this were; it is logical, it provides an obvious Head of Department lead for each area and it provides MCs with broad portfolios of responsibilities.

7. The view was expressed that where a Head of Department covers a number of different functional headings and potentially has up to 2 MCs covering each of those areas, the resource implications in terms of briefing and engaging become difficult to manage. There are two departments covering more than one functional area, Conservation and Policy (Natural Environment and Cultural Heritage) and the Planning Department (Development Control and Forward Planning). Consideration could be given to merging areas of work, although no easy ‘fits’ present themselves, or Heads of Department could consider delegating briefing and managing duties to other senior staff within the department.

Recommendation 1

8. It is recommended that:

      a) The MC areas continue to be based on the functional areas of activity.

b) Consideration be given to the principle of merging some functional areas. 

c) Consideration be given to withdrawing the principle that up to two MCs may cover one functional area.

Appointments  

9. Views were expressed, mainly by members, that the system of appointments to MC roles should be more rigorous and that it had ‘slipped over time’. The view was also expressed that MCs should be appointed for a ‘fixed term’ of (say) 3 years to maintain a fresh approach to the subject and to provide opportunities for other members to experience the MC role.

Recommendation 2

10.  It is recommended that 

      a) Members continue to be appointed by the Authority and that members wishing to ‘apply’ for the role of MC provide a written document highlighting their relevant experience and their reasons for wishing to become a MC. These to be considered by the Authority in appointing to the roles. 

     b) Members consider the appointment of MCs for a fixed term of office.

· Member Champions also being members of the Planning Committee 

11. Although some views were expressed that ideally Member Champions should not also sit on the Planning Committee the general observations were that, in actual fact, this has not been an issue.

Recommendation 3

12.  It is recommended that the current practice whereby a MC can also be ,a member of the Planning Committee, is continued. 

· The Management of the Member Champion meetings 

13.  A significant proportion of the member respondents raised the issue of management of the Member Champion meetings and the role of the Chairman of the Authority. There is a feeling that the meetings need more focus, dates need to be put in diaries and meetings arranged earlier. It was noted that there needed to be good reasons for holding the meetings and that discussions should focus on issues specific to MCs. The issue of officer support for the Chairman in arranging and managing the meetings was also raised.

Recommendation 4

14.  It is recommended that:

1. The dates of Member Champion meetings are set annually

2. Agendas are circulated before the meetings

3. MCs are invited to submit agenda items

4. The Secretariat Administration Officer provides the chairman with support in circulating documents and agendas and takes minutes of the meetings.

Arrangements for reporting back to the Authority.

15.  The majority view, particularly amongst members and SMT was that the reporting back arrangements, whilst fine in principle, need revitalising and tightening up. The suggestion was made that, as well as presenting regular ‘MC reports’ on a rota basis, MCs should have a greater role in presenting appropriate reports at meetings and speaking first on reports within their areas of responsibility. 

Recommendation 5

It is recommended that: 

     a) Member Champions present at least one written report per year to inform other members of the issues and activity within their area of responsibility.

    b) A rota of presentations is prepared and publicised at the beginning of the year to facilitate the above

     c) Member Champions agree with their head of department, which reports it is appropriate for them to present

     d) Consideration be given to Member Champions having the opportunity to speak first in debates on reports within their area of responsibility.

· The balance between the external and internal roles of champions

16.  Members and SMT were asked whether they thought the balance of activity between MCs external and internal roles were right. The majority of respondents thought that it was, although some comment was made about the need to ensure that MCs represented their areas of responsibility more in the media.

Recommendation 6

17.  It is recommended that the general principle of member champions being quoted as representatives of the Authority in press releases is accepted.

· Assessment 

18.  Again, the majority view, particularly amongst members and SMT, was that MCs ‘performance’ should be assessed more formally. The main stumbling block to putting a process in place was how any assessment would be judged and who would carry it out. One way forward might be to ask MCs to prepare a brief annual report on their activities, for the Head of Department and Chairman of the Authority to discuss this report and for the Chairman then to feedback and address any issues with the MC. The Chairman should have the authority to ask a MC to stand down in extreme cases where a MC has not fulfilled the obligations of the role.

Recommendation 7

19.  It is recommended that:

 a) Member Champions are required to produce a brief annual report on their activities and that the relevant Head of Department and Chairman of the Authority assess the report.

b) Consideration be given to adopting the principle that the Chairman of the Authority is given the authority, in extreme cases, to ask a member champion to step down from the role.

· Awareness amongst staff 

20.  It is clear from the staff responses that a minority of staff know little about their Member Champions. A briefing note was produced at the outset of the initiative and it would appear that staff need reminding about it. It is considered that the production of a new ‘Guidance on the Member Champion Initiative’, drawing on the existing briefing note, is necessary to provide guidance to staff and more importantly to new members of the Authority. It is considered that it would be useful, in addition, to present this new guidance at departmental meetings and include it in the induction process for new members. 

Recommendation 8

21.  It is recommended that

      a) A revised ‘Guidance on the Member Champion Initiative’ is produced.

b) Staff are made aware of the Guidance and that it is included in the induction process for new Authority members. 

Conclusion
22.  The overwhelming impression of the initiative from the review responses is that:

· It is very worthwhile

· It has re invigorated members in their work for the NPA etc

· It has improved Member/Officer relations

· It makes best use of members’ expertise

· The resources devoted to it provide a worthwhile return

Jon Avison
July 2009
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