MINUTES OF A MEETING OF THE
CORPORATE SERVICES OVERVIEW AND SCRUTINY COMMITTEE
HELD ON MONDAY 10 NOVEMBER 2014 FROM 7:00PM TO 10.10 PM

Present:- Norman Jorgensen (Chairman), Michael Firmager (Vice-Chairman),
Parry Batth, Ken Miall, Rachelle Shepherd-DuBey, David Sleight and Shahid Younis.

Also present:-

Tom Berman

Andy Couldrick, Chief Executive

Graham Ebers, Director of Finance and Resources;

Kevin Jacob, Principal Democratic Services Officer;

Andrew Moulton, Head of Governance and Improvement Services
Alison Wood, Service Manager, Electoral Services.

Philip Meadowcroft

PART |

18. MINUTES
The Minutes of the meeting of the Committee held on 8 September 2014 were confirmed
as a correct record and signed by the Chairman.

19. APOLOGIES
Apologies for absence were submitted from Councillor Chris Bowring, (substituted by
David Sleight) and Councillor Kate Haines.

20. DECLARATIONS OF INTEREST

Councillor Ken Miall declared a personal interest in Item: 27:00 Work Programme on the
grounds that he had met Philip Meadowcroft through his work. Mr Meadowcroft would be
asking a question on the subject of the Planning Enforcement Services at the meeting
under the work programme item.

21. PUBLIC QUESTION TIME
Mr Meadowcroft asked the Chairman of the Committee the following question:

Question
Members should be concerned that Planning Enforcement and Local Enforcement Plan
are two important items which are not on this evening’s agenda.

| would like to request that the Chairman inform members under item 27 why this
Committee’s expectation, which emerged at its September 8 meeting, that a decision on
approval to go out to a public consultation on a draft of the Local Enforcement Plan is not
being sought at this evening’s meeting.

In drawing members’ attention to this issue, could the Chairman please explain why the
Head of Development Management and Regulatory Services, Clare Lawrence, did not
take the opportunity to consult on this matter with Parish and Towns at the October 23
meeting with them — an occasion she referred to quite specifically during her presentation
to this Committee on September 8.

The Chairman has on more than one occasion and indeed so have individual Members, in
the last six consecutive meetings of this Committee which | have attended, expressed



serious concern that this Committee should be able to provide critical input to such a draft
prior to it being out to public consultation, rather than merely reading about it after the
event. Had Miss Lawrence delivered tonight what this Committee asked her for at the last
meeting, tonight’s meeting would be reviewing matters which instead are now being
metaphorically kicked into the long grass of 2015 — by when the Silvester Report declaring
that this Borough'’s Planning Enforcement service was “unfit for purpose” will be 18 months
'old, getting brown at the edges, and with no substantial and completed on-going remedial
action having been implemented. | note that one or two things have been implemented. |
am taking about substantial actions.

| believe that this must be an acute Overview and Scrutiny concern and goes to the heart
of what Overview and Scrutiny is all about.

Answer

We had expected the Local Enforcement Plan, (LEP) would come to this meeting of the
Committee. The timescale for the paper has changed so instead of the plan going to the
Executive in November which is why we expected to see it now, the current plan is for it to
go to the Executive in January.

What | would still like to do is for this Committee to receive the report prior to the Executive
taking a decision on whether to go out to public consultation. From my discussions with
the Executive Member, | think the only way that we can achieve that it is to slot in a
meeting between when the Executive report is published and the Executive meeting which
is 29 January 2015. | will be proposing that we move our 14 January meeting of the
Committee to 27 January 2015 so we can have a chance to consider it prior to the
Executively, admittedly two days before.

If we have any serious concerns it will give us a chance to make the Executive Member
aware of those concerns just prior to the Executive meeting. So in the event that there
was something serious that we wanted to bring to his attention, he would have the
opportunity to take that into account and perhaps, withdraw the paper if that was the right
thing to do. | think that is going to be our opportunity to see the paper prior to it going out
to consultation.

During the consultation period, we along with any other bodies and members of the public
will have the opportunity to review the Plan and | would suggest that during the six week
consultation period the Committee again has a meeting and looks at the Plan in detail and
submit our comments and suggestions at that stage. The one advantage of doing that is
that our comments will get recorded and there will be a record of who said what
comments. For my point of view this is not an ideal timetable, but this is the way it is likely
to work out.

In terms of the meeting with Towns and Parishes, the plan is to hold a meeting on 26
November 2014. The proposed planning enforcement process in the Plan involves the
Town and Parishes. The draft is that it will involve the Towns and Parishes so in order to
get their buy in and comments to that, the intention is to meet with them and discuss that
with them to see if they are keen to play a role in the enforcement process.

Things have not been standing still over the last 18 months. A number of improvements
have been made, but there are still substantial things to be done like the Plan. However, |
think we have all seen changes to the enforcement process and there has been a
substantial amount of activity over the last year in getting on top of planning enforcement



issues and | have certainly seen that on several occasions in the Ward | represent and |
am sure that others have as well. So it is not that everything is standing still things are
moving forward all the time. There are a couple of things that remain to be done and we
are very keen to push those through to a conclusion.

Supplementary Question

It would appear that notwithstanding this Committee requiring a Council Officer to deliver a
task by a specified date the Officer can simply say it is not convenient to do so as has
happened on this occasion. Is it not the role of Overview and Scrutiny to robustly
challenge Officers and insist on timely performance. Is that really being done in respect of
the issue | have raised?

Supplementary Answer

Firstly I think it is necessary to remind you that scrutiny has an advisory role, it can make
recommendations. A scrutiny committee cannot make decisions that are to be
implemented. So it is not scrutiny’s role to say whether a report can go out to consultation
or not, that is a decision that would be made by the Council’s Executive and the Executive
Member working with the Officers responsible for timetabling. The Committee has made
its point and as | think as | have said before, | would have preferred to have had this done
more quickly and for the Committee to have had more involvement as the Local
Enforcement Plan has gone through the processes.

| set out the timetable earlier which the Executive Member has agreed so | think you need
to direct your question at the Executive rather than as us as scrutiny committee.

22. MEMBER QUESTION TIME
There were no Member questions.

23.  WOKINGHAM BOROUGH COUNCIL — HOW IT LEARNS AS AN
ORGANISATION

The Committee received a presentation from the Chief Executive, Andy Couldrick and
Graham Ebers Director of Finance and Resources, which set out how the Council needed
to innovate and find improved ways of working as an organisation in response to the
ongoing squeeze on resources and the need to meet increased expectations from its
customers and its partners.

(A copy of the slides used during the presentation are attached as an Appendix to these
minutes).

A summary of the key points arising from the discussion between the Committee, Andy
Couldrick and Graham Ebers is set out below:

e Many leading organisation had successfully employed a learning organisation
approach to their activities;

e The balance in the skill set of Officers needed to shift between technical ability and
horizontal skills;

e The Council had already adapted its performance management procedures to focus
on a joint conversation between employee and manager;

e Within a Learning Organisation, the principle of high support and high challenge was a
robust option as the elements of support and challenger were in equal proportion and
did not negate recourse to normal capability provisions if they were required;



e Support for managers from coaches was very important as more managers
themselves became coaches the coaching culture would gradually become rooted
within the organisation. Around a 100 Officers had received coaching support to date,
but it was recognised that managers skills would need development;

e |t was important to focus upon appreciative enquiry from the starting point of what had
gone well, but also to look at and learn from any unintended consequences in a safe
environment in order to facilitate reflection and exploration. Many large organisations
both private and public sector did this;

e There was a role for overview and scrutiny in assisting the Council to learn more
positively from its experiences and key role for Councillors more generally to help the
concept become embedded within the organisation. Members of the Committee
commented that overview and scrutiny had worked to become more forward looking in
its approach;

e A number of Members commented that the embedding of a learning organisation
culture required patience and the results did take time to become obvious, but that the
potential rewards were significant;

Following the presentation, the Committee had a short discussion on the next steps. It
was felt that there was a potential role for Members of the Committee to support the
adoption of the learning organisation ethos within the Council. Andy Couldrick indicated
that he was happy to accept expressions of interest from members of the Committee in
taking the issue forward.

It was felt that rather than involvement by the whole Committee into the learning
organisation process, individual Members should consider inputting into groups that had
already been established. The introduction of the principles of a learning organisation to
the Council was supported and felt to be a positive development.

RESOLVED:

1) That the Members of the Committee wishing to know more about the embedding of the
Learning Organisation Culture within the Council contact the Chief Executive or
Director of Finance and Resources;

2) That the information contained in the presentation be noted.

24. MAY 2015 ELECTION COUNTS

The Committee received and discussed a report, as set out on Agenda pages 19 to 23,
which advised Members of the issues that would affect the timing of the various counts
that will take place in May 2015. Andrew Moulton, Head of Governance and Improvement
Services and Alison Wood, Service Manager Electoral Services attended for this item and
presented the report.

Andrew Moulton commented that in January 2014 the Committee had received an update
on preparations for the European, Borough and Parish election counts that subsequently

successfully took place in May. At that time it was highlighted that it would be necessary

to present a further report to the Committee when preparations were further advanced for
the May 2015 elections.

In summary, the Committee’s was informed that:

e The primary election that would take place on 7 May 2015 would be the United
Kingdom parliamentary general election. United Kingdom Parliamentary General



Election Legislation around the timing of the parliamentary count was very clear in that
the election count must begin within four hours of the close of poll;

The primary focus of the Elections Team through the early hours of the 8 May 2015
would be to provide an accurate and timely parliamentary election result for the
Wokingham Constituency seat;

In 2010, the result for the parliamentary election was declared at 5.10 am and it was
not expected that there would be an earlier declaration in 2015 taking account of
present circumstances;

In addition to the parliamentary election in 2015, an election would be taking place in
18 Borough Council Wards and 9 parish councils would also have elections if
contested. It was anticipated that at least some of the Parish elections would be
contested, particularly the three Town Councils;

In determining the timing of the Borough and Parish Election counts the Returning
Officer had to balance the competing needs for accuracy and timeliness. Four options
had been identified as set out in the report ranging from starting these counts
immediately after the parliamentary declaration through to early the following week
commencing 11 May 2015. It was intended to hold the Borough and Parish counts on
Saturday 9 May, but comments from the Committee were welcomed,;

Alison Wood commented that:

It was important to stress that no two election years were ever the same as the
circumstances changed;

The last time that a combined election had taken place involving a national referendum
on the voting system, Borough and Parish election count was 2011. In that year, the
Parish count had taken place on the following Monday;

Uncertainty around which Parish election would be contested was a problem, but
planning was being undertaken on the basis of past experience which was that the
majority of Parish elections would be contested in 2015;

It was also important to recognise that Parish counts were the most complex of the
election counts. There had not previously been an election combining both
Parliamentary, Borough and Parish counts;

In comparison to the 2010 United Kingdom Parliamentary General Election there
would be an increased number of ballot boxes requiring verification - a potential 161 in
2015vs 98 in 2011. This demonstrated the size of the challenge and that it was
extremely unlikely that the parliamentary count would be finished earlier than in 2010;
Individual Electoral Registration, (IER) had resulted in a significant impact to the
administration of the electoral process. The principle impact thus far was to
registration which would increase as the deadline for registration approached;

It was highlighted that electors who had not been confirmed under IER would lose their
postal vote which could mean more electors would be visiting polling stations;

Another change in electoral legislation that could have a knock on impact for the
timeliness of the count related to the circumstance of electors queuing to vote at the
close of poll at 22:00. If there were queues in 2015 this would delay the closing of the
Polling Station and because of the combined elections, Presiding Officers would have
the task of completing up to three ballot paper accounts. In 2014, the last ballot box
did not arrive at the count centre until 23:45;

The following points were made in response to Member questions:



It was confirmed that Wokingham Borough Council would receive all the ballot boxes
from polling stations within the Wokingham constituency. This will include ballot boxes
for the local elections in the West Berkshire part of the Wokingham constituency.
Wokingham would verify all of these ballot boxes. The local ballot boxes for the
Wokingham Borough Council areas within the Reading East, Bracknell and
Maidenhead constituencies will be verified at their counts. All of the local ballot boxes,
once verified, would have to be transported to the home local authorities to be
counted;

It was confirmed that any elector who was not automatically transferred to the new
register through the IER process and is a postal voter has had the opportunity to
register under the new system. Such electors had been encouraged to register.
Anyone who did not register by the deadline would lose their entitlement to a postal
vote, but would still have the right to vote in person at a polling station;

It was confirmed that if there was a queue of electors waiting at the close of poll at
22:00 all of the electors would be entitled to be issued with a ballot paper and vote.
Advice to Presiding Officers was that they placed a member of staff at the end of the
gueue immediately upon the close of poll to signify the last elector that would be
entitled to vote;

It was becoming increasingly difficult to recruit polling station and count staff as the
Council had reduced its headcount and bearing in mind the imperative of keeping
regular services running. Electoral Services did also recruit staff from outside the
Council, but was in a market where other local authorities were seeking to recruit
elections staff;

The Electoral Services core team was small — approximately 6 people and the
assistance and good will of other services within the Council was essential. Staff were
continually trained in response to turnover and every effort was made to retain staff. It
was felt that a number of staff choose to work for the Council in preference to other
local authorities but it was finite resource;

A mix of people were employed at polling stations and at the count and a database of
staff maintained;

A range of strategies were used for recruiting staff including word of mouth and
advertisements;

With regard to Individual Elector Registration, the Committee was informed that in
August 2014 letters had sent to all electors who had been confirmed as transferred to
the new register. At the same time letters had been sent to electors who had not been
transferred inviting them to register;

It was confirmed that encouraging and supporting vulnerable groups such as the
elderly to register was a key priority to ensure they were not disenfranchised;

A follow up letter to electors who had not yet been confirmed had been sent in early
November, but the legislation was clear in that unless the elector was confirmed by 1
December 2014 they would lose their entitlement to a postal vote. In January 2015; a
list of electors who had not been confirmed would be given to the political parties;

It was confirmed that before any counting could take place verification of all the ballot
boxes would take place. At this point ballot papers that had been placed in the wrong
ballot boxes would be identified. A consequence of this was that made it harder to
start the count earlier;

Following Individual Electoral Registration, the electoral register would be published on
1 December 2014. However, people were still be added to the Pending Register who
would need to be registered. For example, students who had taken up residency
recently would be added to this list and invited to register to complete Stage 2 of the
process, but this would involve them completing an on-line form;



The legislative situation remained very uncertain including around the length of the
next parliament;
It was expected that the parliamentary count would not be completed until after 06:00
on Friday 8 May 2015. This count had to start within four hours of the close of poll;
The proposed option was hold the Borough and Parish counts on Saturday 9 May.
Although this meant that the results for these elections would not be declared until two
days after the election, the advantages were that the majority of councillors would not
have to take additional time off work to attend the count, the break would enable staff
to be rested and therefore accuracy would be improved and that the availability of staff
would also be easier;
It was not expected that there would be a significant increase in cost arising from
holding the Borough and Parish counts on a Saturday. The Council had a flexible
agreement with operator of the count venue;
As set out in the report all the options around the timing of the Borough and Parish
counts had been considered including asking staff to come back later on Friday 8 May
2015. This was not felt to be the best option because staff did need to rest in order to
ensure accuracy was maintained and there was felt to be a serious risk that that not all
the counts would be completed during that day;
There was a relatively small amount of people that had the necessary skills and
experience to oversee the running of the counts and therefore it was crucial to allow
for sufficient breaks. It needed to be taken into consideration that by the time of the
completion of the parliamentary counts many staff would have been at work for over
24 hours;
Because the circumstances of each local authority were different each local authority
within the local area adopted different responses and there was not a uniformity of
approach;
It was confirmed that there was provision in the legislation around IER for voters who
were on the Electoral Roll, but not confirmed to be able to vote in the parliamentary
election. The issue was around unconfirmed electors being able to use a postal vote;
In response to a question about why some residents have not responded to confirmed
their registration, the Committee was informed that this was because:

0 The resident had not responded to requests to get in touch despite repeated

attempts;
0 The resident had not been matched on the Government digital database;
o0 The resident had changed their name, (most often following marriage) but
had not amended their details;

o There was a need to ask for additional evidence;

e Having taken the decision to opt for a Saturday Borough and Parish Count, the next
step was to put all the necessary measures in place to achieve it.

The Chairman and Members of the Committee thanked Andrew Moulton and Alison Wood
for their attendance and the information supplied to the Committee.

RESOLVED: That the information contained in the report about planning for the election
counts in 2015, be noted.

WORK PROGRAMME

The Committee received its work programme for the remainder of the 2014/15 municipal
year, as set out on Agenda pages 24 to 26.

The Committee was advised by the Chairman that the Agenda did not contain an item on
the draft Local Enforcement Plan or Planning Enforcement as had been expected to be the



case at the time of the last meeting in September. The reason for this was that a decision
on the approval of the draft Local Enforcement Plan (LEP) for consultation had been
deferred from the November Executive meeting to the 29 January meeting. It was
suggested that as an alternative, the January meeting of the Committee would be re-
scheduled from 14 January to 27 January. This would allow the Committee to consider
the draft plan prior to consideration by the Executive on 29 January although it was
recognised the timings were very tight. If serious concerns were raised by the Committee,
the Executive would have opportunity to take the concerns into consideration. In addition
the Committee would have opportunity to act as a formal consultee if the draft LEP was
approved to go out to public consultation.

Ken Miall commented that he was very unhappy that the draft LEP had not been brought
back to the current meeting and that there had already been an unsatisfactory level of
delay. He felt that the John Kaiser, the Executive Member for Planning and Highways
should have been invited to attend the meeting in order to respond to the Committee’s
concerns regarding the delay. These concerns were shared by a number of other
members of the Committee who also had concerns that two days would be an insufficient
period of time before the draft plan was considered by the Executive.

The Chairman responded that he had discussed with John Kaiser when the Committee
could consider the draft LEP. It had been the John Kaiser’s firm view that he was not
prepared to release the draft plan to the Committee prior to the publication of the
Executive Agenda and the Committee could not technically require him to do so. The
Committee was also informed that the reason for the deferral as stated in the published
Forward Programme was so that the Borough Council could consult with the Town and
Parish Councils about planning enforcement, to allow their views to be reflected in the
plan. A workshop with Town and Parish Councils had been scheduled for 26 November
2014.

With regard to the date of the next meeting, the Chairman commented that he would with
Kevin Jacob look at alternatives, but that the 27 January was felt to be the only suitable
alternative date.

David Sleight referred to the work programme for the meeting scheduled for January and
drew the Committee’s attention to the Review of Commuter Parking item. He commented
that it was important that the parking situation around Crowthorne Station was included.
This was because although Crowthorne Station was just within Bracknell Forest, the
commuter parking for it affected both authorities.

RESOLVED:
1) That the work programme for the remainder of the 2014/15 municipal year, be noted;

2) That the date of the January meeting be rescheduled from 14 January to 27 January
subject to further discussions between the Chairman and Kevin Jacob regarding
possible alternatives.

These are the Minutes of a meeting of the Corporate Services Overview and Scrutiny
Committee.

If you need help in understanding this document or if you would like a copy of it in large
print please contact one of our Administrators.



LEARNING
ORGANISATION — THE
DISCUSSION

Andy Couldrick & Graham Ebers
November 2014




-
Why Change?

- 215t Century Public Sector — new thinking,
‘perma-austerity’, radical change, innovation,
managed risks, reducing staff resource

- Leading organisations can’t all be wrong;
Microsoft, Apple, Toyota, Disney, Johnson &
Johnson, Honeywell, General Electric etc



What does it mean?

Systems Thinking — all parts working together (inside
and outside the organisation)

High Challenge/High Support

Co-creation — jointly created and jointly owned
Solution Focus

Appreciative Inquiry — Focus on what works well

Learning from unintended consequences in a ‘safe’
environment — reflection & exploration

Seeking the untapped potential in our staff: greater
autonomy and accountability

A ‘Thinking Environment’



-
Senge, P: The Fifth Discipline

- Personal Mastery: Continually clarifying and deepening
our personal vision to create the right results

- Shared Vision: shared pictures of the future that foster
genuine commitment and enrolment rather than compliance,
across the team and the organisation

- Mental Models: deeply ingrained assumptions, visions,
generalisations, which influence how we understand the world
and how we take action

- Team learning: transforming conversational and
collective thinking skills so the group develops intelligence and
ability greater than the sum of its individual talents

- Systems Thinking: The Fifth Discipline that integrates
the other four. See the whole, understand interdependencies,
relationships and consequences of action



-
Senge, P: The Fifth Discipline

‘If there is one single thing that a learning organisation
does well, it is helping people embrace change. People in
learning organisations react more quickly when their
environment changes because they know how to
anticipate changes that are going to occur... and how to
create the kinds of changes they want. Change and
learning may not exactly be synonymous, but they are
Inextricably linked.’



e
Senge, P

‘In the long run the only sustainable source of competitive
advantage Is your organisation’s abllity to learn faster than
Its competition’

Our staff need skills, permission opportunity to work
differently, with each other, with their managers, with their
customers, clients, residents

Communication; leadership; recruitment; training and
development
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It fits together!
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Where are we now? (Emerging Themes)

-Coaching
-Lean

-Systems Thinking — e.g. hew posts
and how we work together

-Leadership Development — ECLT
-High Challenge/High Support
-High Compliance/High Ownership
- Co-creation



So where are we more specifically?

1-5

el

1-5

Anti-learning culture

People at all levels ask questions and share
stories about successes, failures, and what
they have learned.

Managers share information on a need-to-
know basis. People keep secrets and don't
describe how events really happened.

Everyone creates, keeps, and propagates
stories of individuals who have improved their
OWN processes.

Everyone believes they know what to do, anc
they proceed on this assumption.

People take at least some time to reflect on
what has happened and what may happen.

Little time or attention is given to
understanding lessons learned from projects.

People are treated as complex individuals.

People are treated like objects or resources
without attention to their individuality.

Managers encourage continuous
experimentation.

Employees proceed with work only when
they feel certain of the outcome.

People are hired and promoted on the basis
of their capacity for learning and adapting to
new situations.

People are hired and promoted on the basis
of their technical expertise as demonstrated
by credentials.




Performance reviews include and pay
attention to what people have learned.

Performance reviews focus almost exclusively
on what people have done.

Senior managers participate in training
programs designed for new or high-potential
employees.

Senior managers appear only to “kick off”
management training programs.

Senior managers are willing to explore their
underlying values, assumptions, beliefs, and
expectations.

Senior managers are defensive and unwilling
to explore their underlying values,
assumptions, beliefs, and expectations.

Conversations in management meetings
constantly explore the values, assumptions,
beliefs, and expectations underlying
proposals and problems.

Conversations tend to move quickly to
blaming and scapegoat with little attention
to the process that led to a problem or how
to avoid it in the future.

Customer feedback is solicited, actively
examined, and included in the next
operational or planning cycle.

Customer feedback is not solicited and is
often ignored when it comes in.

Managers presume that energy comes in
large part from learning and growing.

Managers presume that energy comes from
“corporate success,” meaning profits and
senior management bonuses.

Managers think about their learning quotient,
that is, their interest in and capacity for
learning new things, and the learning
quotient of their employees.

Total for pro-learning culture

Managers think that they know all they need
to know and that their employees do not
have the capacity to learn much.

Total for anti-learning culture




Problem Solving — Limitations

- Rarely results in new vision or new possiblilities (looks at
gap between existing and pre-determined ideal state)

- Focus Is on 'yesterday's causes' as opposed to
'tomorrow's possibilities'

- Focus is on blame, responsibility and accountability to
someone or something, leading to defensiveness

- Creates deficit narrative in the Organisation 'keep making
mistakes'

- 'Conversations that probe the future of an organisation
are central to keeping an organisation poised to manage
emerging challenges'



Creating a “Thinking Environment

More of this... Less of this...
- Listen - Know everything
- Ask incisive questions - Assume superiority
- Appreciate - Criticize
- Encourage - Compete
- Create diversity - Be tough
- Explore multiple truths - Talk over
- Establish equality - Conquer the place
- Deride difference




Learning Iin practice: Appreciative Enquiry

-Issue holder

-Group guestions
-Observing Group guestions
-Review



e
Asking the right questions...

More of this... Less of this...
Yes: No:
- Open questions - Statements
- Exploring - Opinions
- Understanding - Closed questions
- Eliciting new thinking - Criticism
- Changing perception - ‘Why?’ questions




