Cambridge Library Enterprise Centre Review
Forward to the Review — ClIr. M. Shellens

Appendix A
FORWARD

This report is a post-project appraisal for the Cambridge Library Enterprise Centre (CLEC)
project.

The terms of reference were set by Council when it agreed the recommendations contained

in ClIr Hickford’s motion of 21* July. Those terms of reference are set out in Appendix D to
the report.

Methodology
Input to the review was sought from council members, residents and officers.
Submissions were received from 17 councillors and 11 residents.

To assist development of the report some 700 relevant quotes were extracted into a
separate document and then individually reviewed.

These were all considered by the team and learning points transferred to this report.

Further comment will be received from an open meeting for all councillors on September
22" and then by discussion at Audit and Accounts that afternoon.

The team is most grateful to all those who took the time and trouble to share with us their
thoughts on this matter.

Report content

After a brief introduction the recommendations and comments arising from the review form
the majority of the report.

The report was researched and produced by Internal Audit apart from the section on Spokes.
This was considered to be more “Political” and so was compiled by me.

For some matters the recommendation is that Constitution and Ethics Committee give the
subject further consideration.

The decision was taken not to include individual submissions in the report itself as it would
create disheartening bulk (over 100 pages).

However, in accordance with our commitment to be fully transparent, all material received
is published, in its entirety, in two web documents, document 5a. CLEC Review — Submissions
from Members dealing with submissions from members, and document 5b. CLEC Review —
Submissions from the public dealing with submissions from residents.
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What is not included
There are two significant matters not covered by this report:

a) The terms of reference did not require the project team to provide an evaluation or
verdict on the correctness of the many decisions taken in the course of the CLEC
project;

b) The project has undoubtedly consumed much council resource in terms of officer time
and resource, producing agenda, minutes, drafting heads of terms, legal agreements,
leases, architects fees etc. However all that lies in the past and cannot be undone.

This authority continues to face a very challenging financial situation. Initiatives such as
CLEC have an important part to play in generating income. This will enable the
authority to minimise the loss of services we are able to provide to residents that
require them.

The submissions received included many criticisms of past actions. There were calls for
attribution, for names to be named. However, as there is no suggestion of illegality the
report focuses exclusively on how this authority should conduct itself in future. Rather
than rehearse criticisms which would be likely to generate much sterile accusation and
counter accusation, the report instead concentrates on the learning points to be
derived from these insights.

The recommendations contained in this report are intended to optimise the future by

facilitating successful initiatives, much needed by this Authority, that conform to due
process and democratic control.

MS 9/15
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Executive Summary

Background

On the 21* July 2015 Full Council passed a motion from Councillor Roger Hickford. This
proposed that the Audit and Accounts Committee undertake a review of the process by
which the Cambridge Library Enterprise Centre (CLEC) proposals emerged and were
developed, to identify recommendations on how the process could be improved. Internal
Audit were invited by the Chair of the Audit and Accounts Committee to undertake this
review.

The motion passed at Full Council also requested that the Audit and Accounts Committee
undertake a review of the Spokes position within the Committee system and how it could be
more effective. This review has been carried out separately, by the Chair of the Audit and
Accounts Committee.

The objective of this report has therefore been to identify how processes at Cambridgeshire
County Council may be improved for the future; it is not a review of the decisions which
were made in relation to the Enterprise Centre. The Terms of Reference for the report have
been included for reference at Appendix D.

Context

Cambridgeshire County Council is under severe financial pressure. Having made £165m of
budget cuts over the past four years, the Council now needs to make a further £140m cuts
over the next five years.

Given the major cuts to services that the Council is facing as a result of these financial
pressures, officers have been encouraged to take an innovative and entrepreneurial
approach to finding savings and developing new ways of operating services.

It should also be noted for context that in May 2014, Cambridgeshire County Council
transitioned from a Cabinet system to a Committee model of governance. This entailed a
change in reporting arrangements for officers, with services reporting work undertaken to
Lead Members (Spokes) from each political party, rather than to a single portfolio holder.

A timeline of events relating to the development of the Cambridge Library Enterprise Centre
proposals has been included at Appendix C, for reference.
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Management Summary

Main conclusions

As part of this review, the Internal Audit team reviewed submissions from members and the
public; conducted interviews with relevant officers; met with members to discuss issues
raised; and reviewed key documents and emails. As a result, Internal Audit has identified:

* No criminality or impropriety by officers or members;

e Officers consistently working with the best interests of the Council at heart;
® Some member involvement at key stages;

* No breach of any key process during the development of the CLEC proposals.

Cambridgeshire County Council is, however, a learning organisation which seeks to
continually improve its processes and procedures. A retrospective review of any major
project will always find areas for improvement, and as a result of the audit work carried out
into the CLEC proposals, seven key opportunities for improvement have been identified:

1. Commercial Proposals Protocol

2. Confidentiality

3. Project Management

4. Options Appraisal, Market Research and Procurement
5. Engagement with Members

6. Public Consultation

7. Business Cases

The present policy of conducting checks on companies with which the Council is seeking to
do business is appropriate and proportionate. Where it is an organisation and not an
individual with which the Council will be entering into a contractual arrangement, the key
issue for the authority is whether that organisation is sound, secure and safe as an entity.
Given the number of contracts the Council enters into each year, conducting background
checks on the individual representatives of every company the Council does business with
would not be practical; nor would it represent best use of the Council’s limited resources.
There are many businesses that employ staff, and indeed directors, with a history of failed
business ventures behind them, some of whom go on to be extremely successful.

Main recommendations

For each of the improvement areas set out above, recommended actions to address the
issues identified have been set out in the accompanying action plan. When implemented,
these will positively improve the control environment and aid the Authority in its ability to
effectively manage its risks.
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2.3 Acknowledgement
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who took the time to submit their feedback to the review, and those Councillors who met
with members of the team to discuss the issues raised. We would also like to thank all
officers whom we contacted during the course of this review for their time and assistance.
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3. Action Plan

Where timescales are not yet specified, these are to be agreed with officers for the final version of this report.

Key Actions Timescale &
Owner

1. Commercial Proposals Protocol:

Increasingly, the public sector is competing to attract inward investment, to bring jobs and other economic opportunities to their local area.
Cambridgeshire County Council will need to develop commercial skills to ensure innovation and inward investment opportunities are
maximised, while still maintaining the principles of transparency and openness. A clear protocol is required to enable officers to develop

commercial proposals which involve working alongside the private and voluntary sectors to enhance services and minimise the impact of
austerity cuts on the public.

Consequently, we recommend that the following action is undertaken:

® An outline Commercial Proposals protocol has been developed (see Appendix A), to enable officers to develop commercial proposals which 13/10/2015
involve working alongside the private and voluntary sectors. Audit recommend that this draft protocol is referred to the General Purposes
Committee for their consideration and to agree a final version, which officers must follow if they are approached by or approach an external
organisation with a commercial proposal.

2. Confidentiality:

Although Confidentiality Agreements are an essential tool in many circumstances, clear guidance should be in place to establish the content of
agreements and the circumstances under which they are appropriate. This guidance should establish clear lines of authorisation for entering
into confidentiality agreements, which should include members, as well as a process for recording all such agreements. The guiding principle
for the authority must be to maximise the extent to which information may be shared with members and the public.

Both officers and members would benefit from the support of clear guidance on how to handle requests to enter into non-disclosure

agreements, and how to deal with confidentiality issues throughout the process and at Spokes meetings. Consequently, we recommend that
the following actions are undertaken:
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Key Actions Timescale &
Owner

¢ An outline Confidentiality Agreements Policy has been developed (see Appendix B), to enable officers to develop commercial proposals 13/10/2015
which involve working alongside the private and voluntary sectors. Audit recommend that this draft protocol is referred to the General
Purposes Committee for their consideration and to agree a final version, which officers must follow.

e Current Council guidance for members is not entirely clear with regards to items which are taken to Spokes meetings and marked Monitoring
confidential; while it appears that there is an expectation that the relevant Executive Director should make it clear whether Spokes can Officer
circulate information to their groups, this is not clearly set out in the relevant guidance on the role of Spokes. The guidance should therefore TBC.
be updated to reflect this.

® The exclusion of access by the public to meetings where it is considered that confidential information would be disclosed should be kept to a Ongoing
minimum. Where the nature of the proceedings means that it would be possible to have a public discussion regarding a point(s) of principle
on a matter, followed by a confidential discussion regarding specific confidential details, this approach should be adopted.

3. Project Management:

The impact of budget cuts means that the Council is likely to continue to engage in projects alongside the private sector. Project management

methodology in use at Cambridgeshire should be challenged and, if necessary, refined to ensure that it is applicable to projects undertaken

with commercial partners.

The review identified that there is scope for a number of improvements to the Council’s project management practice. Consequently, we

recommend that the following actions are undertaken:

® A review should be conducted of project management methodology in use at Cambridgeshire, to ensure that it is comprehensive and TBC.
relevant to projects undertaken with commercial partners. Every individual project should have clear governance arrangements in place,
including a project team with formal responsibilities for progressing the project, and Committees should be regularly updated on the
projects taking place in their area.

¢ The Council’s current Gateway Review Process functions as a system for resource allocation and prioritisation. The process does not include TBC.

any provision for peer review or challenge; it does not require circulation of a Business Case for comment; and it focuses purely on the
initiation of a project. This means that review of projects which are underway but experiencing delays or overruns is undertaken only by
officers who are internal to the service in which the project is taking place. Internal Audit recommend that a review of the Gateway Review
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Key Actions

Timescale &
Owner

Process and project management protocols should be conducted, to ensure that there is a robust process for independent review and
challenge of projects undertaken by the Council, which enables comment and challenge from officers outside the service area in which the
project is taking place, and from appropriate members.

e Services which receive Gateway Review forms should respond with their comments within the allotted time. Where responses are not
received from services even after chasing by the Service Transformation Team, this should be recorded by the team and reviewed on a six-
monthly basis, to enable problem areas to be identified and issues escalated to the appropriate Service Director.

® \Where a project is managed jointly by Cambridgeshire County Council and an external partner, Cambridgeshire should always maintain and
regularly review an internal risk register that focuses on the risks which are specific to the Council, even if this is in addition to a shared risk

register for the project.

* \When projects are in development, the sensitivity of the Purdah period should be taken into account in project timelines.

TBC.

Ongoing

Ongoing

4, Options Appraisal, Market Research & Procurement:

Options appraisals should be undertaken at the earliest opportunity in deciding whether proposals may be worth pursuing, and should be
subject to continued challenge throughout the process by officers and, where appropriate, members, as new information becomes available
and the market changes.

The review identified that officers would benefit from further guidance relating to options appraisal, market research and procurement issues.
Consequently, we recommend that the following actions are undertaken:

e Officers would benefit from further guidance regarding options appraisals. In cases where it is established that a service concession means
that tendering is not required, Best Value may be established through conducting a thorough options appraisal. The guidance should include
the following key points:

» Basic market research must be conducted by Council officers when considering new commercial proposals, at the initial stages of
considering whether to pursue a project and before work begins to develop a full Business Case.

» On the basis of the research carried out, options appraisals should be drawn up; again this must be undertaken at the very earliest
stages of a project.

TBC.
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Key Actions

Timescale &
Owner

>

Options appraisals and supporting market research must be continually challenged throughout the process of a project, and should be
reactive to market changes and new information becoming available.

Market research should always involve a thorough review of: whether there is already any similar provision available in the local market;
the potential impact on the local market of the proposals; and consideration of whether there is likely to be sustained demand for the
proposed services.

All options appraisals should include thorough exploration of the ‘do nothing’ option.

Options should be appraised in light of their financial benefits; their non-financial benefits; their impact on the organisation and
stakeholders; the risks relating to each option; and their resource requirements, in line with the CCC Business Case template.

Options presented to Committee must be comparable; when financial projections are produced to show the financial effect of different
options over a number of years, it is crucial that the figures for all options are prepared on the same basis. Similarly, the analysis of risks
and benefits for each possible option should be consistent. Officers would benefit from referring to the extant Cambridgeshire County
Council Business Case template, which includes templates for options appraisal.

The opportunity cost of each project must be shown as part of the options appraisal, i.e. if existing income is foregone, this must be
taken into account.

Where options are considered but rejected at an early stage and not worked up in detail, the reasons for this should be set out clearly.

e All risks relating to a project should be reported to Committee even where officers feel that these risks are likely to be tolerable, to enable
members to make an informed decision to accept or reject the risk.

® The expected impact of commercial proposals on the current local market should always be reported to Committee, to enable members to
make an informed decision.

Ongoing

Ongoing
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Key Actions Timescale &
Owner
5. Engagement with Members:

Now that the transition from the Cabinet system to a Committee model of governance is complete, both officers and members need to ensure

that new ways of working are fully embedded. Whilst Committees only take papers on decisions, due to their high workload, progress on key

projects and negotiations should be a standing agenda item for Spokes meetings. Spokes can then brief their Group accordingly, and this will

ensure that members are able to engage throughout the process of developing major projects. Additionally, there needs to be further guidance

available for officers and members setting out what constitutes a key decision.

The following recommendations have been identified to improve the processes by which officers engage with members:

® |t is recommended that a review is undertaken of any remaining projects and proposals which were initiated under the previous Cabinet Democratic
system, to confirm that all such projects have now submitted a report to the relevant Committee or Spokes meeting, and that the Services
appropriate members are therefore aware of all projects which are underway. TBC.

¢ Additional guidance regarding what constitutes a Key Decision should be produced, particularly with regards to the question of what Monitoring
constitutes “significant” impact on the community living or working in an area of Cambridgeshire. Guidance should also clearly state that if Officer
there is any doubt regarding whether or not a decision should be considered a Key Decision, officers should contact the Monitoring Officer. TBC.
Key Decisions must be advertised in the Council’s Forward Plan as per the procedure set out in the Constitution (at 4.2.13).

® Where projects of a commercial nature are underway, but have not yet progressed to the point of requiring a decision paper to be taken to Ongoing.
Committee, updates on progress should be a standing agenda item for Spokes meetings, to enable continued member oversight and
engagement with the development of major projects.

* When reporting to Committee regarding proposed projects which involve working with an external organisation, members should be Ongoing.
provided with sufficient information about the proposed partner organisation to enable them to come to an informed decision, including
information on due diligence which has been carried out in relation to the organisation.

® As per the Council’s Constitution, local members should be kept informed about matters affecting their divisions during the formative stages Ongoing.
of policy development.

e Spokes must be briefed on proposals in time to consult with their Group members. Ongoing.
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® A Member Review Group is currently looking at the County Council’s approach to consultation, with a view to revising the available advice
and guidance, and member involvement. The legal requirements around consultation have recently been reviewed with Legal Services, as a
result of which the Council’s Research and Performance team will be running a member seminar on November 13" on the topic, to update
member understanding. As part of this review, it is recommended that further guidance is made available to officers which gives additional
information on:

» Circumstances under which the Council would expect public consultation to take place prior to a decision being made by Committee;

» Guidance on when consultation should be carried out in relation to the signing of contracts;

Key Actions Timescale &
Owner

e |If a proposal is received positively at a Spokes meeting but, upon discussing the proposal further with their group, Spokes identify that there Ongoing
are concerns or issues which are likely to prohibit their party’s support for the proposal at Committee, it would be useful for members to
communicate this with the key officers concerned, who will then have an opportunity to address any concerns and provide additional
information to the Committee meeting.

e Democratic Services has conducted annual training for Committee Chairs, Vice Chairs and Spokes on the 25" August 2015, regarding the Democratic
respective roles and responsibilities of each post. Following this report, Democratic Services are requested to review the content of this Services
training and make it available to all members, for reference. TBC.

¢ This review has identified that members require a common understanding of key processes for challenge, including the process by which Democratic
they may submit items for consideration at Spokes and Committee meetings, how to initiate a call-in, and the question of whether a decision Services
may be rescinded by a Committee or whether this is the responsibility of Full Council. Democratic Services are requested to provide TBC.
additional training and resources for members, to address these points.

6. Public Consultation:

Officers will always need to conduct work on new proposals before consultation with the public is possible, but the philosophy of the Council

must be to engage with the public as soon as possible. The public and their contributions should be considered a valuable resource. Public

consultation must feed into the Community Impact Assessment for all projects, which must be made available to Committee for their

consideration as part of the decision-making process.

The following recommendations have been identified to improve transparency and the processes by which officers consult with the public:

Member

Review Group
& Research and
Performance
Team

TBC.
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Key Actions Timescale &
Owner

> Legal requirements around consultation;

» Guidance on the duration, timing and format of consultation which might be expected in different circumstances.

Research &
¢ Guidance should also be made available for the public, to clarify the level, duration and timing of public consultation they can expect from Performance
the Council in relation to different types of decision to be made. TBC.

e Plans for public consultation on Council projects should be discussed at Spokes and with the relevant local member(s), to enable members to Ongoing
give their input on the level of consultation required, and the milestones at which the community and other stakeholders should be
engaged.

® Consultation on projects must be held at a sufficiently early stage to be meaningful in shaping the proposed projects. Ongoing

¢ When a Key Decision is going to be made, information regarding consultation carried out and the results obtained needs to be available to Ongoing
members at the point that they are requested to make the decision, even if this means that a two-stage approach to consultation needs to
be taken, with the public consulted first in a general way about proposals and then secondly about the detail of the proposals. Where this
two-stage approach is taken, it must be ensured that final decisions are not taken with regards to the detailed proposals until consultation
has been completed.

e Committees should be given the details of proposed public consultation in relation to decisions which they are being asked to make, Ongoing
specifically the timing and duration of the consultation, and the level of input which the public will be able to make.

® \Where projects are included in the Council’s Business Plan in the knowledge that there is a possibility that they will be carried out by or in Ongoing
partnership with a commercial or third sector organisation, this should be made clear in the description of the scheme in the Business Plan.

® Public consultation must feed into the Community Impact Assessment for all projects, which must be made available to Committee for their Ongoing
consideration as part of the decision-making process.
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Key Actions

Timescale &
Owner

7. Business Cases:

Robust individual Business Cases must be produced for new commercial proposals, and be subject to challenge from the appropriate
professional officers within the Council, and by members.

Cambridgeshire County Council has a number of guidance documents which are intended to assist staff in the preparation of robust Business
Cases for all projects. This review has identified the following recommendations to ensure that these resources are used to best effect.

¢ The Council’s standard Business Case template should be completed for all projects (see standard template at Appendix E).

* When reporting to Committee regarding proposed projects, officers should either provide the Business Case itself as an appendix to the
report or ensure that the high-level headings in the Council’s Business Case template are all covered. If an area of the template is deemed
not to be relevant to the project in question, this should be highlighted to members. If the project is already underway, the current risk log
for the project should also be provided to members.

e As per the Council’s Scheme of Financial Management (s.5), any new revenue or capital project costing more than £160,000 shall be
appraised as to its financial, human resources, property and economic consequences and the appraisal approved by the relevant Strategic

Finance Manager before detailed budgetary provision is made. The completion of this appraisal process should be confirmed in reporting to
Committee.

e Officers should be reminded of the Business Case template and other key project management resources available, through an awareness-
raising exercise on the CamWeb staff intranet.

Ongoing

Ongoing

Ongoing

TBC.
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2.1

2.2

3.1

3.2

3.3

3.4

Outline Commercial Proposals Protocol

Introduction:

Cambridgeshire County Council is committed to achieving best value for money, while
maintaining the principles of transparency and openness. In the current economic climate,
the Council must seek to maximize innovation and inward investment opportunities for the
county.

Purpose:

This protocol sets out the appropriate procedure for officers to follow in cases where
Cambridgeshire is approached by or approaches an external organisation with a commercial
proposal.

This protocol should be used alongside other protocols, guidance and policy relating to
procurement, partnership working and Member engagement.

Delegation of Authority:

In line with the Council’s Scheme of Financial Management, maximum authorisation limits
for officers seeking to procure goods and services are set as follows:

Up to £5,000 — Officers at Scale 5 to SO2;

Up to £50,000 — Officers at MB1 to MB3;

Up to £150,000 — Officers at MB4 to HS2;

Up to £500,000 — Officers at HS3 to Director C;

Unlimited — Chief Executive, Executive Directors, Service Director Customer
Service and Transformation and Chief Finance Officer.

O O O O O

Any decision to enter into a commercial arrangement following a specific approach made to
the Council by a private company must be made in consultation with members, if the total
value of the transactions relating to the arrangement (income or expenditure) is £5,000 or
more.

Any decision to enter into a commercial arrangement following a specific approach made to
the Council by a private company is to be considered a Key Decision if the total value of the
transactions relating to the arrangement (income or expenditure) is £500,000 or more over
five years.

Where this protocol is not followed, an exemption report outlining the reasons for this
should be provided to the Monitoring Officer for approval.
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4.1

4.2

4.3

4.4

4.5

4.6

4.7

4.8

Procedure:

Minutes must be taken of all meetings and discussions with external organisations regarding
commercial proposals.

The relevant Committee Chair must be informed of all commercial proposals which are put
to the Council by private or voluntary sector organisations. The Chair and the Executive
Director may then agree on the appropriate time to take the proposals to Spokes for an
initial reaction.

Prior to undertaking further work on the proposal, the Council’s standard due diligence
checks must be carried out.

Officers should consult Legal Services; Finance; Procurement; and Property at the very
earliest stages of reviewing a commercial proposal, for advice and guidance on key

considerations which must be taken into account.

Market research must be conducted by Council officers at the initial stage of reviewing a
commercial proposal, and should include consideration of:

o Whether there is already any similar provision available in the local market;

o The potential impact of the proposal on the local market;

o Whether there is likely to be sustained demand for the proposed services.
On the basis of the market research conducted, an initial options appraisal should be drawn
up. As a minimum, this should compare the proposal with the ‘do nothing’ option and the
possibility of attempting a similar in-house provision. Options should be appraised in light of:

o Their financial benefits;

o Their non-financial benefits;

o Their impact on the organisation and stakeholders, with the assessment of this
being informed by initial public consultation;

o The risks relating to each option;
o and their resource requirements.

At this stage, if it is the opinion of officers that the commercial proposal represents the best
value for the Council and local residents, a report should be taken to Committee outlining
the proposal and the alternatives, for a decision to be taken on whether the project should
be pursued further.

Where projects of a commercial nature are underway, but have not yet progressed to the
point of requiring a decision paper to be taken to Committee, updates on progress should be
a standing agenda item for Spokes meetings, to enable continued Member oversight and
engagement with the development of major projects.
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4.9

5.1

Where progress reports or other items relating to commercial proposals are taken to Spokes
or to Committee, they should only be marked as ‘confidential’ if confidential information is
included in the report.

Unique Commercial Proposals:

Officers must fully explore the opportunity to go out to tender for all commercial proposals
received. Where a proposal is considered to be truly unique and may only be achieved by
working in partnership with one specific organisation, the following steps must be followed:

o The service must obtain the agreement of the relevant Service Director.

o Areport must be produced which clearly outlines the reasons that the proposal is
considered to be unique, including information on the options appraisal and
market research carried out, and setting out how the Council will demonstrate
that Best Value has been achieved.

o The report should be submitted to the Contract Review Group for comment and
challenge.

o The report should then be submitted for approval along with a formal Exemption
Request Form to the Chief Officer and the Head of Procurement, and any further
officers specified by the Council’s Contract Procedures Rules based on the value
of the contract.
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Appendix B
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2.1

3.1

3.2

33

3.4

Outline Confidentiality Agreements Policy

Introduction:

Non-Disclosure Agreements, also known as confidentiality agreements, are an important
tool which may be used to protect Cambridgeshire County Council, its service users, partner
organisations and suppliers from breaches or misuse of their confidential personal or
commercial information. As such, the Council regularly enters into agreements of this
nature.

Purpose:

This policy clarifies and formalises the appropriate procedure for officers to follow in cases
where an external organisation seeks to enter into a confidentiality agreement with
Cambridgeshire County Council.

Entering into Confidentiality Agreements:

Prior to signing any confidentiality agreement with an external organisation on behalf of the
Council, consideration must first be given to:

e The information likely to be exchanged and whether entering into a
confidentiality agreement is an appropriate and proportionate response;

® The potential impact of the agreement on the Council’s ability to conduct an
open procurement process;

* The potential impact of the agreement on the Council’s ability to conduct public
consultation;

e Whether there are more appropriate alternative mechanisms to achieve the
same end, such as entering into an Information Sharing Agreement;

The wording of the Confidentiality Agreement must clearly specify the information which is
to be kept confidential. Officers must ensure that they minimise the amount of information
which is required to be kept confidential under such agreements.

The approval of the relevant Executive Director must be gained prior to signing, and the
intention to enter into a confidentiality agreement must be shared with the relevant Spokes.

All confidentiality agreements must also be reviewed by Legal Services prior to signing, along
with a covering report explaining the reasons that a non-disclosure agreement is justified in
this particular instance.
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4. Reporting:

4.1 Once a confidentiality agreement has been signed, a copy of the signed and dated
agreement should be forwarded to the Monitoring Officer, who will maintain a register of all
confidentiality agreements which the Council has entered into.

4.2 The Monitoring Officer will report on new confidentiality agreements to the relevant Spokes,
including information on the parties to the agreement, to ensure that members are aware of
the existence of all such agreements.
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Appendix C

Cambridge Library Enterprise Centre Review

DATE: KEY EVENT:

Timeline of Key Events

17/01/2013 | Initial approach from Regus to Cambridgeshire County Council.

25/01/2013 | First meeting between representatives of Regus and Cambridgeshire
County Council (not minuted).

6/03/2013 | Regus request signature of a Confidentiality Agreement.

26/3/2013 | Regus Draft Heads of Terms sent to Cambridgeshire County Council.

10/6/2013 | Confidentiality Agreement is signed.

14/06/2013 | Regus Innovation (later known as Kora) workshop with Cambridgeshire
County Council.

9/08/2013 | Briefing to Cabinet members and senior officers on CLEC proposal.

9/08/2013 | Portfolio Holder for Enterprise is informed of the CLEC proposal.

17/09/2013 | Report to Informal Cabinet on CLEC proposal.

5/11/2013 | Heads of Terms for Management Agreement are finalised.

2/12/2013 | Report to SMT.

3/12/2013 | First CLEC Meeting.

12/12/2013 | |nitial meeting with Landlords.

20/12/2013 | CLEC Meeting.

7/01/2014 | CLEC Implementation Group Meeting.

14/01/2014 | CLEC Workshop.

4/02/2014 | CLEC Implementation Group Meeting.

4/03/2014 | CLEC Implementation Group Meeting.
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CLEC Finance, Legal & Business Case Update Meeting.

24/03/2014

Report to Informal Cabinet.

17/04/2014

CLEC Meeting.

13/05/2014

CLEC Meeting.

2/06/2014

CLEC Meeting.

11/07/2014

CLEC Floor Planning Meeting.

14/07/2014

CLEC Implementation Group Meeting.

29/07/2014

CLEC Implementation Group Meeting.

19/08/2014

CLEC Implementation Group Meeting.

28/08/2014

CLEC Implementation Group Pre-Meeting.

CLEC Implementation Group Meeting.

12/09/2014

inRegus Implementation Group.

16/09/2014

Conference Call with the Central Library Landlord.

3/10/2014

inRegus Implementation Group.

13/10/2014

CLEC Strategic Management Group.

17/10/2014

inRegus Implementation Group.

3/11/2014

CLEC Strategic Management Group.

inRegus Implementation Group.

21/11/2014

CLEC Strategic Management Group.

inRegus Implementation Group.

16/12/2014

CLEC Strategic Management Group.

9/01/2015

CLEC Strategic Management Group.
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21/01/2015 | CLEC Meeting.

30/01/2015 | CLEC Strategic Management Group.

9/02/2015 | Kora Implementation Group.

16/02/2015 | CLEC Proposals to SMT.

19/02/2015 | CLEC Proposals presented to H&CIC Spokes.

23/02/2015 | CLEC Strategic Management Group.
Kora Implementation Group Meeting.

2/03/2015 | Launch of the Library Services in Cambridgeshire: Developing Our Approach
for the Future consultation

5/03/2015 | Press release re: CLEC proposals.

9/03/2015 | CLEC Strategic Management Group.
Kora Implementation Group Meeting.

12/03/2015 | Staff briefing session with Central Library staff.

17/03/2015 | Highways & Community Infrastructure Committee (H&CIC) approves the
CLEC proposal.

14/04/2015 | General Purposes Committee (GPC) review the decision and agree
unanimously to refer it back to H&CIC.

28/4/2015 | Member seminar on the CLEC proposals, with all members able to meet
Roger Perrin of Kora.

30/4/2015 | Members visit Central Library.

6/5/2015 Public Meeting at the Central Library.

10/5/2015 | End of Library Services in Cambridgeshire: Developing Our Approach for the
Future consultation.

14/05/2015 | CLEC Proposal considered at H&CIC Spokes.

29/05/2015 | Publication of FOI 5101.

2/06/2015 | H&CIC vote a second time to approve the CLEC proposal.
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5/06/2015 | Cambridge blogger Phil Rodgers identifies that Roger Perrin, lead
negotiator for Kora and its Global Managing Director, is disqualified from
being a company director in the UK.

10/06/2015 | Publication of FOI 5335.

26/06/2015 | Special meeting of H&CIC. The Committee review their decision on CLEC
and decide to rescind it.

21/07/2015 | Full Council passes a motion from Councillor Hickford, requesting that the
Audit and Accounts Committee:

o undertake a review of the process by which the CLEC proposals
emerged and were developed and to make recommendations on how
that process could be improved;

o prepare a protocol, recognising the need to raise additional income, for
dealing with new commercial proposals covering matters to include:

® Scoping of proposals to be considered
® Engagement with members
® Dealing with confidential information

o to undertake a review of the Spokes position within the Committee
system and how it could be more effective;

o toreport the findings of that review to Council as soon as possible.

23/07/2015 | Publication of FOI 5336.

27/07/2015 | Publication of FOI 5388.

1/09/2015 | Publication of FOI 5359.
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Appendix D

LGSS Audit & Risk Management Service
Internal Audit Terms of Reference

Audit title: Cambridge Library Enterprise Centre
Directorate: Economy, Transport and the Environment

1. Objectives
This review has the following objectives, as per the motion proposed by Clir Hickford:

e To review the process by which the Cambridge Library Enterprise centre (CLEC)
proposals emerged and were developed, and to identify any recommendations
on how the process could be improved;

e To prepare a protocol for dealing with new commercial proposals, which
recognises the need to generate additional income, and considers how proposals
should be scoped, how Members should be engaged in the process, and how
confidential information should be dealt with;

* To review the Spokes position within the Committee system and how it could be
more effective, while reserving the right to refer this review to the Constitution
and Ethics Committee if is decided that this would be a more appropriate forum.

2. Approach

Internal Audit were invited by the Chairman of the Audit and Accounts Committee to
conduct the review into the process by which the Cambridge Library Enterprise Centre
proposals emerged and were developed. The review into the Spokes position within the
Committee system has been conducted by the Chair of the Audit and Accounts
Committee.

All Councillors will be given the opportunity to make written submissions to this review,
as well as the chance to attend face-to-face meetings with the relevant Internal Audit
staff. In addition to this, Internal Audit will conduct a review of primary documentation,
conduct meetings with relevant officers, and give the opportunity for members of the
public to make submissions to the review.

4. Reporting

A draft report and supporting documentation will be produced and circulated to
Councillors by the 15" September.

The Audit and Accounts Committee meeting on the 22" September will be extended by
one hour, to allow initial discussions on the draft report, following which the report will
be further revised and taken to Full Council on October 13", at which point there will be
an opportunity for further discussion of the report.
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. Carmaridgeshire
Appendlx E M Couaty Councl

XXX Project Business Case Date
XXX Project Sponsor

XXX Programme Name (if applicable) PREPARED BY PROJECT

MANAGER XXX
The Business Case is a description of the reasons for the project and the
justification for undertaking it, based on the estimated costs, risks and the expected
business benefits and savings.

It is the most important set of information for the project as it drives the decision-making
process. It is updated if any changes occur to the project to ensure it is still aligned to the
business objectives.

Version History

Version | Date Comments/evidence of decision (hyperlink to
document)

1.0 Final Version for Sign-off

2.0 Updated version following changes posts sign-off

Project Driver — why we are doing this (LINKING INTO CCC STRATEGIC
OBJECTIVES)

Project Overview — What we are doing

PROJECT OBJECTIVES

<list the objectives of the project>

KEY BENEFITS

Key Benefit Measure Baseline Target &
Timescale
Fewer NEETs NEET numbers 1234 900 in two years
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PROJECT INTERDEPENDENCIES

<Describe linkages between this project and other projects, programmes or specific areas
of work>

IN SCOPE

<Describe what is included in the scope of this project>

OUT OF SCOPE

<Describe anything that is specifically excluded from the scope of this project>

Key Stakeholders

<Identify the key people effected by the project in order to ensure they have been
considered, consulted and communicated to in an appropriate manner. If you have
completed a separate stakeholder analysis/map just include the reference to this here>

STAKEHOLDER INVOLVEMENT BEST WAY TO
COMMUNICATE WITH
THEM

Delivering the Project

<If the approach was arrived at via an options appraisal, detail the full appraisal of options
considered as an appendix>

10.1 Impact assessments

Is a Community Impact Assessment Required for this Project?

YES [ <insert hyperlink here>
NO [ <give the reason this is not required>

10.2 Costs of what will be delivered

Summary of estimated project costs (see Current financial Next financial year
separate template year

Project running costs



http://www.cambridgeshire.gov.uk/council/policies/impactassessments/
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Project Implementation costs

Procurement costs (Revenue costs - i.e. on-
going costs such as contact maintenance)

Equipment / Property (Capital - one off costs
i.e. new Management System)

Totals
10.3 Benefits

Cashable benefits (savings) Current financial Next financial year
year

<detail to be added>

Total

Non-cashable benefits Current financial Next financial year
year

<details of non-cashable benefits and the
quantative measure to be used to be added
here>

10.4 Key Risks

<Project risks identified at this stage. To be transferred to Risk Log if approved to
proceed>

10.5 Key Milestones - High Level Plan

<Remember to include communication activities within the project plan>

Milestone Point/ Date Dependency/ Overall Resources
Task/Phase Interface Responsibility | agreed?

Yes/No
Project Start XXXX

Project Closure XXXX
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show as to be confirmed)
(Note - this section maybe replaced by a reference to a full MS Project Plan if required)

10.6  Resources needed to deliver the project (please show days per month (full time equivalent)), if not known at this stage please

Resource Apr May Jun Jul

Aug

Sept

Oct

Nov

Dec

Jan

Feb

Mar

Sponsoring Service
(CS&T, ASC, CYPS,
ETE)

CCC Service
Transformation Team

Internal CCC Other 1

Internal CCC Other 2

Internal CCC Other 3

LGSS HR

LGSS IT

LGSS Finance

LGSS Audit

LGSS Property

LGSS Legal

LGSS Other 1

LGSS Other 2

Partnership Resources
1

Partnership Resources
2

Partnership Resources
3
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External Resources 1

External Resources 2

External Resources 3
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1.2

1.3

1.4

1.5

1.6

2.1

Introduction:

The following comments are driven largely by input from Members. They reflect the views of
Members on the effectiveness of the Spokes system as it has been working and their
recommendations for any necessary improvements.

It is recommended that the points raised are taken to Constitution and Ethics Committee for
determination.

From the submissions received on this area, it is clear the role played by Spokes is widely
seen as an integral part of the Committee system. It has an important role to play in
formulating policy and could go a long way to building consensual politics.

Most Members are clear as to what their vision for Spokes is. Unfortunately, though each is
clear in his/her own mind, there are significant divergences of views held between them.

In this situation it is not surprising that levels of satisfaction with how well the system is
working vary significantly.

The differences, which derive from different perceptions of the role of Members, have major
implications for:

® the purpose of Spokes;

® the purpose of Spokes meetings;

¢ the interface between Spokes and Group Members;

¢ the purpose and conduct of Committee meetings;

® the schedule of document release and the sequencing of meetings.

Purpose of Spokes:

All appear to agree that:

® Spokes are supposed to be the Group experts on their Committee subjects and should
have detailed knowledge of :
> how the CCC teams work;
> how national policy might affect local issues.
® Spokes should be the first port of call for Members of their own Group who have
casework which needs specialist advice;
® Spokes act as a communication channel:
»  taking Group views to the Spokes meeting, and;
» reporting back to the Group information from and discussion at those
meetings.
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2.2 It is clearly unreasonable to expect Spokes to commit their Groups to a particular stance at
the Spokes meeting before the Group has had a chance to hear feedback on the discussion
at Spokes.

3. Issue of Principle:

3.1 Key to this discussion is a key principle on which members are split. There are contrasting
views:

a) Committee Members are mandated to vote in accordance with the Group view.

b) Committee Members retain personal autonomy and freedom to vote according to their
conscience.

a) Committee Members are mandated to vote in accordance with the Group view.
® Once the Group view has been determined then:

® subject only to party discipline and unforeseen absence
® with the voting strength of each Group on each Committee known in advance,
e Committee meetings become a performance,
o often following a "dress rehearsal" at Spokes,
o and the outcome has been predetermined.
¢ [t follows that decisions are effectively being taken in private meetings.
® This does not meet the requirement for transparency and public accountability.
¢ This Council faces many potentially contentious decisions.
¢ [t is highly desirable for decision making to be in public.

b) Committee Members retain personal autonomy.
® Spokes meetings are unable to decide issues

¢ but remain:
o an efficient way for Officers to have preliminary discussion with Spokes ;
o and an opportunity for an exchange of views between Groups.
® The result at Committee is not knowable in advance.
¢ Debate at Committee is to be encouraged and indeed stimulated by the meeting Chairs.
¢ Committee Members are free to bring their personal stance and late information to
meetings.
¢ |tis not the role of the Chair to drive through pre-determined decisions.

4, Other administrative matters:
4.1 Spokes meetings are important.
If a Spokesperson is unavoidably unable to attend, the Group should ensure that a

substitute, having been briefed, attend the meeting.

4.2 Issues for determination or discussion at Committee should be placed on the forward plan.
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4.3

4.4

4.5

4.6

4.7

4.8

4.9

4.10

5.

5.1

Members need to be mindful of the matters to be discussed at the next meeting and come
prepared. (Whilst this is the responsibility of Members, it would also be helpful for Chairs to
remind Members of forthcoming items in the course of the previous meeting).

Spokes must be allowed to suggest items for consideration and debate at future meetings.
Spokes need to help guide the work of the service and direction of travel.

Working papers need to be provided in good time and need to be concise and
comprehensible.

Before the main discussion of a subject at Spokes they must have time to discuss the item
with their Group members and should come to meetings having obtained the view of their
Group.

This requires skilful scheduling of the issue of papers (see 4.6) above).

The consequences of the decisions made by Constitution and Ethics Committee as a result of
this paper should be reflected in a detailed job description for Spokes.

Members bring different skills and experience to their roles. If an agenda has an item for
which someone other than Spokes could offer informed advice, should a mechanism be
found for this to happen?

Allowances:

A number of questions were raised by Members regarding Spokes allowances:

a) Should SRAs reflect the size of the Group? Given that only one aspect of their role is
directly related to the size of the Group, this seems problematic.

b) Should attendance at Spokes meetings be monitored and published monthly?

¢) Where Spokes fail to attend a significant proportion of meetings or otherwise fail to
discharge their duties should part of their allowances be clawed back?

d) Are the responsibilities of Spokes and vice chairs broadly similar?
If not, should their SRAs be re-evaluated?

The section on Spokes above raises significant issues affecting the way this council needs to run if
it is to be more effective. Once the decisions of Constitution and Ethics Committee are known,
training should be arranged for all Members. Where Members are unable to attend that training,
alternative means of delivering the necessary messages should be found.

MS 14/09/15
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