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Member training and development

A scrutiny review conducted by the scrutiny chairs group 

November 2008 – March 2009

Foreword
On behalf of the Scrutiny Chairs group, I am pleased to present this report on member training.
The Scrutiny Chairs have recognised for some time the importance of member training to the delivery of an effective overview and scrutiny function. This includes both skills and knowledge of scrutiny processes, as well as service specific knowledge relating to topics under review.

Training for overview and scrutiny needs to sit within a wider framework of member training. We have therefore considered best practice across the north west and made a number of recommendations which we feel would make a positive contribution to the development of an effective member training programme in Salford.
I would like to thank all those individuals and organisations that have contributed to this review, especially those authorities we visited, for their time and the comprehensive information provided.
I commend this report to the city council.

Councillor James Dawson
Chair, Scrutiny Chairs Group

Executive Summary
Salford were one of the first councils to be awarded the North West Charter for Elected Member Development in 2001.
The council needs to be re-assessed for the award as it has now “timed out”.

The Scrutiny Chairs Group have recognised for some time the importance of appropriate training for overview and scrutiny.

A recent Audit Commission review of good governance suggested that the  capacity and capability of councillors would be enhanced through identifying individual training needs and developing individual training plans to meet those needs.
At the request of Cabinet, Overview and Scrutiny have undertaken a review of member training.

The objectives of the review were:
1. To review current arrangements for member training in Salford and explore barriers to access. 

2. To consider best practice authorities and their arrangements.

3. To identify and make recommendations on improvements to the current arrangements

The review was carried out from November 2008 – April 2009.
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Background

The success of local democracy depends greatly on the knowledge and skills of elected members. Elected members’ roles and responsibilities are changing and are likely to continue to change in the future. All of this places a responsibility on local authorities to assist elected members to continue to develop in their increasingly demanding roles. 

At a meeting with cabinet in August 2008 to discuss the scrutiny work programme, the issue of member training was raised and it was agreed that scrutiny would carry out a review of current arrangements in Salford.
The scrutiny chairs group agreed to conduct this review through their regular meetings, having identified member training as a key factor in delivering an effective scrutiny function.

The objectives of the review were:
1. To review current arrangements for member training in Salford and explore barriers to access. 

2. To consider best practice authorities and their arrangements.
3. To identify and make recommendations on improvements to the current arrangements

Methodology
Meetings took place with the lead officer for Organisational Development; Head of Corporate Projects and Assessments and Member Gateway Adviser, North West Employers Organisation (regarding the North West Charter for Elected Member Development); Lead Member for Customer and Support Services. There was also input from the chair of the ITC Enablement for Members group, who had identified training as a key issue.

Site visits were undertaken to Halton Borough Council and Bolton Metropolitan Borough Council, to meet with elected members and officers responsible for driving member training and development.
Desktop research was conducted in respect of best practice, in particular, Blackpool Borough Council, Greater Manchester Police Authority and the Welsh LGA (member development framework).

Findings and Recommendations
Current position in Salford
Salford was very early into the member development process and has had a reputation for innovation and resourcing. Salford was one of the first tranche of local authorities to be awarded the North West Charter for Elected Member Development (2001) in recognition of its comprehensive and systematic approach. We now need to consider being re-assessed for the Charter as it has ‘timed-out’.

Although it is recognised that we have a history of member training and development it is also important to recognise that over the last few years the engagement of Members has diminished, as evidenced by lowering attendances and the lack of returns to a recent training needs analysis.

Physically changing the time, place or method of training delivery has not had any impact on engagement. Members normally say they regard training opportunities positively, but appear to fail to prioritise the opportunities as against other matters. It may be that future plans need to address the issue of incentives (positive or negative) as well as content and method.

It has to be acknowledged that members have a high workload. Also other commitments such as employment or caring responsibilities will impact on available time.

The ITC Enablement for Members group has recognised the importance of member training and development in order that members might make full use of technologies available to enable them to carry out their role more effectively.
A recent Audit Commission report on Good Governance recommended that 
the Council “Enhance the capacity and capability of Councillors by:  “assessing Councillors' training needs against a set of desired competencies for their individual roles and developing individual training plans to address those needs”; and “introducing arrangements for providing formal feedback on the performance

of individual Councillors and for reviewing the performance of the Council,

Cabinet and committees.”
NW Charter for elected member development. 
The North West Charter on elected member development was established to raise the profile of member development in the North West and reward those authorities who had demonstrated that commitment.

Six principles have been identified against which the charter award is assessed.

1. Having a statement of intent

2. Ensuring all members are made aware of training and development opportunities.

3. Having a process to identify individual development needs which involves members.

4. Having an officer allocated to assist members and groups in identifying needs and providing information on resources.

5. Having a strategy to meet the training and development needs of elected members.

6. Implementing the strategy locally.
In order to maintain the charter standards, authorities should be reviewed after three years, to demonstrate their ongoing commitment and provide evidence of that.

An exemplar standard – level 2 has also been introduced, to allow a review process which is stretching. To achieve level 2, authorities must first provide evidence of continued achievement at level 1 and then evidence of the impact of member development on the work of the local authority and the community and continuous improvement. 
Best Practice
In order to find out how elected member development worked in other areas and whether similar perceived barriers to access were experienced in other authorities, site visits were arranged to two other councils. 

Bolton Metropolitan Borough Council was awarded level 1 charter in 2007 and a regional award from the Municipal Journal recognising the quality of its Elected Member Development.
Each political group has a member training champion; member training was championed by the Leader, who was the first to undertake a Personal Development Plan (PDP). Every elected member now has a PDP, identifying their individual training needs. 
The group “champions” and lead member sit on the cross party member development group. Their role includes monitoring performance on elected member training against agreed targets and leading on improvements and developments to the training programme.

The induction programme was initially prioritised. This is planned through the member development group and new members are invited to give their feedback on experiences of the programme. Officer mentors are provided for new members and mentoring members organised through the political groups.

Bolton is keen to work towards level 2 of the NW Charter. In addition they are working with Bolton University to develop an accreditation programme for members,  “Tomorrow’s Councillor”.

Elected member training is jointly supported by the member services team and organisational development team.
Halton Borough Council is one of only two authorities to have achieved the level 2 exemplar standard of the NW Charter, having gained level 1 in 2001 (reviewed 2004). The aim of their member development strategy is to ensure that all members are offered training and development opportunities to allow them to perform their role effectively.
Member training and development has been embedded within the culture of the organisation. A range of opportunities allows members to develop themselves and meet community needs – it is about members being able to perform as efficiently and effectively as they can.

All members carry out a MAP (Member Action Plan), which is reviewed on a six monthly basis. The identified development needs are fed into a database supported by member services – who can then identify and plan training accordingly. 92% of members currently have a MAP.

A structured modular programme is provided, with a range of formal, 1 to 1 and e-learning opportunities. 

On successful completion of a MAP and 25 hours approved training, members are awarded a certificate endorsed by the Institute for Leadership and Management (ILM). This is presented annually before July council meeting. 

There are targets for member training in the service plan. These are monitored through the Member Development Group. This is a cross party group comprising 8 members who all actively champion member development.

The Audit Commission have recognised the high quality of Halton’s member development programme in the council’s Comprehensive Performance Assessment, and the contribution this makes to the delivery of the council’s priorities. 

	Findings
	Recommendations
	Suggested timescale

	The NW Charter for Elected Member Development provides a framework for the support of elected member development. The council were awarded level 1 charter in 2001. The award has “timed out” and needs to be reassessed.


	The council carry out the work required to meet the principles of level 1 standard of the NW Charter and undertake reassessment within 12 months.
	By April 2010

	Member training and development should support members to carry out their role in as effective and efficient way as possible, in order to meet community needs and support delivery of the council’s priorities.
Level 2 of the NW Charter requires councils to provide evidence of impact and commitment to improvement.
	The council carry out the work required to demonstrate level 2 standard of the NW Charter within 2 years.
	By April 2011

	Scrutiny members were impressed by the enthusiasm and drive of the member training “champions” in the councils they visited; the ownership of the programme by elected members and the fact that the leaders of all political parties had lent their support.
	The council establish a member development group with cross party membership, in order to work with the Lead Member to support and drive the process and ensure that priorities for member development link to the corporate aims and objectives of the authority.


	By October 2009

	It is important that members are involved in the process of identifying individual development needs and that training and development opportunities are provided accordingly.

	The council to develop a process for identifying individual training needs which involves and is owned by members and leads to a training and development plan.
This in turn should inform the priorities for member development.
	By December 2009

	It is important that a culture of member training is embedded within the organisation. An effective new member induction programme can promote the expectation of continued learning and development. 

	Priority should be given to developing the new member induction programme and to ensure individual training and development needs are identified in the process.
	By December 2009

	In both the good practice authorities visited a range of training and development opportunities were provided, including accredited courses; e-learning; 1 to 1s; joint member and officer training; mentoring.
Training was offered both during the day and in the evening.


	The council should ensure a range of training opportunities are provided in order to ensure access to all members irrespective of experience, work or family commitments. 
	By April 2010

	Provision is made in some councils for accreditation of training undertaken.

The national census of local authority councillors 2008 suggested that, in Salford, 65% of councillors who responded would like to have the chance to attain/acquire a more formal qualification/recognition of the work of a Councillor.
	There should be a minimum expectation of hours training to be undertaken each year and an accreditation process which recognises that commitment.


	By April 2010

	In both the good practice authorities visited, there was close working between officers in member services and organisational development in order to support individual elected members and the member development programme.
The budget available in 2008/09 for elected member training and development was around £15k.

This falls short of the budget in some other councils with similar numbers of members.


	There should be greater clarity in roles and responsibilities of the member services and organisational development teams in respect of elected member development, to ensure effective use of resources and expertise. 
	By October 2009

	Reward and recognition of training undertaken are an important element of an elected member development programme and contribute to continuous personal development.
The national census of local authority councillors 2008 suggested that, in Salford, 65% of councillors who responded would like to have the chance to attain/acquire a more formal qualification/recognition of the work of a Councillor.
Bolton Council is working with Bolton University to develop an accreditation programme for members “Tomorrow’s Councillor”. They are seeking other partners to join on that programme.

	The council to consider some form of external accreditation scheme for training and development undertaken by members. This could be undertaken on an optional basis.
To consider whether the “Tomorrow’s Councillor” programme might be a suitable option for Salford. 
	By April 2010


Conclusion

“At the heart of any local authority dedicated to meeting the needs of its community there needs to be a commitment to the development of its elected members“.
NW Charter for elected member development
The modernisation of local government has led to increasing demands on elected members in terms of commitments and roles. Local councillors work hard to make things better for people in the areas they represent. It is important that members receive the support they need and are provided with the opportunities to develop any additional skills and knowledge they require in order to have the most impact.
Elected members are not employees. Therefore it is particularly important that the member development framework is owned and lead by elected members themselves, in order to take account of these specific needs.
The Scrutiny Chairs group consider that the principles of the NW Charter for elected member development provide a sound framework for progressing an effective member development programme in Salford.
The review has highlighted the need for leadership and support from all political parties, to underpin the importance of member training and development. Scrutiny members saw evidence of this working in the best practice authorities visited and hope that this can be achieved in Salford.
The Scrutiny Chairs group acknowledges that, in addition to providing an appropriate framework for elected member development, the real challenge is about cultural change and winning the hearts and minds of elected members in respect of the value training and development can bring to their role. 
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