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1. Executive Summary 

1.1 Carmarthenshire County Council has a strong-track record of delivery and service 

performance has generally been good. The Council has, however, been the subject of 

intense internal and external challenge and scrutiny during recent years regarding its 

approach to governance; these matters have affected internal member and officer 

relations and impacted on the reputation and public perception of the Council. In this 

setting the recent period for the council has been turbulent with issues taking on a 

wider national focus. 

1.2 In response the Council has articulated a bold ambition to be the ‘most open and 

transparent council in Wales’ and requested the WLGA to commission an independent 

peer review assessment of its governance arrangements in order to help the council 

move forward towards achieving this ambition. 

1.3 The Peer Review Team was reassured that the Council, elected members and the 

political leadership in particular showed a strong desire to move forward and 

transform the Council’s governance arrangements and relations with the public and 

local stakeholders.  

1.4 The initiation of the Peer Review in itself demonstrates not only the Council’s 

commitment to improve but acceptance of the need to undergo further external 

assessment and potentially uncomfortable challenge. The endorsement of the Peer 

Review through full Council is further evidence of the desire to engage all members in 

the process; Carmarthenshire’s review is unique in that it was commissioned by the 

full Council which is a clear signal of a collective desire to move forward and institute 

reform and change.   

1.5 The Review Team met with 74 people, including 43 members, 19 officers and 12 

external partners, including AMs and an MP, through individual interviews and three 

member workshops. A number of members also submitted written responses. The 

Review Team sought the views of the public via a webpage feedback form. 

Submissions were received from a number of individuals and three community and 

town councils. The Review Team also attended one Council meeting and observed a 

number of other meetings via the Council’s live and archived webcasting service. 

1.6 The collective commitment to improvement was apparent in the Review Team’s 

discussions with members and officers; interviews and discussions were 

overwhelmingly open, constructive and supportive of the aims of the review.  

1.7 Despite the Council’s ambition, the council must address a number of significant 

constitutional and cultural barriers. Many members from all groups and non-affiliated 

members, from within the Executive Board and without, articulated a largely 
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consistent assessment of how the Council currently operated and a consensus on 

how they believed the Council should operate in the future. 

1.8 In summary, the Review Team heard that: 

• Despite pride in the Council’s services and high regard for the workforce, there 
were widespread concerns about the way the Council conducted business from 
many internal and external stakeholders; 

• Internal systems of governance and constitutional processes were either not 
consistently followed or were perceived to be designed to constrain democratic 
debate and public engagement;  

• Internal tensions affected the way that the Council worked and was viewed 
externally;   

• There was generally an inconsistency in the understanding of the respective of 
roles of elected members and officers, and the perception has been that the Chief 
Executive and senior officers have dominated some of the decisions of the 
Executive Board to the extent that the balance of governance has become 
disjointed and the Council is widely perceived to be officer-led; 

• the Council’s member and officer leadership was viewed by some as defensive and 
did not encourage or respond constructively to challenge, but there was a clear 
consensus, particularly from members, that there was a need and a willingness to 
strengthen internal and external accountability arrangements; 

• There was a consensus, particularly from members, about the need to redefine 
and strengthen the member role and provide leadership of the openness and 
transparency agenda. 

 
1.9 The Council has been the subject of two Wales Audit Office Public Interest Reports1, 

published in January 2014. These Reports covered a number of significant matters 

and raised a number of concerns about the Council’s governance arrangements. The 

Council has accepted the Report on Senior Officers’ Pay and Pensions but has 

contested the Report on Indemnity for Libel Counterclaim. It should be noted however 

that such Public Interest Reports are extremely rare; only six other Public Interest 

Reports have been published by the Wales Audit Office across all public services in 

the past three years.  

1.10 In his latest Annual Improvement Report on the Council in July 2014, the Auditor 

General for Wales has stated that he is unable at present to conclude whether the 

Council is likely to make arrangements to secure continuous improvement for 2014-

15 “given concerns about decision making, specifically the transparency of decisions 

made, the role of senior officers and Members in that decision making, the relevance 

and clarity of information used to inform decisions, and the inevitable impact on trust 

and confidence within the Council and the wider environment....”2 

                                                           
1  WAO Reports in the Public Interest (January 2014): Senior Officers’ Pay and Pensions; and Indemnity for Libel Counterclaim 
2P5 Wales Audit Office Annual Improvement Report Carmarthenshire County Council July 2014 
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1.11 The Review Team however saw much good work that was already ongoing to address 

a number of self-diagnosed challenges, notably member work around overview and 

scrutiny generally. In particular, the Scrutiny Task and Finish Review of the Council’s 

Consultation and Engagement Mechanisms pre-empted a number of the Review 

Team’s potential proposals. 

1.12 Many of the Review Team’s recommendations and proposed actions for follow-up 

have come directly from interviews and workshops, from non-executive members and 

Executive Board members, from officers and from public submissions. 

1.13 The Review’s Terms of Reference focused on a number of specific areas of internal 

governance, notably the conduct of council business, the role of full Council and 

Overview and Scrutiny and Member Development and Support. Many of the Review 

Team’s Recommendations are necessarily procedural and matters for the constitution, 

but others seek to redefine leadership and embed a cultural change in order to 

deliver Carmarthenshire Council’s stated ambition of becoming the ‘most open and 

transparent Council in Wales’. 

1.14 The Report includes a total of 39 Recommendations which seek to address a range of 

issues and barriers, building on foundations that are already in place. The 

Recommendations cover: 

• Organisational Culture, Leadership and Values 

• Council 

• Executive Board 

• Overview and Scrutiny 

 

1.15 The Council’s collective commitment to openness and transparency will be tested in 

its response to this report and its recommendations.  

1.16 Significantly, the Wales Audit Office’s statutory assessment of Carmarthenshire 

County Council is dependent on its response to this Report. There are also a number 

of members, and some partners and members of the public, who remain sceptical 

that the Council will move forward from the governance criticisms of the recent 

period. It is critical therefore that the Council shows leadership in providing assurance 

and rebuilding trust and relations where necessary.  

1.17 We hope it will respond constructively and proactively, with some urgency, to the 

Recommendations outlined in this Report. 

  



 

Page 6 

 

2. Background and Context 

2.1 The Council commissioned the WLGA to undertake an independent peer review of key 

elements of its governance arrangements in response to two Wales Audit Office Public 

Interest Reports.  

2.2 The Review remit was discussed by the Council’s Group Leaders and was approved, with 

additional amendments, by full Council on Thursday 12th June 2014. 

2.3 The Review’s purpose is to help make Carmarthenshire become the most open and the 

most transparent council in Wales. The terms of reference were:  

The conduct of council business, in particular: 

- the effectiveness or otherwise of current procedures or 

protocols such as notices of motion, urgent and exempt 

terms, scrutiny, declarations of interest and 

- ensuring that reports fully set out legal, financial and equality 

implications of proposed policies and schemes 

- Transparency and accountability to members, including the 

role of scrutiny and the availability of information for 

members, including the recording, dissemination and 

communication of council decisions;  

• The role of Full Council, including consideration of the new 

Modular Constitution; and 

• Member development and support and the role of Democratic 

Services function. 

 
2.4 The Review Team comprised: 

 
• Byron Davies, Former Chief Executive of Cardiff Council 

• Rod Alcott, WLGA Associate (former Wales Audit Office) 
• Cllr Paul Griffiths, Rhondda Cynon Taf County Borough Council (Labour) 
• Anna Nicholl, Former Ministerial Special Advisor (Plaid Cymru) 
• Team support was provided by Daniel Hurford and Sarah Titcombe of the WLGA. 

 
2.5 A trigger for the Council commissioning the review was the two Public Interest Reports 

by the Wales Audit Office3. The reports provide a context for the review and formed part 

of the evidence base but were not the focus of the review. The review drew on reviews 

already being undertaken within the Council to improve governance. The team did not 

consider the detail of any complaints or historical allegations of misconduct or 

maladministration.  

                                                           
3 WAO Reports in the Public Interest (January 2014): Senior Officers’ Pay and Pensions; and Indemnity for Libel Counterclaim 
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2.6 The Review Team’s approach was to look forward and make any recommendations for 

improvement that would help the council achieve its objective of being the most open 

and transparent council in Wales. 

 

2.7 Although the peer review has been referred to in ‘shorthand’ as a ‘Governance Review’ 

and it was tasked with looking a key elements of the council’s governance arrangements 

as per the terms of reference, the team has not undertaken an in-depth assessment of 

the council’s whole approach to governance.  

 

2.8 In considering the Council’s approach to Openness and Transparency, the Review Team’s 

assessment and subsequent recommendations reflect key themes and principles from 

the CIPFA/SOLACE ‘Delivering Good Governance in Local Government’ Guidance4, in 

particular:  

 

“Openness and Inclusivity - Required to ensure that stakeholders can have 

confidence in the decision-making and management processes of local authorities, 

and in the approach of the individuals within them. Being open through genuine 

consultation with stakeholders and providing access to full, accurate and clear 

information leads to effective and timely action and lends itself to necessary scrutiny. 

Openness also requires an inclusive approach, which seeks to ensure that all 

stakeholders and potential stakeholders have the opportunity to engage effectively 

with the decision-making processes and actions of local authorities. It requires an 

outward focus and a commitment to partnership working. It calls for innovative 

approaches to consultation and to service provision. 

 

Accountability - The process whereby local authorities, and the members and staff 

within them, are responsible for their decision and actions, including their 

stewardship of public funds and all aspects of performance, and submit themselves to 

appropriate external scrutiny. It is achieved by all parties having a clear 

understanding of those responsibilities, and having clearly defined roles through a 

robust structure.” 

 

2.9 Whilst the report makes a number of recommendations to embed culture change and 

improve specific processes, in particular around democratic engagement, the report does 

not seek to present a framework for good governance. There are a number of useful 

guidance notes or frameworks that the council may wish to refer to should it wish to 

review wider elements of its governance arrangements which are included in Annex 4.      

Peer Review Process 

2.10 Peer Reviews are a key part of the self-improvement agenda in Welsh local government, 

where the local government family itself through WLGA provides collective challenge and 

mutual support to drive improvement. Peer Reviews are not inspections but are a tool for 

improvement. Peer Reviews are provided by ‘critical friends’ who understand the 

                                                           
4 P8-9: Delivering Good Governance in Local Government CIPFA/SOLACE 2007 
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challenges and pressures of running a local authority. Ongoing targeted support is often 

available and offered to support the council’s improvement. 

2.11 WLGA Peer Reviews seek to engage with members, officers and partners reflecting back 

many of the issues, observations or proposals that have emerged through interviews or 

evidence gathering. Peer Reviews often complement a Council’s own self-assessment 

and rarely are the conclusions unexpected; that said, an external review provides 

assurance and robustness and should identify Recommendations to be addressed as well 

as emerging issues that may not yet have been exposed internally.  

2.12 The Peer Review methodology is well regarded and respected, both by the authorities 

that have received a review in the past but, crucially, by partners including the Wales 

Audit Office and Welsh Government. Requesting a Peer Review is regarded as a sign of 

organisational maturity and an indication of a council’s commitment to improvement; 

Peer Reviews are regarded as honest and impartial contribution to councils’ self-

awareness and approach to self-improvement.  

2.13 Whilst the WLGA encourages councils to publish and share the conclusions and their 

response to Peer Reviews, the evidence gathering part of the Peer Review process is 

confidential and any comments from individual members, officers or members of the 

public through interviews, workshops or written submissions whilst informing some of 

the conclusions will be treated with sensitivity and remain anonymous. 

2.14 The Review Team was conscious of the need to avoid duplication and add value to the 

Wales Audit Office’s previous Public Interest Reports and ongoing improvement 

assessment work. Similarly, the Review Team was aware of the work the Scrutiny Task 

and Finish Review of the Council’s Consultation & Engagement Mechanisms, which was 

due to report shortly after the Review Team’s onsite fieldwork. 

2.15 The Review Team met with the Group Leaders, Chief Executive and some senior officers 

on 2nd July 2014 to confirm that the review would be independently undertaken with 

access to any party that the Review Team considered relevant. 

2.16 Relevant literature was collated and reviewed and numerous interviews undertaken 

throughout July, August and September 2014. 

2.17 The review and this report is inevitably a short and sharp snapshot of the authority at a 

given moment in time.  

2.18 The Review Team met with 74 people, including 43 members, 19 officers and 12 external 

partners through individual interviews and three member workshops. A number of 

members also submitted written responses.  
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2.19 The Review Team wrote to all community and town councils and local AMs and MPs for 

views, meeting with two local AMs and one MP. Three responses were received from 

local community and town councils. 

2.20 The Review Team sought the views of the public via a webpage feedback form; the 

WLGA would like to thank the Carmarthen Journal and a number of local bloggers for 

promoting the Review and encouraging public engagement in the process. Although the 

Review Team was unable to meet with members of the public or undertake extensive 

consultation and engagement, the Review Team received written submissions from 27 

members of the public. 

2.21 The Review Team also attended one Council meeting and observed a number of other 

meetings via the Council’s live and archived webcasting service. 

2.22 The Review Team provided interim observations and emerging proposals to the Group 

Leaders and Deputy Leaders and the Chief Executive and senior officers on 28th July 

2014. Such interim feedback is a normal part of any Peer Review and allows the Review 

Team to test key themes as well as encourage the Council to consider exploring early 

actions.5  

2.23 This final report however was further shaped by further research, public submissions and 

subsequent interviews. The Review Team also organised a Workshop on the 8th October 

2014, open to all members, to consult on draft Recommendations prior to finalisation of 

this report.  

2.24 The Council received a final draft copy of the report for a factual accuracy check on the 

21st October 2014. 

2.25 This report has been published on the WLGA website, and has been sent to all 

councillors and to all external stakeholder interviewees and members of the public who 

submitted their views to the Review Team.  

Report Structure 

2.26 The following report is split into the following chapters relating to the key themes in the 

terms of reference and the Council’s overarching aspiration around openness and 

transparency: 

• Organisational Culture, Leadership and Values 

• Council 

• Executive Board 

                                                           
5 Sharing reports with the ‘reviewed’ body is good practice across the public sector, it is used in part to test for 
factual accuracy and also to ensure natural justice, giving parties an opportunity to comment, but not an 

opportunity to negotiate an agreed report.  See for example, the Wales Audit Office Performance Delivery Manual.  
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• Overview and Scrutiny 

 

2.27 Within each Chapter, the Review Team has sought to draw out key messages around: 

• What is working well? Good practice, improvements or strengths that were 

reported or evidenced during the review; 

• What issues are causing tensions, affecting perceptions of the council or 

undermining the council’s ambition around openness and transparency? 

These issues will include Peer Team observations, feedback from interviewees, an 

evaluation of evidence and an identification of risks that need to be managed 

• Recommendations in response to the identified areas for improvement; it 

should be noted that many of these recommendations have emerged as proposals 

from interviewees or members of the public. The Recommendations are included 

as a list in Annex 1. In Annex 2, the Recommendations are grouped into areas of 

responsibility for delivery alongside proposed timescales.  

 

Next Steps 

2.28 Given the specific focus around openness and transparency, it is essential that the 

Report and, crucially, any response is promoted publicly and that the Council seeks to 

consider Recommendations with relevant partners. 

2.29 The Review Team therefore recommends that the authority responds proactively to this 

Report and sets out an Action Plan to demonstrate and deliver on its intent to becoming 

the most open and transparent authority in Wales.  

2.30 The WLGA and other partners are prepared to offer ongoing advice and support to the 

authority in providing improvement support in response. Members of the Review Team 

are also available to provide further support and undertake a follow-up stock-take of 

progress in 6 months, if required. 
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3. Organisational Culture, Leadership and Values 

3.1 The Council should be lauded for its ambition to be the most open and transparent 

authority in Wales. This is a significant statement of intent and a high benchmark for any 

council to set. To meet this ambition therefore requires significant step change in terms 

of organisational, political and cultural values. It means doing business in new and 

innovative ways. In short, radically recalibrating the relationship between the council and 

its communities.  

3.2 It is critical that this ambition however translates into a clear and consistent commitment 

to move forward. This will require a concerted, constructive effort, requiring collective 

responsibility from all members and officers alongside support from partners in the 

community.   

3.3 There is a fundamental tenet which underpins all arrangements designed to enhance the 

openness and transparency of a public organisation: it is the recognition that open 

challenge and scrutiny of the decisions of the organisation add to the strength of the 

organisation. Public organisations become closed, opaque and ineffective whenever they 

seek to avoid open challenge or public scrutiny.  

3.4 The recommendations made in this report are not intended solely as changes to internal 

procedure. They are intended to ensure the Council leadership are consistently required 

to respond to questions and challenge openly and transparently. In adhering to such 

procedures the Council will be committing itself to a political culture that values a 

diversity of opinions, challenge and opposition, recognising that the best decisions are 

those which are shaped by public examination and scrutiny.  

3.5 The goal of openness and transparency also puts responsibilities on those who seek to 

question, challenge and oppose. There needs to be a recognition amongst all who 

participate in the local political system that it is not possible to achieve a consensus on 

all decisions. Openness and transparency requires a culture of mutual respect and trust, 

between all public servants, elected members and professionals. Public bodies inevitably 

make decisions that benefit some more than others, particularly in the current financial 

climate. Those decisions should be challenged and scrutinised openly and transparently, 

but once this process has been concluded those who may be in minority need to 

recognise that the majority has the right to make decisions without their integrity being 

challenged simply because some individuals or a part of the community disagrees with 

the decision.    

Leadership and Commitment to Reform 

3.6 The Review’s terms of reference articulated a clear ambition around openness and 

transparency. This is further reflected in the Council’s Improvement Plan 2014-15 which 

includes a corporate priority to address shortcomings in governance arrangements. One 
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of the Council’s six Key Improvement Objective Priorities focuses on ‘Corporate 

Governance, decision making, openness and transparency’ with the following stated 

outcome: 

“Building a Better Council: We are making every effort to secure a more efficient, 

ethical, transparent and accountable local government that rekindles and 

enhances public participation and democratic renewal”6 

3.7 The Council further expanded on this outcome: 

“The Council wants to be seen as an organisation which is responsive to the 

communities it serves...and will make further efforts to raise awareness of existing 

opportunities for people to become involved in decision making. In responding to 

the result, the Council will seek improvements in the way feedback is given to people 

who become involved in consultations. This will help make sure people better 

understand the impact their views have on the Council’s activities”.7 

3.8 This commitment was also noted and recognised by the Wales Audit Office in its Annual 

Improvement Report 2014. 

3.9 The Council’s political and managerial leadership should be commended for 

commissioning the Peer Review. Commissioning the governance review demonstrates a 

sense of self-awareness and an acceptance of further challenge, as well as a corporate 

commitment to improve. The Leader clearly articulated this ambition in his introductory 

letter to the Review Team: 

“I felt that it was vital for the council to take an honest and open minded look at 

our procedures and to have some external input into the process. I want to be 

sure our procedures are fit for purpose, and I want reassurance for the public that 

this is so. This approach was unanimously endorsed by Full Council who 

expressed a view that we want to emerge from this review as being recognised as 

the most open and transparent council possible. I believe that the public have a 

right to expect nothing less than this from us, their elected representatives…”  

3.10 The Peer Review was given clear legitimacy from the fact that the full Council approved 

the aims and terms of reference, indeed amending the terms of reference to include the 

aspiration around openness and transparency. Peer Reviews are typically commissioned 

by Leaders and/or Chief Executives, with support from Cabinets and Management Teams. 

                                                           
6 P29 Annual Report 13/14 & Improvement Plan 14/15 (June 2014) 
7 Annual Report 13/14 & Improvement Plan 2014/15 (ARIP) 
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3.11 During the inception meeting, the political leadership provided assurances to the Review 

Team that the review would be unfettered and have full access to any individual or 

document deemed necessary.  

3.12 The collective commitment to improvement was apparent in discussions with members 

and officers; interviews and discussions were overwhelmingly open, constructive and 

supportive of the aims of the review. Interestingly, many members from all groups and 

non-affiliated members, from within the executive and without, articulated a degree of 

consistency on the view of how the Council operated and a consensus on many of the 

proposals that emerged. 

3.13 In particular, the work of the Scrutiny Task and Finish Review of the Council’s 

Consultation & Engagement Mechanisms which was due to report in July, had explored 

many of the issues within the Peer Review’s terms of reference and appeared to be 

building some cross-party consensus around key recommendations.  

3.14 The Review Team noted the cross-party Task and Finish Group’s conclusion that: 

“The Group acknowledges that the Council makes thousands of decisions every year 

and in the main believes that the process for doing so is robust. However, there 

have been some isolated incidents that have highlighted the need to reflect on 

current working practices, hence the decision to undertake this scrutiny review.”8 

3.15 A cross-party Working Group of the Policy and Resources Scrutiny Committee were also 

undertaking a review of the Council’s Press and Media Protocol.  

3.16 The Review Team also notes that a number of Questions on Notice were tabled at the 

September and October Council meetings; this is a step forward, aligning the Council’s 

approach with others across Wales. The Council has already embraced one of the interim 

proposals that had been highlighted by the Review Team in July.  

3.17 Presently however, there a number of behavioural, cultural and procedural barriers to 

achieving the Council’s ambition and vision for openness and transparency. It was clear 

through interviews that there is a self-awareness and recognition of where issues need to 

be addressed or approaches redefined. Whilst this report proposes a number of 

constitutional and procedural changes, it is important that the Council seeks to embed its 

vision and underpinning principles of openness and transparency as part of a wider 

culture change programme. 

                                                           
8 Paragraph 4.1 Policy & Resources  Scrutiny Committee Task & Finish Review 2013/14 ‘Review of the Council’s Consultation & Engagement 
Mechanisms’ July 2014 
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3.18 This process of cultural renewal will take some time, requiring consensus and, in some 

cases, rebuilding of relationships and trust. 

3.19 Before commencing a corporate culture change programme the Council needs to agree 

the distinct roles and responsibilities of members and officers as leaders of the change 

process. It is important that members take the lead of this culture change agenda. It 

should be member-led, and supported by officers. Members should take the lead in 

articulating their vision and their ambition for a new open and transparent governance 

settlement in the authority. The roles and responsibilities are different, as set out below, 

and there will need to be a settlement and alignment between members and officers on 

the vision, the strategy and responsibilities if a corporate culture change process is to be 

successful. 

• Political Leadership Role - The ownership of the corporate culture change 

programme is a political process. It should be informed by all members through the 

Council in the corporate response to the Peer Review. However, as the culture 

change programme should underpin the Council’s wider corporate strategies, it is 

critical that the Leader and Executive Board is at the heart of the change process, 

with all Members and stakeholders being engaged in change.  

• Officer Leadership Role – the most senior Officer in the organisation needs to 

adopt the central leadership role in delivering the change programme, and will need a 

strong commitment from the senior management team that is in the process of being 

appointed. They will need to act as a team committed to the corporate culture 

change. They will need to develop a change programme including key milestones and 

be prepared to face challenge and scrutiny on progress by Committees and 

stakeholders. The strategy for the change programme with short, medium and long 

term milestones should be communicated throughout the local authority and to all 

stakeholders. 

• Integrating Leadership Roles– there needs to be effective and efficient 

mechanisms established for working together, and across the Member and Officer 

interface in an open and transparent manner, and establishing an alignment and 

common goals for the change programme. 
 

3.20 Members and officers will need to reflect on how the Council currently undertakes 
business and how they change the shared assumptions, working practices and loyalties 
to a more open and transparent culture.  
 

3.21 The Council’s values and culture will need to drive behavioural change to enable the 
Council to meet future demands of residents, communities, businesses and 
stakeholders. The Council needs to reflect on the current ‘as is’ culture as evaluated by 
the Peer Review and other internal and external assessments and compare them with 
the ‘to be’ culture to which it aspires, identifying gaps and implementing any actions.  
 

3.22 The new corporate culture will need to serve as a critical bridge between the strategic 
priorities of the Council, the way the Council operates and the processes and systems 
established as a result of this Peer Review report.  
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3.23 A talented and aligned Member and Officer Team is  crucial to the success of the 
corporate culture change programme since they will bring the strategy to life and 
ensure that the authority delivers on its priorities and objectives. The authority needs 
to assess the current organisational needs, including the cultural change programme, 
against existing capabilities in the light of a changing senior management team to 
deliver the authority’s priorities. 

3.24 The Council should consider translating the above ‘Building a Better Council’ 

Improvement Objective Priority into a set of public service and leadership characteristics 

and values that should be developed with members and officers and which should 

underpin the Council’s approach to organisational development, training, performance 

appraisals and officer and member role descriptions. Such an approach should provide 

assurance, clarity and consistency for all members and officers around a set of common 

cultural ambitions and expectations and set the context for proposed constitutional 

reform.  

3.25 Despite the clear commitment from the Council to aspire to more openness and 

transparency there were real doubts from external stakeholders whether this ambition 

was genuine. The Review Team encountered degrees of cynicism, both internally and 

externally, whether the Council, and the Council leadership in particular was committed 

to and able to improve its governance arrangements. The Review Team however 

received strong assurances and some demonstrable proposals from a number of leading 

members which gives the Review Team confidence that there is the recognition and 

commitment that the council needs to move forward constructively from the recent 

experiences.  

Recommendation 1:  The Council should implement a cultural change programme that 

addresses the vision and values of openness and transparency, how it undertakes its 

business, and its commitment to provide services for citizens and communities. As part 

of this programme, the council should:  

- Develop, agree and promote a set of public service and leadership characteristics 

and values that should apply to members and officers’ role descriptions; 

- Develop and establish a consistency on the respective leadership roles of elected 

members and officers;  

- Designate or establish a cross-party Constitutional Review Working Group to 

develop the new Council Constitution based on the new modular constitution and the 

recommendations from the Peer Review.  

 

Council Services  

3.26 The Review focussed on governance issues within the parameters of the terms of 

reference, however, the quality of the Council’s core services and commitment of front-

line workers and managers was often raised by elected members.  
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3.27 Almost all members interviewed expressed either a sense of pride or at least recognition 

of the quality of many of the services delivered by the Council and the contribution of the 

council workforce; often those members who were most critical of some aspects of the 

Council’s leadership or general governance arrangements qualified their comments by 

stating that the council delivered well-regarded and well-run services. This assessment of 

the Council’s services is endorsed by external inspectorate and regulatory reports. 

 
Relationships between Members  

3.28 Many interviewees reported a history of widespread internal tensions between members, 

in particular between the Council’s political groups. There was a feeling that over recent 

years that such relationships had become more fractured and increasingly hostile. ‘Trust’ 

was a common theme in many interviews and was highlighted as a key issue in the 

Members’ Workshop on 8th October. 

3.29 Robust policy and political debate and difference is a key feature of a healthy local 

democracy. The challenge in all councils is to maintain a healthy tension between 

individuals and different groupings whilst also ensuring that a proper level of mutual 

respect is maintained for the different responsibilities exercised by the executive and by 

the opposition. Legitimate challenge and scrutiny should be valued but it should avoid 

personal denigration or the obstruction of anyone who is fulfilling their legitimate role.  

3.30 There was significant change in the council membership at the 2012 elections, a new 

administration was formed with a new leader and largely new cabinet together with an 

organised opposition group. The local ’realpolitik’ is that the interface within 

Carmarthenshire Council takes place within the context of fierce local competition for 

Assembly and Parliamentary seats and a hung council. With the necessary respect for the 

different roles being undertaken, these tensions can be managed in the public interest. 

The experience of the Review Team is that the leadership of the Council’s political groups 

have a commitment to managing these relationships in the public interest, although they 

are in the early stages of re-establishing relations and rebuilding trust. 

3.31 The issue of trust between members is critical to the Council delivering on its ambition of 

openness and transparency. A number of the Review Team’s recommendations, such as 

allowing wider member access to information, requires the Executive Board to place 

greater trust in non-executive and opposition members in particular, but in turn, it 

requires non-executive members to respond constructively and responsibly through their 

commitment through the code of conduct.  

3.32 The reinstatement of the Group Leaders’ meeting is an important development for 

planning not only council business but managing any emerging issues or tensions. 

Similarly, the Review Team were informed of proposals for meetings between Executive 

Board Members and Shadow Executive Board Members to discuss matters of policy and 

share information. Similar models of cross-party cooperation are evident in other councils 
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and levels of government and where managed maturely are conducive to more 

constructive governance, whilst maintaining the space for appropriate formal opposition 

challenge and scrutiny. These fora should prove critical in determining and delivering the 

Council’s commitment to stabilise and improve its governance arrangements. 

3.33 Member relationships and tensions have, in part, been affected by the Council’s 

constitutional arrangements, some of which have been an impediment to legitimate 

challenge and scrutiny; opportunity for call-in is limited, members are unable to ask 

supplementary questions in Council and members’ opportunities to table pertinent 

Motions on Notice are restricted. Internal member-officer and executive-opposition 

relations have inevitably been affected and frustrated by the absence of constitutional 

‘pressure-valves’ which are present in other authorities, which promote and facilitate 

challenge and democratic debate. 

Relationships between Members and Officers 

3.34 The relationship between Executive Board members and senior managers was generally 

regarded as a constructive and positive. This perception changes however when it comes 

to broader non-executive member-officer relations. Tensions were clearly evident 

between some non-executive members and senior officers. Equally whilst many 

suggested that relations were improving, some senior officers described some of the 

recent political relations as previously being ‘caustic’ and ‘toxic’. 

3.35 The relationship between executive members and senior managers is complex in any 

local authority or other public organisation with elected leadership. Senior managers 

advise on public policy and take responsibility for the execution of decisions. Elected 

members in the Executive take responsibility for policy decisions and provide direction to 

senior managers, whilst themselves being held to account for the decisions and actions 

of the Executive.   

3.36 The overwhelming feedback from internal and external stakeholders is that within 

Carmarthenshire the allocation of roles between senior managers and elected Executive 

Board members has become confused.  

3.37 The prominence and role of the Chief Executive was a feature of many of the 

contributions from internal and external interviewees as well as a number of public 

submissions. Inevitably, the Chief Executive’s personal profile is the focus of much public 

scrutiny given the high-profile High Court Case with a local blogger and the nature of the 

recent Wales Audit Interest Public Interest Reports. Notwithstanding these matters, the 

Chief Executive has played a prominent and significant role in internal and external 

Council affairs during recent years and his personal leadership-style has influenced the 

authority’s approach to business. The perception has been that the Chief Executive and 

senior officers have dominated some of the decisions of the Executive Board to the 

extent that the balance of governance has become disjointed and the Council is widely 

perceived to be officer-led. In such a context it is therefore somewhat inevitable that 
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political and media challenge has been focussed on officers rather than elected Executive 

Board Members.  

3.38 Executive Board Members, the Chief Executive and some senior managers in particular 

were perceived by a number of councillors and external stakeholders to be ‘defensive’ 

where the Council ‘doesn’t accept challenge…doesn’t deal with negativity well’. The 

Review Team heard of instances where the Council had been deemed to react 

defensively or aggressively to challenge, particularly from the media. 

3.39 The Review Team heard that some interviewees felt that senior managers including the 

Chief Executive, were too prominent or protective of Executive Board Members, for 

example, participating in media activity or in council meetings where executive members 

should otherwise have taken the lead. There was a clear expression from a number of 

Executive Board and non-executive members that this perceived imbalance between 

member-officer relations needed to be reassessed and realigned. In this regard the 

reassertion of democratic direction over key strategic decisions and the Council’s 

approach to business would be welcomed by officers and members.  

3.40 It was evident that a number of senior managers were uncomfortable and expressed 

concern that they were perceived as undertaking an increasingly prominent role, 

particularly when it resulted in them being subject to disproportionate and unfair 

personal criticism in the political and public arena.  

3.41 Members and officers should therefore be reminded that the Council’s Protocol on 

Member/Officer Relations states that:  

“It is clearly important that there should be a close working relationship…However, 

such relationships should never be allowed to become so close, or appear to be so 

close, as to bring into question the officer’s ability to deal impartially with other 

members and other party groups, or with any other individual or organisation”9. 

3.42 There was a recognition and a desire, notably from senior members, for more open 

dialogue with all members and strengthened accountability arrangements, where 

constructive scrutiny would help shape better policies and decisions as well as ensure 

that decision-making was and, crucially, was seen to be open, transparent and 

accountable.  

3.43 The recommendations above around introducing a culture change programme together 

with the following recommendations around constitutional reform should contribute to a 

realignment of officer-member roles as well as encourage a culture of welcoming 

constructive challenge within Carmarthenshire County Council. 

                                                           
9 Paragraph 6(a) Protocol on Member/Officer Relations, Part 5.5 – Carmarthenshire County Council Constitution 



 

Page 19 

 

3.44 The Review Team also heard concern that the Council’s perceived culture of 

defensiveness risked undermining the Council’s whistleblowing policy and procedures. 

The Review Team was partly reassured however in light of a recent Wales Audit Office 

study of the Council’s Whistleblowing procedures reported to the Council’s Standards 

Committee on 9th September 2014. The Wales Audit Office concluded that:  

“Overall Whistleblowing arrangement are good, with some exemplar practice, if 

addressed a number of very small weaknesses in policy, process and training will 

strengthen arrangements further…”10 

3.45 It is important that the Council implements the Wales Audit Office’s proposals and, 

crucially, continues to reassure staff and promote an open and sensitive approach to 

whistleblowing across the organisation, and that whistleblowing features as a key 

element of the culture change programme, as outlined above. 

3.46 The Council’s constitution is neither conducive to nor encourages challenge from within 

the council, and as such perpetuates the perception of the council’s defensiveness. 

Specific constitutional provisions are considered in more detail in subsequent sections of 

this report, but a range of mechanisms providing for legitimate debate and challenge in 

other authorities are either not present or are not widely promoted in Carmarthenshire. 

There was also the perception that the constitution was deliberately used on occasion to 

deflect and diffuse debate and disagreement, such as the rejection of or referral of 

Notices on Motion on executive functions or contentious policy matters.  

Relations with the Local Press 

3.47 The Council takes pride in managing its public reputation and invests significant 

resources into its public relations function.   

3.48 Nevertheless a number of interviewees described a history of strained relations between 

the Council and the local media which has seen a deterioration in recent years. The 

Review Team heard concerns that the council’s press statements were one sided, party 

political and confrontational on occasion. The Review Team also heard concerning 

suggestions that the Council had previously threatened to withdraw planned advertising 

from local newspapers due to disagreements over editorial coverage, though these 

suggestions are contested by others.  Whatever the evidence for the different 

perspectives held, the Review team considers that constructive engagement with local 

media should be a key priority for the Council in delivering its ambition around openness 

and transparency. 

3.49 An open and transparent Council will respect the role of an independent press and 

media. It will recognise that as well as reporting the business of the Council it is the duty 

of the media to scrutinise and investigate; and often provide critical narrative and 

                                                           
10 http://online.carmarthenshire.gov.uk/agendas/eng/STAC20140912/REP06.HTM 
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challenge to both the Council and its Executive. Whilst the Executive working through the 

Press Office will properly seek to ensure that the views of the Council and its Executive 

are accurately reported, the Executive of an open and transparent Council will not seek 

to suppress or censor the activity of an independent press and media. It is critical in the 

interests of openness and transparency and engaging with the wider community of 

Carmarthenshire however that a mutual respect and constructive relationship is 

maintained.  

3.50 The Review Team therefore welcome the fact that a cross party Working Group had been 

established to undertake a review of the Council’s Press and Media Protocol. It is 

important that this revised Protocol fully considers the implications of the new statutory 

Code of Recommended Practice on Local Authority Publicity, as well as clarifies the 

Council’s policies on advertising through local media. 

3.51 The Review Team was made aware of a number of local bloggers with a particular 

interest in the business of the authority. Inevitably, given the implications of the outcome 

of the high profile Court Case against one particular blogger, there appeared a 

disproportionate degree of interest from some interviewees in the activities and 

perceived influence of bloggers in Carmarthenshire.  

3.52 All authorities and public bodies are subject to the commentary and scrutiny of 

individuals through social media; social media provides a developing and expanding 

medium for engagement, community journalism and legitimate scrutiny. Social media by 

its nature is however unregulated and the accuracy, balance, fairness and, on occasions, 

legality of some contributions inevitably varies.  

3.53 It is important therefore that the Council, through more effective public engagement (see 

below), its own social media channels (and those of councillors) and through more 

constructive relations with the local press, ensures that its own information is 

communicated consistently, effectively and fairly to the communities of Carmarthenshire.  

 

Recommendation 2: The Council should ensure that the ongoing review of the Press and 

Media Protocol fully considers the implications of the new statutory Code of Recommended 

Practice on Local Authority Publicity in consultation with media stakeholders on the Media 

Protocol, and clarifies the Council’s policies on advertising through local media. 

Public Engagement and Participation 

3.54 The Review Team was informed of a proactive corporate approach to public engagement 

across the Council. Many of these were noted in the Scrutiny Task and Finish Review of 

the Council’s Consultation and Engagement Mechanisms, including “a robust corporate 
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consultation and engagement framework”11, the innovative i-Local platform, budget 

consultation exercises, Residents’ Surveys and the Citizen Panel and a broad range of 

wider community fora, such as the Youth Council and 50+ Forum.  

3.55 It is therefore symptomatic of the wider public reputational position of the Council in the 

local communities that its genuine efforts at public engagement have not had the effect 

they should have had in creating a bridge between the local authority and its citizens.  

3.56 Survey evidence shows the large majority of citizens do not feel empowered to 

participate in or influence decisions that affect their local communities. According to the 

latest National Survey for Wales, only 22% of people surveyed felt that they could 

influence decisions that affect their local community, whilst 62% of people felt that they 

could not. Although the Council’s own Annual report 13/14 notes a 7% improvement, 

Carmarthenshire remains below the Welsh average and is ranked 18th in Wales.12 Whilst 

the panel accepts that such evidence is often a snapshot this criticism was echoed both 

within and outside of the council in our evidence gathering.   

Fig 1: Do you agree or disagree that you can influence decisions that affect your local 
community? 

 

3.57 The Review Team notes that the Scrutiny Task and Finish Review of the Council’s 

Consultation & Engagement Mechanisms has explored a number of issues recently and 

made a number of relevant recommendations to improve communication and, critically, 

engagement with local communities and partners.  

                                                           
11 P12 ‘Review of the Council’s Consultation & Engagement Mechanisms’ Policy & Resources  

Scrutiny Committee Task & Finish Review 2013/14 – July 2014 

12 P11 Annual Report 13/14, Carmarthenshire County Council  
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Recommendation 3: The Council should review its approach to public engagement in line 

with the recommendations of the Scrutiny Task and Finish Review of the Council’s Consultation 

& Engagement Mechanisms. 

Senior Officer Appointments and Succession Planning  

3.58 Senior officer recruitment was not part of the terms of reference of the review, however, 

it was raised by a number of members and through a number of public submissions as a 

risk for the authority as well as being cited as an example of the council’s commitment to 

openness and transparency.  

3.59 A number of submissions expressed concerns about the council’s approach of appointing 

senior officers on an interim basis. The Review Team understands how increasingly 

limited resources and pressure to reduce senior management budgets can lead to interim 

appointments in advance of restructuring. The Review Team is aware that a number of 

recent interim appointments have been unanimously agreed by the Council’s relevant 

Appointment Committees.   

3.60 The Council has hitherto had a very stable senior management team, with all members 

of Corporate Management Team in post for over 10 years. The Council however now 

faces a significant risk in the current period around the resilience of the senior 

management capacity of the authority due to a number of planned and some 

unanticipated departures of key personnel. The Chief Executive has recently submitted 

an application for severance and four Chief Officers were either retiring or had been 

appointed to new positions in other organisations. Such senior management upheaval is 

unprecedented in the Welsh local government context (with the exception of recent 

changes within Cardiff Council) and will require building a new team integrated within a 

programme of culture change at a time of significant budget cuts.  

3.61 The Review Team does not seek to influence nor prejudge the Council's decision. Should 

the application of the Chief Executive, on independent advice, be accepted there will 

inevitably be significant implications that the Council will need to consider in terms of a 

wider senior management review and organisational development set out in the cultural 

change proposals that the Review Team proposes. 

3.62 The Review Team takes a without prejudice view that should the Council decide to 

accept the Chief Executive’s application for severance, the cultural change programme 

should be initiated by members immediately and be embedded by the new Head of Paid 

Service who will require leading input into framing a new management structure. 

Experience from elsewhere suggests that such a transition requires careful handling to 

ensure a new team fits around the expectations and needs of a new Head of Paid 

Service.  
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3.63 The Review Team takes the view that it is critical that the above decisions or timescales 

do not impact on the pace or delivery of the Council's response to the wider cultural and 

procedural reforms proposed by the Review Team.  

Recommendation 4: The Council should ensure that the new senior management team 
arrangements are established in accordance with a clear policy mandate for a cultural change 
programme set out by the Executive Board and Council. 
 

 

Preparation of Council Reports 

3.64 The Public Interest Reports made a number of specific recommendations regarding 

preparation of officer reports prepared for council consideration, such as the handling of 

urgent and exempt items. The Review Team were informed that the Council was 

reviewing its proformas and guidance for officers on report writing (to include financial 

and legal implications of reports) as well as guidance on declarations of interest. The 

Review Team also heard views about the level of appropriate detail in officer reports 

during interviews and through public evidence, views which chimed with the Wales Audit 

Office’s Public Interest Report recommendations.  

Recommendation 5: The Council should introduce and communicate revised guidance on 

report writing for senior officers who should take responsibility for drafting and checking 

relevant financial and/or legal implications 

Recommendation 6: The Council should review its approaches and issue guidance around 

the criteria for ‘Exempt’ and ‘Urgent’ Items and handling of Declarations of Interest with an 

annual register of interest for Members and any senior officers reporting to or advising 

Members on decisions 

 

Member Development and Support 

3.65 Members generally reported a high degree of satisfaction with the level of member 

development, support and training provided in the Council. The Council has many of the 

features of the WLGA’s Charter for Member Development and Support in place: the 

Council has a Member Development Strategy and Programme; Personal Development 

Reviews are offered to members and member role descriptions are included in the 

constitution. 

3.66 Extensive councillor support arrangements are provided through democratic services, 

including information provision, handling of councillor queries and referrals, as well as 

officer follow-ups; the service and the staff is very well regarded by those members that 

use them. The Council also provides mandatory training for members of Planning and 
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Licensing Committees. A number or members are publishing Annual Reports, following 

the Local Government (Wales) Measure 2011. 

3.67 The Review Team supports the commentary and recommendations of Scrutiny Task and 

Finish Review of the Council’s Consultation and Engagement Mechanisms regarding the 

promotion of social media usage by both the Council and councillors.  

3.68 Although the Member Development Programme and Strategy is endorsed by members, it 

does not appear to be designed by or led by members, although member involvement is 

likely to increase through the auspices of the Democratic Services Committee. Whilst 

training is generally well regarded, there is mixed attendance at training sessions and 

some members suggest sessions are difficult to attend due to timing and members’ 

personal or work commitments. Although Personal Development Reviews are offered to 

members, there is a low take-up and the reviews are provided by Training Officers rather 

than members. 

Recommendation 7: The Member Development Programme and Strategy should be updated 

and led by members through Democratic Services Committee. 

Recommendation 8: Member Personal Development Reviews should be led by members, with 

appropriate support from Training Managers 

Recommendation 9: The Council should consider the appointment of a Member Development 

Lead within the Executive Board to work with Chair of Democratic Services on championing and 

coordinating member development and support. 

Recommendation 10 The Council should promote and support members’ use social media 

and provide a social media training programme.  

Recommendation 11: All members should produce Annual Reports in order to promote 

openness and transparency about the role and contributions of councillors  

Business Management Group 

3.69 The Review Team heard concerns regarding the Business Management Group (a regular, 

informal meeting of Group Leaders) from a number of non-executive members and 

members of the public. There was a perception that the Business Management Group 

was an unconstitutional decision-making forum, which was not minuted and excluded 

wider members from the process.  

3.70 These concerns largely stem from a lack of information and understanding about the role 

and remit of the Business Management Group. The Review Team regards the Business 

Management Group as a key forum for communication and engagement between 
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groups, managing of emerging issues and the management of council business. It is an 

advisory rather than a decision-making forum. Most successful institutions have similar 

informal consultative and administrative arrangements. Clearly, given the perceptions and 

concerns regarding its role and influence means the Council needs to clearly set out and 

communicate its terms of reference and ensure its advisory role is widely understood.  

Recommendation 12:  The Council should communicate Business Management Group terms 

of reference to all members and external stakeholders through the Council website. 

Sharing of Information with Members 
 

3.71 A general theme from a number of interviews was that the sharing of information with 

members could be improved, and as noted elsewhere in this section, some members 

wanted more information about the Local Service Board (see below), the role of the 

Business Management Group and the updates on succession planning. Councils are 

complex organisations and managing proportionate, relevant and timely communication 

with a range of members with a range of interests is challenging.  

3.72 The Review Team was aware of sensitivities around the availability of exempt 

information13 as considered by the Public Interest Reports, and these matters are 

considered in a separate section of this report.  

3.73 The Review Team was concerned to hear examples that formal requests for information 

through Scrutiny Committee meetings had not been forthcoming. The Review Team is 

aware that the Scrutiny Task and Finish Review of the Council’s Consultation & 

Engagement Mechanisms made a recommendation that the Council ‘Undertake an 

exercise to better understand why officers are not complying with key elements of 

Protocol for Communication with Elected Members, with a view to improving working 

practices’ (Recommendation 4.2.9)  

Recommendation 13: Council should endorse and implement the recommendations of the 

Policy & Resources Scrutiny Task and Finish Review of the Council’s Consultation and 

Engagement Mechanisms. 

Register of Members’ Interests 

3.74 A number of interviewees and submissions from members of the public suggested that 

the Register of Members’ Interests should be more widely available and should be 

accessible via the Council’s website in order to contribute to openness and transparency. 

                                                           

13 Local authorities may exclude the public from meetings if there would be disclosure of ‘exempt information’, such 

as information about particular individuals, financial or business affairs of particular persons, or legal proceedings. 
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The Review Team is aware of seven authorities that currently publish online, with a 

further three considering the approach.  

Recommendation 14: The Council should publish the Register of Members’ interests on its 

website 

Local Service Board and Partnerships 
 

3.75 The Council’s approach to partnership was generally perceived as a strength and well-

regarded externally. The Council is seen as a key partner of the Local Service Board and 

the County’s Annual Partnership Forum, coordinated by the Council, is very well-attended 

and well-regarded by partners.  

3.76 The Review Team was advised that a Liaison Forum between Carmarthenshire County 

Council with Community and Town Councils had recently been established with a view to 

signing a Charter in the future. Whilst there were some apparent differences of opinion 

around policy and delivery between some local councils and the County Council, it was 

reported that there had been constructive engagement on the Council’s budget. Similarly, 

the Council has previously developed a joint protocol with One Voice Wales outlining the 

working relationships between community councillors and local county councillors. 

3.77 Although the Council was viewed by many as a constructive and lead partner in the Local 

Service Board (LSB), feedback from many member interviewees suggested limited 

general understanding and awareness of the LSB’s work. Moreover, a number of 

members regarded the LSB with some suspicion due to a lack of clarity and engagement 

with members. Such a perception of LSBs is common for many non-executive members 

across Welsh local government, but it was interesting to note that a number of Executive 

Board Members also felt detached from the LSB.  

3.78 Generally member interviewees were unclear how the LSB interfaced with overview and 

scrutiny in the authority, though an annual report is presented to the Policy and 

Resources Scrutiny Committee. Despite an apparently successful Annual Partnership 

Forum, it was not clear how the work of the LSB was reported to members. The LSB 

website requires updating, as the latest available minutes date from September 2010 and 

the latest Annual Report covers the period 2012-13. Scrutiny of the LSB is covered in 

more detail in the below section on Overview and Scrutiny. 

3.79 The Review Team recognises that the Local Service Board is a partnership body separate 

to the Council and it was not referenced in the Terms of Reference however, in response 

to views expressed by members in particular and given the council is a lead partner, the 

Review Team have included the following recommendations relating to the Local Service 

Board. 

Recommendation 15: The LSB should consider webcasting its meetings to encourage 

engagement and ensure greater transparency of decision-making. 
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Recommendation 16: The LSB website should be updated to include agendas and papers of 

forthcoming meetings and an archive minutes of meetings  

Historical Allegations of Maladministration 
 
3.80 The Review’s terms of reference concerned governance matters and from the outset the 

Review Team made clear in communications with councillors and the public that it would 

not consider complaints or alleged maladministration regarding historical decisions, 

services or ongoing matters of policy. Peer reviews play a specific role around identifying 

areas for improvement within defined terms of reference, rather than conducting an 

inquiry into matters of public interest.  

3.81 The Review Team however heard some individual grievances from internal and external 

stakeholders, with specific complaints or allegations of maladministration being drawn to 

the Team’s attention. Many related to complex, long-running issues and which had either 

previously been referred to or are currently under consideration by other more relevant 

regulatory bodies. It has not been the role of the Review Team to undertake any further 

examination of these issues or to offer any comment.  
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4. Council Meetings 

4.1 The terms of reference paid particular emphasis to the role of the full Council meeting, in 

particular: 

 

“the effectiveness or otherwise of current procedures or protocols such as notices of 

motion, urgent and exempt terms, scrutiny, declarations of interest  

 …the recording, dissemination and communication of council decisions;  

The role of Full Council, including consideration of the new Modular Constitution” 

 

4.2 The Council should be commended as the first council in Wales to introduce webcasting 

following the announcement of pilot project funding from the Welsh Government in 

2012-13. The Council’s commitment to transparency through webcasting is also being 

extended to cover planning committee meetings. Webcasting was regarded by many of 

the members interviewed to be a key plank in opening the Council’s doors to the public 

and ensuring better engagement in the decision-making process. There was widespread 

support for the continuation of webcasting from the public as evidenced in many of the 

public submissions.  

4.3 The Review Team observed a number of Council meetings via the webcast and archives 

of webcasts. The Review Team was impressed by the open and constructive manner in 

which the Council discussed substantial documents such as the Annual Improvement 

Plan and the Annual Report of the Director of Social Services at its 9th July meeting. 

Similarly, the debate regarding policy proposals around social care charges was sensitive 

and indicated the effectiveness of pre-decision scrutiny on the matter.  Of particular 

significance was the constructive contributions and consensus that characterised the 

debate and resolution on the controversial Libel Indemnities item, an approach which 

signalled that members, despite their concerns, were prepared to move forward.  

4.4 The Review Team noted the inclusion of a number of Questions on Notice at the Council 

meetings on 10th September and on 8th October; the promotion of questions on notice 

was included in a number of interim observations discussed with Group Leaders on 29th 

July. 

4.5 Council Constitutions are inevitably complicated and extensive legal documents. They 

can therefore appear unwieldy and unclear to members of the public and elected 

members alike. The ‘user-friendliness’ of the Constitution was raised on a number of 

occasions, and it was clear from interviews that many members were not fully aware of 

some of their powers around questions on notice within the constitution.  
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4.6 The Council is committed to updating its constitution in line with other authorities in 

Wales and the new modular constitution14. It is important that the Council embarks on 

this process soon and ensures that members lead the review of the constitution.  

4.7 The modular constitution has been drafted to be more user-friendly but it is still 

important that members are guided through the new constitution when it is introduced, 

particularly as it will include a number of new provisions. Following feedback from the 

members’ workshop, the Review Team recommends that a summary ‘Councillors Guide’ 

covering key elements of the Constitution is produced alongside a training programme 

for members. The Council should also produce a guide for the public covering key 

provisions around public powers or expectations around council business, covering 

questions, petitions, webcasting and attending council meetings. 

Recommendation 17: The Council should produce a ‘Councillors Guide’ to the Constitution 

and ensure all members are provided with appropriate briefing/training in advance of 

introduction of new constitution  

Recommendation 18: The Council should produce a public guide summarising key aspects of 

the Constitution  

4.8 Many members expressed general disappointment and dissatisfaction about the Council 

meeting as a forum for debate and the focus of local democracy in Carmarthenshire. 

Many members articulated a vision of repositioning the Council meeting as the crucible 

for local democratic debate and the focus of public engagement with the local 

democratic process; a ‘constructive and creative’ forum for debate. It was however 

described as ‘stage-managed’, with debate stifled and dominated by the rehearsal of 

historic debates prompted by the discussion of Scrutiny Committee minutes during 

Council. 

4.9 It is the view of the Review Team that rather than promoting debate, democratic 

empowerment and public engagement, the Council’s constitution currently constrains 

and curtails opportunities and powers for members to contribute to debate and influence 

the agenda. 

4.10 Our recommendations relating to Council meetings therefore have the objective of 

allowing the Council meeting to become an open and transparent arena for debate and 

challenge on the direction being taken by the Council and its Executive Board with 

opportunities for input from councillors, scrutiny committees and the public. 

 

                                                           
14 The Modular Constitution was originally introduced in 2001. It was updated by the Association of County Secretaries and 

Solicitors (ACSeS) in 2013 to include legislative developments since its original publication, as well as accommodating 

councils’ practice developed during the years. It is a ‘modular’ rather than a ‘model’ constitution as parts of it can be adapted 

and adopted to meet local circumstances. 
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Meeting Times and Duration 

4.11 Councillors had been consulted about preferred meeting times following the elections in 

2012. Many members however, after two years of experience, questioned whether day-

time meetings were convenient for all members and appropriate for encouraging 

engagement with the public. A number of members expressed frustration that Council 

had to suspend standing orders to allow meetings to last longer than three hours and felt 

that council meetings should last as long as necessary to conclude business. 

Recommendation 19: The Council should undertake a survey of councillors regarding 

preferred meeting times every two years and encourage Committees to meet flexibly at times 

convenient to the members. 

Questions on Notice 

4.12 The Review Team were pleased to see members starting to table Questions on Notice at 

the Council meeting of 10th September 2014. Although included in the Council 

constitution, there was no regular practice of members tabling Questions on Notice at 

Council meetings previously. Given this is a key vehicle for non-executive and opposition 

members to seek information from Committee Chairs, raise the profile of particular 

issues or hold Executive Board Members to account it was unclear why this process had 

not been used more regularly. During the Review Team’s sessions with members, there 

appeared a general lack of awareness from some members about the constitutional 

powers that members had at their disposal.  

4.13 It is positive therefore that the Council has already begun reviewing its approaches to 

council business prior to this Report being published. 

4.14 Peculiarly, the constitution does not permit members to ask a supplementary question, 

which is not only inconsistent with most other authorities but is inconsistent with the 

options for a supplementary question available to members of the public. 

Recommendation 20: The revised constitution should allow members to ask a supplementary 

question. Members’ Questions on Notice should also be a standard item on the Council Agenda 

even when no questions are tabled. 

Motions on Notice 

4.15 The constitutional provisions for Motions on Notice were widely regarded as being 

restrictive, both in terms of the numbers of members’ signatures required and also in 

terms of the interpretation of which Motions were relevant to be considered at Council. 

As a result, non-executive or opposition members rarely submit Notices on Motion.  
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4.16 The constitution requires that seven signatories are required for Notices of Motion. This 

was widely regarded as excessive by members from all political groups and non-affiliated 

members. The Review Team heard that these restrictive conditions had originally been 

introduced and supported by political groups as Council agendas and council business 

had been dominated by a series of Notices of Motion from a limited number of 

individuals.  

4.17 Many opposition members expressed concern about their ability to table Notices of 

Motion on controversial and substantive policy matters given the interpretation by senior 

officers about the scope of Motions.  

4.18 The constitution outlines that the scope of Motions on Notice must ‘…be relevant to some 

matter in relation to which the authority have functions, or which affects the area, or 

part of it, or the inhabitants of that area, or some of them.’ There appears to be an 

interpretation that the ‘authority’ in this context is understood to be the Council itself and 

relates only the functions of full Council; any matters relating to executive functions are 

therefore referred to Executive Board for consideration. Senior officers explained that 

this approach was undertaken to avoid confusion over the respective roles of the 

Executive Board and the Council and that Council could not compel the Executive Board 

to make particular decisions. This interpretation was surprising given executive 

arrangements have been in place for over a decade; only two other authorities in Wales 

adopts this ‘referral’ approach whilst all others allow debate on Executive policy matters 

in Council. In such instances the Chair may remind members that although the matter 

may be discussed and Council may present its views to the Executive Board, the 

decision-making responsibility remains an Executive function.  

4.19 Inevitably the approach of referring such Motions has stifled opportunities for legitimate 

democratic debate on matters of concern to members and/or the public. This has led to 

members seeking alternative routes for raising matters of debate in council, such as 

through the consideration of Scrutiny Committee minutes.  

Recommendation 21: The revised constitution should relax the requirement for signatories 

for Motions on Notice e.g. proposer and seconder. The constitution could include a safeguard 

such as numbers of Motions per councillor per meeting/per year.  

Recommendation 22: The revised constitution should not include the reference to allow 

Motions to be referred to another committee/Executive Board  

 

Public Participation in Council Meetings 

4.20 As noted above, public questions and supplementary questions are permitted in the 

Council’s constitution. Despite the level of community and public scrutiny of the Council, 

it is perhaps surprising that there is no tradition of public questions in the Council 

Meeting. The Council however could do more to engage and promote public questions, 

with a dedicated form on the Council website, simplified submissions procedure and a 
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standing item on the Council agenda, irrespective of whether any questions are received 

or not.  

4.21 Similarly, although public petitions are permitted in the constitution, they are not 

frequently submitted and are rarely presented in full Council. The Review Team 

understands that they are often referred or presented to the relevant Executive Board 

Member. Again, the Council could do more to promote and encourage the submission of 

petitions, with a dedicated page on the council website and members of the public given 

a choice of whether to present the petition at a Council meeting or directly to an 

Executive Board Member. 

4.22 It is important that the Executive Board provides an appropriate response to any 

petitions received. 

4.23 The Review Team were advised that members of the public attending Council meetings 

in the Council Chamber had their details recorded for fire safety purposes. Whilst it is 

important that the Council follows appropriate fire safety precautions, the approach 

should be reviewed as it may be viewed by members of the public as officious, deter 

people from attending and reinforce perceptions that the Council is not open and 

welcoming of the public. 

4.24 The public filming of council meetings has been a high profile issue for the authority in 

recent years. Interestingly however, there was only limited reference to it as an issue 

and only 6 out of the 27 public submissions suggested that it should be implemented. 

Although it is being legislated for in England, it is not common practice in other councils, 

the National Assembly for Wales or Parliament and the Association of County Secretaries 

and Solicitors (ACSeS) have previously expressed concern about potential disruption and 

interference with audio/interpretation equipment.  

4.25 The Review Team was however aware that Pembrokeshire County Council had been 

reviewing its approach and had developed protocols relating to the public filming of 

council meetings15. Pembrokeshire County Council passed a motion on 16th October 2014 

‘That members of the public be allowed to film public Council meetings as long as they 

do not impede or obstruct proceedings.’ The Review Team therefore considers that 

Carmarthenshire County Council should consider allowing the public filming of meetings. 

 

                                                           
15 

mgenglish.pembrokeshire.gov.uk/Published/C00000285/M00003148/AI00021915/$ProtocolfilmingofCouncilMeetings16101

4v23.docx.pdf?LLL=0 
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Recommendation 23: The Council should:  

• Promote the opportunity available to members of the public to table questions 

at Council Meetings 

• Have a standard item on the agenda for public questions even if none are 

tabled 

• Table all public petitions on the Council meeting agenda 

• Include a dedicated online petition page on its website 

• Review its approach to monitoring attendance in the Public Gallery in the 

Council Chamber 

• Consider allowing the public filming of council meetings.  

 

Chairing of Council Meetings 

4.26 The Council Chair is appointed on an annual basis and is rotated between the political 

groups. Conversely many scrutiny chairs, appointed through Council annually, appear to 

have remained in post for a number of years. Chairing meetings can be an extremely 

challenging role, it is therefore critical that Chairs build up suitable experience and 

expertise and receive adequate training and support for the role.  

4.27 The Review Team noted that the Council had previously considered and rejected the 

introduction of a Presiding Officer model in Carmarthenshire, which would have split the 

outward facing civic or mayoral role of the council with that of the responsibilities for 

chairing council. The Council may choose to reconsider this approach during the review 

of the Constitution.  

4.28 A number of interviewees and public submissions questioned the role and the regularity 

of the Chief Executive providing advice to the Council Chair during meetings. 

Constitutions are complex legal documents and it is rare that any Chair, particularly 

relatively recently appointed Chairs, would be familiar with the detail and nuances of 

every constitutional provision or standing order, without receiving appropriate reminders 

or professional advice from time-to-time. Similarly Chairs receive support from officers as 

well as Vice-Chairs in terms of identifying members who want to contribute to debate 

and during votes.  

4.29 Different councils across Wales have also adopted varying approaches in terms of officer 

advice and/or contributions during council meetings, some follow a similar model to 

Carmarthenshire, whilst in others the Monitoring Officer typically provides advice to the 

Chair on constitutional matters where the Chief Executive and other senior officers 

provide clarification on technical matters of policy when requested. Similarly, there is 

variation in council constitutions with regards the relationship of the Chair’s role and that 

of the ‘Proper Officer’ (the Chief Executive in Carmarthenshire’s constitution) in receiving 

and subsequently determining the validity and acceptance of motions or questions on 

notice.  
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Recommendation 24: The revised constitution should place greater prominence of the role of 

Council Chair, in particular in receiving and determining the validity of and acceptance of 

Motions or Questions on Notice (in conjunction with the ‘Proper Officer’) 

Recommendation 25: The Council should ensure that all Committee Chairs and Vice Chairs 

undergo chairing skills training and are encouraged to participate in peer observation and/or 

coaching  

Meeting Minutes 

4.30 A number of members and public submissions expressed concern regarding the clarity 

and detail of Minutes of all formal meetings, notably the Executive Board and Council. 

Similar observations were reported in the Wales Audit Office’s Public Interest Reports.   

4.31 Inevitably organisations have to strike an appropriate balance in terms of administrative 

burden and cost, providing an accurate summary of decisions and/or discussions and 

ensuring openness and transparency.  Given the general perceptions around openness 

and transparency, the Council should review its approach to minuting of meetings. It 

should also be noted that if webcasting is extended further, the availability of information 

around the content of debate and decision-making will be more widely accessible. An 

alternative more cost-effective approach put forward by some members which might be 

explored further was to audio-record meetings, as is the practice in Mid and West Wales 

Fire Authority for example. The Review Team notes that the Auditor General notes in his 

Annual Improvement Report that there are: 

“…a number of governance issues that the Council accept need to be improved 

and is working to address…including: improving meeting minutes to show more 

clearly the detail that was discussed, any declarations of interest and recording 

where officers or members leave and/or return to meetings.” 

4.32 Whilst the primary role of minutes is to record with clarity the decisions taken, given the 

Council’s aspiration for openness and transparency, the Review Team believes that the 

Council could look at other councils’ approaches to minute taking and when a decision 

has been a matter of contention there is scope to record the arguments presented for 

and against a decision. 

Recommendation 26: The Council should review its approach to producing minutes of 

meetings.  

The input of Scrutiny Committees to the Council Agenda 

4.33 There is a strong record of Scrutiny Committees undertaking policy development work 

that can advise the Executive Board in its decisions. The current practise is that such 

reports from Scrutiny Committees are referred directly to the Executive Board. 
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4.34 It would add to the profile of Scrutiny Committees and allow consideration by all 

councillors if a limited number of significant Scrutiny Committee Reports were debated 

by Council before being referred to the Executive Board and inform Executive decision 

taking. 

4.35 At present a substantial part of the Council agenda consists of the reporting of minutes 

of Scrutiny Committees. It is not clear what value the Council can add to the deliberation 

of Scrutiny Committees through this reporting. The Review Team is aware that many 

non-executive members wish to promote the activities of scrutiny to wider council in this 

manner and for many council members the tabling of scrutiny committee minutes is an 

opportunity to allow questioning of the Executive Board on matters referred to in such 

minutes. A number of members expressed concern that Council meetings were 

disproportionately dominated by rehearsing of historical debates from previous scrutiny 

committee meetings. 

4.36 It is the view of the Review Team however that fuller use of questions and motions 

would be a more transparent means of achieving non-executive scrutiny and/or 

promotion of debate at Council meetings. It is however important that scrutiny activity is 

shared for information with the wider council. This could be achieved by tabling overview 

and scrutiny committee meetings en bloc ‘For Information’. If there is a scrutiny matter 

of significance which members wish to draw to the attention of full council, this could be 

managed through Notices on Motion, or the above proposal where significant scrutiny 

committee reports could be referred to full Council. 

Recommendation 27: Whilst the reports of Scrutiny Committees should be on the Council 

Agenda allowing further deliberation by the full Council, minutes of scrutiny committees should 

be included en bloc ‘For Information’. 
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5. Executive Board 

5.1 The Review Team met with a range of Executive Board Members as well as Shadow 

Executive Board Members and other non-executive members.  

5.2 The Review Team heard that the Executive Board had started a process of meeting in 

different locations around the county to encourage greater engagement with 

communities and community and town councils in particular. This approach was seen as 

a positive development, which other local authorities could consider adopting. The 

Review Team was also informed of emerging approaches to improving communication 

and engagement between the Executive Board and Shadow Executive Board Members, 

including proposed bilateral meetings and encouragement of senior officer dialogue with 

the Shadow Executive Board, which was deemed as illustrative of officers working across 

party divides. The Review Team welcomes these positive developments.  

5.3 The procedures and decision making processes of the Executive Board have however 

been subject to extensive external scrutiny in the recent period, notably through the 

Wales Audit Office Public Interest Reports, which made a number of specific 

recommendations including: 

“…reviewing the arrangements for determining urgent items and exempting 

reports from the public; 

emphasising the requirement to declare personal or pecuniary interests in 

decision-making forums (and the need to absent themselves when these items are 

discussed). 

reviewing the status of ‘pre-meetings’; and 

improving meeting minutes to show more clearly the detail that was discussed, 

any declarations of interest and recording where officers or members leave and/or 

return to meetings.”  

 

5.4 The above Wales Audit Office observations and recommendations chime with a number 

of concerns that the Review Team heard from a number of non-executive members and 

the public. There was a general perception that the Executive Board could conduct its 

business in a more open and transparent manner and will have to change in order to 

meet the Council’s stated objectives around openness and transparency. It should be 

also noted that a number of Executive Board Members welcomed the opportunity to 

explore reforms for improving councillor and community understanding and engagement 

in the Executive Board process.  

5.5 The Review Team outlines a number of issues and proposed actions elsewhere in the 

report, including production of guidance on urgent items, revised proformas for report 

writing regarding legal and financial implications in particular, declarations of interest and 

improvement in the clarity and detail of Council meeting minutes. 
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Transparency and Access to Information 

5.6 There was limited awareness from many members about forthcoming Executive Board 

business and in particular the Executive Board’s Forward Work Programme; the Forward 

Work Programme is available via the Council’s website but although it states that it will 

be updated quarterly, the latest online version dated from 18th November 2013.16 The 

relevance and timeliness of Scrutiny Forward Work Programmes are therefore likely to be 

affected as a result. 

Recommendation 28: The Executive Board Forward Programme should be regularly updated 

and communicated widely  

5.7 The Council could go further in terms of informing and promoting Executive Board’s 

business and discussions to the public. The ‘travelling’ Executive Board meetings are a 

good model, but these could be advertised and better promoted to encourage more 

members of the public to attend. The Review Team notes also that three authorities 

(Rhondda Cynon Taf, Swansea and Wrexham) include public questions at Executive 

Board Meetings. 

5.8 Although Carmarthenshire was the first authority to begin webcasting its Council 

meetings, a number of councils also webcast their cabinet meetings, including Torfaen 

and Wrexham. Although this would be a further administrative burden on support staff 

and it is not clear how feasible it would be to webcast ‘travelling’ meetings, the Council 

should introduce webcasting of its Executive Board meetings held in County Hall.  

Recommendation 29: The Council should promote and publicise ‘travelling’ Executive Board 

Meetings, with an option for a set time period of public questions. 

Recommendation 30: The Council should introduce webcasting of Executive Board Meetings 

held in County Hall 

5.9 The matter of determining Exempt items was raised as an issue for improvement by the 

Wales Audit Office. Clearly there are a range of reasons why authorities would determine 

that certain information or reports should be Exempt and considered in private. This is 

common practice throughout all public organisations.  

5.10 A number of authorities in Wales (such as Monmouthshire and Wrexham) are however 

working towards a more open approach where fewer items are treated as Exempt or 

where overview covering reports (often known as Part 1 reports) are in the public 

domain, providing a summary of the issues, policy or proposals under consideration, but 

                                                           
16

http://www.carmarthenshire.gov.uk/english/council/councillors/pages/executiveboard.aspx 
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a more detailed and exempt annex report (or Part 2 report) will be provided to members 

which would include the relevant confidential information.  

5.11 The Review Team were surprised that non-executive members are expected to leave 

Executive Board Meetings along with members of the press and public during the 

discussion of exempt items. The Review Team subsequently conducted a survey of other 

council approaches, and of the 17 that responded only five others adopted a similar 

approach, although one noted the approach was under review and another noted that 

Exempt items are ‘rare’. Similarly the Review Team was informed that members did not 

receive copies of Exempt reports.  Given non-executive members are not always fully 

aware of the nature of detail of the matters being considered nor the implications of all 

decisions at Executive Board Meetings, there is little scope to scrutinise or call-in such 

decisions.  

5.12 When the Review Team explored this issue further with a number of interviewees, 

concerns were raised about all members being privy to confidential and exempt 

information and there was view that not all members would act responsibly should they 

have access to such information.  

5.13 There is clearly mistrust and tensions between some members. It is critical however that 

as part of the drive towards a new approach to open and transparent governance that all 

members commit to working constructively and responsibly and any enhanced 

engagement and information sharing should not be abused. The Council should remind 

all members of their duties and expected standards of conduct; evidence that any 

member does not maintain the confidentiality of information provided by an exempt or 

confidential item should be considered as breaching the Code of Conduct and should be 

referred to the Public Services Ombudsman. 

5.14 The Review Team also heard that some members were not allowed to observe exempt 

items in other Council meetings, such as meetings of regulatory committees. The 

proposed new approach to member access to information and attendance at meetings 

should apply to all relevant Council meetings.  

Recommendation 31: The Council should ensure that all members receive information 

relating to exempt items and that non-executive members should remain for exempt items, as 

is practice at most other councils.  

5.15 A limited number of public submissions (7 out of 27) called for the publication of council 

spending over £500 or £1,000, in line with expectations in England. The Review Team 

note that whilst Monmouthshire County Council implement this approach, the Welsh 

Government has not adopted this policy in Wales and the WLGA has previously 

expressed concerns about the administrative burden and costs in the current period. In 

line with the Council’s stated ambitions around openness and transparency, however, the 

council might consider undertaking an assessment of the administrative burden such a 

policy might incur with a view to a potential departmental pilot. 
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 Non-Executive Member Questions at Executive Board Meetings 

5.16 The Review Team noted that whilst some non-executive members attended Executive 

Board meetings as observers and Scrutiny Chairs attended to present reports, there was 

no further opportunity for non-executive members to engage or seek clarification or 

further information. Nine of the seventeen councils who responded to the Review Team 

survey confirmed that non-executive members are allowed, with the permission of the 

chair, to ask questions at meetings of the Executive; for example, Flintshire allows 

Scrutiny Chairs to ask questions and Cardiff Council permits Group Leaders to ask 

questions. It is worth noting that Cardiff’s Cabinet approach to engagement, with 

commentary from opposition group leaders, is outlined in a brief video on the Leader’s 

blog.17 

Recommendation 32: Non-executive Members, with permission of chair, should be able to 

ask questions at Executive or comment on an agenda item, as is practice at some other 

councils. 

Executive Board Member Decision Meetings 

5.17 The Review Team heard from a number of non-executive members and members of the 

public who expressed concern about the transparency of Executive Board Member 

Decision Meetings. There was no apparent non-executive member witnessing of and 

therefore limited opportunity to call-in or scrutinise delegated decisions made by 

individual Executive Board Members. 

5.18  Similarly there was some confusion and lack of clarity around delegations to individual 

Executive Board Members and concerns that some individuals had significant delegated 

authority regarding funding and the distribution of grants to external bodies. The Wales 

Audit Office has for a number of years made recommendations for improving the 

Council’s grants management arrangements.  The Review Team was advised that the 

Wales Audit Office has recently completed a review of a £2m grant application and has 

made a number of recommendations for improvement. The Council have established a 

review group to respond to these recommendations. In the meantime, the Review Team 

makes the following proposal: 

 

Recommendation 33: The Council should allow non-executive members to observe Executive 

Board Member Decision Meetings. 

 

                                                           
17http://cardiffleadersblog.wordpress.com/2014/07/22/decisions-decisions-decisions/ 
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Preliminary Executive Board Meetings 

5.19 The Review Team heard concern from some non-executive members that decisions were 

typically made in preliminary meetings and ‘rubber stamped’ at Executive Board meetings 

and that ‘some Executive Board meetings last only 10 minutes’. The Review Team also 

notes that the Wales Audit Office suggested that the council should ‘review the status of 

pre-meetings’. 

5.20 The Review Team did not attend or observe any Preliminary Executive Board Meetings. 

However, it considers that the prevailing view underplays the valuable role of pre-

meetings. Lead members and executives need an opportunity and a ‘safe’ space to 

consider the feasibility and acceptability of potential policy options available before a 

policy proposal is challenged, debated and agreed in a public forum. The Review Team 

was informed that Executive Board Members had requested the introduction of a two 

week gap between the Executive Board meeting and the preliminary meeting, in order to 

allow more time to test and make changes to proposals before taking the final decisions. 

5.21 The issue of Preliminary Executive Board Meetings was explored in a balanced manner 

by the Scrutiny Task & Finish Review of the Council’s Consultation & Engagement 

Mechanisms which referred to the following extract from the Welsh Government’s 

statutory Guidance for County and County Borough Councils in Wales on Executive and 

Alternative Arrangements (2006): 

“Executive committees, sub committees or any group of executive members are not 

prevented by these regulations from deliberating in private, but they cannot conduct 

any formal business or take executive decisions during such informal sessions.  It 

may be useful for executive members for example to have informal meetings and 

discussion workshops during the preparation of a draft strategy or plan, or to 

consider a draft report from officers and give their initial reactions.  They may need 

to have a meeting with representatives of other bodies to discuss the approach to 

a particular subject.  Such meetings will be an adjunct to public consultation and 

deliberation and in no way a substitute for them.  Matters put to an executive 

committee or sub-committee must be presented and debated, as well as decided, 

in public…” 

5.22 There is however an appropriate balance to be struck in order to avoid actual or 

perceived pre-determination and a lack of transparency around Executive Board decision 

making. 

5.23 Our recommendation that there should be opportunities for non-executive members to 

question and comment on reports being considered in an Executive Board meeting would 

add substantially to open deliberation in an Executive Board meeting. Members of the 

Executive Board would need to answer critical questions and provide public justification 

for the decisions they are about to take. 
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6. Overview and Scrutiny 
 

6.1 Carmarthenshire’s overview and scrutiny arrangements are generally regarded by 

members and external agencies as being effective. The Wales Audit Office’s Annual 

Improvement Report concluded that: 

“Scrutiny members are given the opportunity every six months to question senior 

officers and to constructively challenge and debate performance. Overview and 

Scrutiny meetings are generally well managed, and the range of questions and 

the quality of challenge can be good. Although this is dependent on members 

being provided with complete high-quality information and them having the 

knowledge to enable constructive lines of enquiry to be developed.”18 

6.2 Relationships within scrutiny are constructive, both within the council and with some 

partners; the Council was an early innovator in its partnership approach with the local 

Community Health Council. The officer support for scrutiny is held in high regard by 

members and a comprehensive Scrutiny Handbook is provided to all councillors. The 

Review Team were informed that the Scrutiny Chairs and Vice Chairs Group allows the 

effective exchange of information, informed planning and also provided an interface with 

the Leader and/or Executive Board Members. Scrutiny members generally felt that 

Executive Board Members engaged constructively with scrutiny, with a number attending 

committee meetings regularly. 

6.3 The Review Team observed a number of good examples of scrutiny work produced by 

task and finish groups. Smaller more narrowly focused task and finish groups have 

encouraged constructive cross-party engagement in overview and pre-decision scrutiny 

in particular, this was demonstrated through the mature, consensual debate in Council 

on 9th July regarding social care charges.  

6.4 Whilst the Wales Audit Office notes that the ‘quality of challenge’ in scrutiny can be 

good, a number of scrutiny members described the overview and scrutiny process as 

being more effective at overview and pre-decision scrutiny, but less effective at providing 

robust challenge or holding to account of Executive Members. It was suggested that the 

scrutiny of council performance, although timetabled at 6 monthly intervals, was 

inconsistent across the council’s scrutiny committees. 

Holding Executive Board Members to Account 

6.5 It was reported that some Executive Board Members rarely attend scrutiny committee 

meetings, but it was unclear in discussions with members whether they had been invited 

or not. Some Executive Board Members however attended scrutiny committee meetings 

regularly, irrespective of whether they had been requested to attend to provide evidence 

                                                           
18 P12 WAO AIR 
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to or be questioned by the committee. Some members saw this relationship as 

reciprocally positive, demonstrating Executive Board Members’ interest in and 

commitment to scrutiny and was deemed useful for sharing information and for 

Executive Board Members to hear wider members’ views.  

6.6 Despite these benefits and the best of intentions, such a relationship is not regarded as 

recommended practice. The perpetual presence of an Executive Board Member can 

affect the dynamics and perceived independence of a Committee; the relationship could 

become too close and ‘cosy’ affecting the ability of the Committee to provide challenge 

when holding the Executive Board Member to account. Conversely, the presence of an 

Executive Board Member may unintentionally or deliberately influence or at least be 

perceived to influence debate, referred to by one member as ‘big brother watching you’.  

Recommendation 34: Executive Board Members should only attend Scrutiny Committees 

when invited by the Chair and must attend when invited. 

6.7 The general view expressed by a number of member and some officer interviewees was 

that officers tended to be subject to scrutiny more than Executive Board Members. It 

was appropriate that both senior officers and senior members should be scrutinised 

where relevant, but this view that officers were disproportionately scrutinised contributed 

to the wider general perception of an ‘officer-led’ relationship and a redefinition of 

member-officers relations was required. Similar comments were made by some members 

regarding the balance of contributions of senior officer and Executive Board Member 

contributions in Council meetings. 

Recommendation 35: Executive Board Members should present reports and answer 

questions on policy at Scrutiny Committee, supported by senior officers on matters of policy, 

procedural or technical clarification. 

6.8 The Review Team heard some differences in opinion about the respective roles of the 

Audit Committee and Overview and Scrutiny functions in the authority, and the risk of 

duplication and/or matters ‘falling between two stools’. The interface and inter-

relationship between these committees is a common issue across a number of authorities 

in Wales. Whilst it is important that the Chairs of respective committees engage in 

continued dialogue around business planning and sharing of information, given the views 

of some interviewees, the council should clarify and re-communicate the roles of each of 

the committees and, if necessary, undertake a review of the respective terms of 

references during the planned review of the constitution.  

Recommendation 36: The Council should clarify and/or review the respective terms of 

references and relationships of Audit and Scrutiny 
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Call-In 
 
6.9 The power to ‘call-in’ decisions is a key ‘back-stop’ power available to Overview and 

Scrutiny Committee members. 

6.10 Several non-executive member interviewees raised concerns about the Council’s Call-in 

process and the Call-in mechanism has never been used. There was a general view that 

Call-in was a power in name only as it was difficult for members to initiate a Call-in due 

to issues around the inconsistent availability of information about Executive Board or 

Member decisions (as covered above), but also a perception that the signature 

requirements and timescales for Call-in meant it was an unwieldy power to use.  

6.11 The Review Team concurred that the constitutional provisions were not conducive to 

successful use of the Call-in power and whilst the criteria for the scope of a Call-ins was 

broadly consistent with other authorities, the Carmarthenshire model is more difficult to 

trigger the agreement and signatures of a ‘majority of members of a Scrutiny 

Committee…a majority comprises more than half of the membership of a scrutiny 

committee e.g. 6 members of a 11 or 10 member committee)’, within a three day 

deadline. Some interviewees noted that although Scrutiny Committees were not subject 

to whipping, the above meant that members of the ‘ruling groups’ must agree to a Call-

in for it to be triggered.  

6.12 The above Call-in criteria are more restrictive than those of other authorities. This further 

contributes to the general perception held by many that the Council is defensive and 

does not encourage legitimate challenge and scrutiny.  

6.13 Although there is no consistent approach to call-in across Wales, the majority of 

authorities have a deadline of five working days and Cardiff County Council allows seven 

working days, compared to Carmarthenshire’s three day deadline. Similarly, the number 

of signatories for a call-in varies across authorities, but Carmarthenshire’s approach is 

one of the more onerous, below are some examples from other authorities: 

• Anglesey - any 5 non-Executive members  

• Bridgend - any 3 members of the Committee  

• Caerphilly – the chairman of the appropriate scrutiny committee or any 4 members 

(from more than one political group) of the scrutiny committee 

• Cardiff – any non-executive member 

• Ceredigion - any 3 Committee members or 6 non-executive members and the chair of 

the Committee 

• Conwy - 3 non-executive members of the Council.  

• Denbighshire - 5 non-executive members 

• Flintshire – Committee Chair or 4 Members of the Council 

• Merthyr Tydfil - Chair of the relevant Scrutiny Committee or any 5 Councillors (who 

are not all members of the same political party) 
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• Neath Port Talbot - 3 or more members of a relevant Overview and Scrutiny 

Committee together with the Chair (or in the absence of the Chair the Vice Chair), or 

by one third or more of the Members of a relevant Overview and Scrutiny Committee 

• Newport - any non-executive member 

• Pembrokeshire - Chairman or at least 4 members of an Overview and Scrutiny 

Committee, provided the request specifies the reasons for the call-in. 

• Rhondda Cynon Taf - any 3 Non-Executive Members 

• Swansea - Any 5% (currently 4 Councillors) of the total number of Councillors 

 

6.14 There was general sympathy from many interviewees about the need to relax the Call-in 

procedure, but there was some concern that there needed to be some proportionate 

checks in the constitution to prevent ‘mischievous’ or inappropriate call-ins and to 

maintain a healthy balance with efficient and timely executive decision-making. Some 

councils allow complete discretion for councillors to exercise their powers of call-in 

responsibly, whilst some councils have introduced criteria to manage the call-in process, 

for example Powys permits 5 call-ins per year per Committee, Merthyr Tydfil permits 3 

call-ins per committee per 3 month period and the Modular Constitution also has an 

option for councils to introduce a limit of 1 call-in per member in a three month period. A 

number of authorities, whilst allowing discretion, note that the number and nature of 

call-ins received will be kept under review.  

6.15 It is important to note that the power of ‘call-in’ should be used proportionately and 

responsibly and is a back-stop power. Call-ins are rare across local government largely 

due to the fact that most executive decisions are made following due process and have 

been subject to early consultation and dialogue with service users and members and 

following effective pre-decision-scrutiny. According to our survey 7 out of 17 authorities 

who responded have not had a call-in in the past 12 months, with 21 call-ins across the 

other ten authorities. Although Cardiff and Newport have the most relaxed call-in 

procedures, there have only been two call-ins in Cardiff and none in Newport in the past 

twelve months.  

6.16 As noted in the previous section, non-executive members should have access to 

information about Exempt Items and therefore should be in a position to Call-In any 

Exempt matters of concern. These matters would then be dealt with as an Exempt item 

with the exclusion of the press and public at the Scrutiny Committee meeting. 

Recommendation 37: The Council should revise the call-in process when developing the new 

constitution in line with least restrictive practice in other authorities and allow the call-in of 

exempt items.  

Public Questions in Scrutiny 

6.17 In line with proposals for other Council meetings, the Council should introduce a set 

period for public questions at each meeting of Scrutiny Committees. In line with our 

proposals for other committees, this opportunity to should be widely promoted and 
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should be included on the agenda even if no questions are forthcoming. Members are 

the public should be encouraged to attend and ask questions on key issues or matters 

being considered by the Scrutiny Committee at that meeting or at future meetings 

according to its forward work programme. Such practice is adopted successfully in 

Monmouthshire County Council. 

Recommendation 38: The Council should introduce a set time-period for public questions at 

each Scrutiny Meeting. 

Local Service Board Scrutiny 

6.18 As noted above, there was a concern from many member interviewees about the 

accessibility and transparency of the Local Service Board and there was an inconsistent 

view around whether and how the Local Service Board should be scrutinised.  

6.19 The Local Service Board should be subject to appropriate and proportionate scrutiny (as 

per the Local Government (Wales) Measure 2011 and in line with the aspirations of the 

Wellbeing of Future Generations Bill) to ensure democratic oversight of the development 

of the LSB’s priorities as well as scrutinising individual organisational and/or collective 

progress against the LSB’s actions and priorities.  

Recommendation 39: The Council should review its approach to scrutiny of the Local Service 

Board   
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Annex 1: List of Recommendations 

Organisational Culture, Leadership and Values 

Recommendation 1: The Council should implement a cultural change programme that 

addresses the vision and values of openness and transparency, how it undertakes its business, 

and its commitment to provide services for citizens and communities. As part of this 

programme, the council should:  

- Develop, agree and promote a set of public service and leadership characteristics and 

values that should apply to members and officers’ role descriptions; 

- Develop and establish a consistency on the respective leadership roles of elected 

members and officers;  

- Designate or establish a cross-party Constitutional Review Working Group to develop 

the new Council Constitution based on the new modular constitution and the 

recommendations from the Peer Review.  

Recommendation 2: The Council should ensure that the ongoing review of the Press and 

Media Protocol fully considers the implications of the new statutory Code of Recommended 

Practice on Local Authority Publicity in consultation with media stakeholders on the Media 

Protocol, and clarifies the Council’s policies on advertising through local media. 

Recommendation 3: The Council should review its approach to public engagement in line 

with the recommendations of the Scrutiny Task and Finish Review of the Council’s Consultation 

& Engagement Mechanisms. 

Recommendation 4: The Council should ensure that the new senior management team 
arrangements are established in accordance with a clear policy mandate for a cultural change 
programme set out by the Executive Board and Council. 

Recommendation 5: The Council should introduce and communicate revised guidance on 

report writing for senior officers who should take responsibility for drafting and checking 

relevant financial and/or legal implications 

Recommendation 6: The Council should review its approaches and issue guidance around the 

criteria for ‘Exempt’ and ‘Urgent’ Items and handling of Declarations of Interest with an annual 

register of interest for Members and any senior officers reporting to or advising Members on 

decisions. 

Recommendation 7: The Member Development Programme and Strategy should be updated 

and led by members through Democratic Services Committee. 

Recommendation 8: Member Personal Development Reviews should be led by members, with 

appropriate support from Training Managers 
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Recommendation 9: The Council should consider the appointment of a Member Development 

Lead within the Executive Board to work with Chair of Democratic Services on championing and 

coordinating member development and support. 

Recommendation 10: The Council should promote and support members’ use social media 

and provide a social media training programme.  

Recommendation 11: All members should produce Annual Reports in order to promote 

openness and transparency about the role and contributions of councillors  

Recommendation 12: The Council should communicate Business Management Group terms 

of reference to all members and external stakeholders through the Council website. 

Recommendation 13: The Council should endorse and implement the recommendations of 

the Policy and Resources Scrutiny Task and Finish Review of the Council’s Consultation and 

Engagement Mechanisms 

Recommendation 14: The Council should publish the Register of Members’ interests on its 

website 

Recommendation 15: The LSB should consider webcasting its meetings to encourage 

engagement and ensure greater transparency of decision-making. 

Recommendation 16: The LSB website should be updated to include agendas and papers of 

forthcoming meetings and an archive minutes of meetings 

Council Meetings 

Recommendation 17: The Council should produce a ‘Councillors Guide’ to the Constitution 

and ensure all members are provided with appropriate briefing/training in advance of 

introduction of new constitution  

Recommendation 18: The Council should produce a public guide summarising key aspects of 

the Constitution 

Recommendation 19: The Council should undertake a survey of councillors regarding 

preferred meeting times every two years and encourage Committees to meet flexibly at times 

convenient to the members. 

Recommendation 20: The revised constitution should allow members to ask a supplementary 

question. Members’ Questions on Notice should also be a standard item on the Council Agenda 

even when no questions are tabled. 
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Recommendation 21: The revised constitution should relax the requirement for signatories 

for Motions on Notice e.g. proposer and seconder. The constitution could include a safeguard 

such as numbers of Motions per councillor per meeting/per year.  

Recommendation 22: The revised constitution should not include the reference to allow 

Motions to be referred to another committee/Executive Board  

Recommendation 23: The Council should: 

• Promote the opportunity available to members of the public to table questions at Council 

Meetings 

• Have a standard item on the agenda for public questions even if none are tabled 

• Table all public petitions on the Council meeting agenda 

• Include a dedicated online petition page on its website 

• review its approach to monitoring attendance in the Public Gallery 

• Consider allowing the public filming of council meetings 

Recommendation 24: The revised constitution should place greater prominence of the role of 

Council Chair, in particular in receiving and determining the validity of and acceptance of 

Motions or Questions on Notice (in conjunction with the ‘Proper Officer’) 

Recommendation 25: The Council should ensure that all Committee Chairs and Vice Chairs 

undergo chairing skills training and are encouraged to participate in peer observation and/or 

coaching  

Recommendation 26: The Council should review its approach to producing minutes of 

meetings.  

Recommendation 27: Whilst the reports of Scrutiny Committees should be on the Council 

Agenda allowing further deliberation by the full Council, minutes of scrutiny committees should 

be included en bloc ‘For Information’ 

Executive Board 

Recommendation 28: The Executive Board Forward Programme should be regularly updated 

and communicated widely  

Recommendation 29: The Council should promote and publicise ‘travelling’ Executive Board 

Meeting, with an option for a set time period of public questions. 

Recommendation 30: The Council should introduce webcasting of Executive Board Meetings 

held in County Hall 
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Recommendation 31: The Council should ensure that all members receive information 

relating to exempt items and that non-executive members should remain for exempt items, as 

is practice at most other councils.  

Recommendation 32: Non-executive Members, with permission of chair, should be able to 

ask questions at Executive or comment on an agenda item, as is practice at some other 

councils. 

Recommendation 33: The Council should allow non-executive members to observe Executive 

Board Member Decision Meetings. 

Overview and Scrutiny 

Recommendation 34: Executive Board Members should only attend Scrutiny Committees 

when invited by the Chair and must attend when invited. 

Recommendation 35: Executive Board Members should present reports and answer 

questions on policy at Scrutiny Committee, supported by senior officers on matters of policy, 

procedural or technical clarification. 

Recommendation 36: The Council should clarify and/or review the respective terms of 

references and relationships of Audit and Scrutiny 

Recommendation 37: The Council should revise the call-in process when developing the new 

constitution in line with least restrictive practice in other authorities and allow the call-in of 

exempt items.  

Recommendation 38: The Council should introduce a set time-period for public questions at 

each Scrutiny Meeting. 

Recommendation 39: The Council should review its approach to scrutiny of the Local Service 

Board   
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Annex 2: Recommendations – Grouped into Responsibility for 
Action and Timescales 

 

In order to group these under different headings, the recommendations have been re-ordered 
compared to how they were published in the body of the report; the original recommendation 
number is included in brackets. 

 

Council 

Within 3 months, the Council should 

• Begin implementing a cultural change programme that addresses the vision and 

values of openness and transparency, how it undertakes its business, and its 

commitment to provide services for citizens and communities. As part of this 

programme, the council should:  

- Develop, agree and promote a set of public service and leadership characteristics 

and values that should apply to members and officers’ role descriptions; 

- Develop and establish a consistency on the respective leadership roles of elected 

members and officers;  

- Designate or establish a cross-party Constitutional Review Working Group to 

develop the new Council Constitution based on the new modular constitution and 

the recommendations from the Peer Review (R1).  

• review its approach to public engagement in line with the recommendations of the 
Scrutiny Task and Finish Review of the Council’s Consultation & Engagement Mechanisms 
(R3/13). 

• ensure that the new senior management team arrangements are established in 
accordance with a clear policy mandate for a cultural change programme set out by the 
Executive Board and Council (R4). 

• introduce and communicate revised guidance on report writing for senior officers who 
should take responsibility for drafting and checking relevant financial and/or legal 
implications (R5) 

• review its approaches and issue guidance around the criteria for ‘Exempt’ and ‘Urgent’ 
Items and handling of Declarations of Interest with an annual register of interest for 
Members and any senior officers reporting to or advising Members on decisions (R6). 

• Encourage all members to produce Annual Reports in order to promote openness and 
transparency about the role and contributions of councillors (R11).  

• Communicate Business Management Group terms of reference to all members and 
external stakeholders through the Council website (R12). 

• publish the Register of Members’ interests on its website (R14) 
•  undertake a survey of councillors regarding preferred meeting times every two years 

and encourage Committees to meet flexibly at times convenient to the members (R19). 

• Improve public engagement in council meetings and: 
- Promote the opportunity available to members of the public to table questions at 

Council Meetings 
- Include a standard item on the agenda for public questions even if none are 

tabled 
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- Table all public petitions on the Council meeting agenda 
- Include a dedicated online petition page on its website 
- review its approach to monitoring attendance in the Public Gallery  
- Consider allowing the public filming of council meetings (R23). 

• review its approach to producing minutes of meetings (R26).  
• Include minutes of scrutiny committees should be included en bloc ‘For Information’ 

(R27) 

• should clarify and/or review the respective terms of references and relationships of Audit 
and Scrutiny (R36) 

 

Constitution Working Group19 

Within three months, the Constitution Working Group should: 

• produce a ‘Councillors Guide’ to the Constitution and ensure all members are provided 
with appropriate briefing/training in advance of introduction of new constitution (R17) 

• produce a public guide summarising key aspects of the Constitution (R18) 

• revise the constitution to:  

- allow members to ask a supplementary question. Members’ Questions on Notice 

should also be a standard item on the Council Agenda even when no questions 

are tabled (R20). 

- relax the requirement for signatories for Motions on Notice e.g. proposer and 

seconder. The constitution could include a safeguard such as numbers of Motions 

per councillor per meeting/per year. (R21) 

- Remove the reference to allow Motions to be referred to another 

committee/Executive Board (R22) 

- place greater prominence of the role of Council Chair, in particular in receiving 

and determining the validity of and acceptance of Motions or Questions on Notice 

(in conjunction with the ‘Proper Officer’) (R24) 

- revise the call-in process when developing the new constitution in line with least 

restrictive practice in other authorities and allow the call-in of exempt items 

(R37). 

- introduce a set time-period for public questions at meetings of Executive Board, 

Council and Scrutiny Committees (From R21, R29 & R38) 

Democratic Services Committee 

Within six months, the Democratic Services Committee should: 

• Update the Member Development Programme and Strategy (R7). 

• Ensure that Member Personal Development Reviews are led by members, with 

appropriate support from Training Managers (R8) 

• promote and support members’ use social media and provide a social media training 

programme (R10) 

                                                           
19 Or other relevant designated cross-party member committee or working group. 
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• ensure that all Committee Chairs and Vice Chairs undergo chairing skills training and are 

encouraged to participate in peer observation and/or coaching (R25) 

 

Local Service Board 

Within three months, the Local Service Board should: 
 

• consider webcasting its meetings to encourage engagement and ensure greater 
transparency of decision-making (R15). 

• should update its website to include agendas and papers of forthcoming meetings and 
an archive minutes of meetings (R16) 

 

Executive Board 

Within three months, the Executive Board should: 

• update and the Executive Board Forward Programme and communicate it widely  (R28) 

• promote and publicise ‘travelling’ Executive Board Meeting, with an option for a set time 

period of public questions (R29). 

• introduce webcasting Executive Board Meetings (from County Hall) (R30) 

• ensure that all members receive information relating to exempt items and that non-

executive members should remain for exempt items, as is practice at most other councils 

(R31).  

• allow non-executive Members, with permission of chair, to ask questions at Executive 

Board or comment on an agenda item (R32) 

• allow non-executive members to observe Executive Board Member Decision Meetings 

(R33) 

Within six months, the Executive Board should: 

• consider the appointment of a Member Development Lead within the Executive Board to 

work with Chair of Democratic Services on championing and coordinating member 

development and support (R9). 

 

Overview and Scrutiny Committees 

Within three months, Overview and Scrutiny Committees should  

• Ensure that Executive Board Members only attend Scrutiny Committees when invited by 

the Chair and must attend when invited (R34). 
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• Ensure that Executive Board Members present reports and answer questions on policy at 

Scrutiny Committee, supported by senior officers on matters of policy, procedural or 

technical clarification (R35) 

• Ensure that the ongoing review of the Press and Media Protocol fully considers the 

implications of the new statutory Code of Recommended Practice on Local Authority 

Publicity in consultation with media stakeholders on the Media Protocol, and clarifies the 

Council’s policies on advertising through local media (R2). 

Within six months, Scrutiny should 

• review its approach to scrutiny of the Local Service Board (R39)  
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Annex 3: List of Interviewees 

Executive Board 

 

1. Cllr Kevin Madge, Leader 
2. Cllr Pam Palmer, Deputy Leader and Independent Group Leader 

3. Cllr. Jeff Edmunds, Executive Board Member (Resources) 

4. Cllr. Meryl Gravell, Executive Board Member (Regeneration & Leisure) 

5. Cllr. Mair Stephens, Executive Board Member (Human Resources, Efficiencies and 

Collaboration) 

6. Cllr. Keith Davies, Executive Board Member (Education and Children) 

7. Cllr. Colin Evans, Executive Board Member (Technical Services) 

8. Cllr. Tegwen Devichand, Deputy Leader Labour Group and Executive Board Member 

(Housing) 

9. Cllr. Jane Tremlett, Executive Board Member (Social Care & Health) 

10. Cllr Jim Jones, Executive Board Member (Environmental and Public Protection) 

 

Shadow Executive Board 

 

11. Cllr Emlyn Dole, Opposition Leader  

12. Cllr David Jenkins, Plaid Cymru Group Deputy Leader / Chair of Audit,  

13. Cllr. Gareth O Jones, Shadow Executive Board Member (Technical Services) 

14. Cllr. Hazel Evans, Shadow Executive Board Member (Resources) 

15. Cllr Glynnog Davies, Shadow Executive Board Member (Environmental & Public 

Protection) 

16. Cllr Alun Lenny, Shadow Executive Board Member (Human Resources, Efficiencies and 

Collaboration) 

17. Cllr Jeff Thomas Shadow Executive Board Member (Regeneration & Leisure) 

18. Cllr. Gwyneth Thomas, Shadow Executive Board Member (Social Care & Health) 

19. Cllr Linda Davies Evans, Shadow Executive Board Member (Housing) 

 

Other Elected and Co-opted Members20 

 

20. Cllr. Daff Davies, Chair of Council 

21. Cllr. Peter H Griffiths, Vice Chair of Council 

22. Cllr. Terry Davies, Past Chair of Council (2013-14) 

23. Cllr. Tyssul Evans, Chair, Democratic Services Committee 

24. Cllr. Deryk Cundy, Chair, Community Scrutiny Committee 

25. Cllr. Hugh Richards, Chair, Policy and Resources Scrutiny Committee & Chair of the 

Appeals Committee 

26. Cllr. Anthony W Jones, Chair, Planning Committee 

27. Cllr. Tom Theophilus, Chair, Licensing Committee 

28. Cllr. John P Jenkins 

29. Cllr Sian Caiach 

                                                           
20 Some members submitted written evidence. 
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30. Cllr. Edward G Thomas 

31. Cllr. Sian Elisabeth Thomas 

32. Cllr. Darren Price 

33. Cllr Jan Williams 

34. Cllr Gwyneth Thomas 

35. Cllr Sheren Davies 

36. Cllr Louvain Roberts 

37. Cllr Jeff Owen 

38. Cllr Alun Davies 

39. Cllr Bill Thomas 

40. Cllr Ken Howell 

41. Cllr W Gwyn Hopkins 

42. Cllr Callum Higgins 

43. Cllr D E Williams 

44. Mr Paul Stait, Chair of Standards Committee 

45. Sir David Lewis, Independent Member, Audit Committee   

 

A number of other members also attended the Member Workshop on 8th October 2014. 

 

Management Team, Senior and Support Officers 

 

46. Mark James, Chief Executive 

47. Chris Burns, Assistant Chief Executive  

48. Paul Thomas, Assistant Chief Executive 

49. Linda Rees Jones, Monitoring Officer  

50. Roger Jones, Director of Resources 

51. Robert Edgecombe, Deputy Monitoring Officer  

52. Robert Sully, Director, Education & Children’s Services 

53. Bruce McLernon, Director of Social Care and Housing 

54. Dave Gilbert, Director of Regeneration 

55. Eira Evans, Principal Democratic Services support officer 

56. Rachel Morris, Democratic Services support officer  

57. Berwyn Jones, Democratic Services support officer 

58. Bernadette Dolan, Scrutiny Support Officer 

59. Cheryl Reynolds, Scrutiny Support Officer 

60. Matthew Hughes, Scrutiny Support Officer 

61. Richard Workman, Director - Technical Services 

62. Debbie Williams, Communications Manager 

63. Marie Edwards, Training Manager 

64. Gwyneth Ayers, Corporate Policy and Partnership Manger 

 

Stakeholders 

 

65. Keith Davies AM 

66. Rhodri Glyn Thomas AM 

67. Jonathan Edwards MP 
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68. Barry Liles, Principal, Coleg Sir Gar and Chair of Local Service Board 

69. Jeremy Evans, Wales Audit Office 

70. Dr Del Morgan, One Voice Wales 

71. Marie Mitchell, Carmarthenshire Association of Voluntary Services (CAVS) 

72. Tim Burton, Assistant Police & Crime Commissioner 

73. Steve Adams, Editor, Western Telegraph 

74. Lesley Roberts, Care and Social Services Inspectorate Wales (CSSIW) 

75. Roger Thomas, Former LSB representative for Mid and West Wales Fire and Rescue 

Service 

76. Emma Bryant, Editor, Carmarthen Journal 

 

Written responses were received from: 

• Llanelli Town Council 

• Llanfihangel Aberbythych Community Council 

• Llansteffan and Llanybri Community Council 

• 27 members of the public contributed written submissions. The names have not been 

included as the Review Team provided assurance that all such submissions would be 

treated anonymously and in confidence. 
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Annex 4: Good Governance Principles 

The Peer Review did not undertake a full diagnostic assessment of Carmarthenshire Council’s 

corporate governance arrangements.  

There are a number of useful guidance notes and frameworks available should the authority 

wish to undertake a wider self-assessment or review of its governance arrangements: 

• Accountability for you  Centre for Public Scrutiny June 2013 

http://www.cfps.org.uk/publications?item=7142&offset=0  

• Delivering Good Governance in Local Government: Guidance Note for Welsh 

Authorities  CIPFA/SOLACE 2007 http://www.cipfa.org/policy-and-

guidance/publications/d/delivering-good-governance-in-local-government-guidance-note-

for-welsh-authorities  

• ELECTED MEMBER BRIEFING NOTE No. 10: Corporate governance The 

Improvement Service  July 2011 

http://www.improvementservice.org.uk/library/download-document/3412-elected-

member-briefing-note-no.-10-corporate-governance/  

• The Good Governance Guide for NHS Wales Boards21 ‘Doing it right, doing it better’ 

Academi Wales 2014 

http://leadershiplearning.academiwales.org.uk/Content.aspx?SitePageContentID=3406&SitePage

ID=4575 

Principles of Good Governance in the Public Sector 

Delivering Good Governance in Local Government (CIPFA/SOLACE 2007) 

• Openness and Inclusivity - Required to ensure that stakeholders can have confidence 

in the decision-making and management processes of local authorities, and in the 

approach of the individuals within them. Being open through genuine consultation with 

stakeholders and providing access to full, accurate and clear information leads to 

effective and timely action and lends itself to necessary scrutiny. Openness also requires 

an inclusive approach, which seeks to ensure that all stakeholders and potential 

stakeholders have the opportunity to engage effectively with the decision-making 

processes and actions of local authorities. It requires an outward focus and a 

commitment to partnership working. It calls for innovative approaches to consultation 

and to service provision. 

                                                           
21 Although this Guidance note is aimed at Local Health Boards many of the principles and approaches are relevant for local 

government. 
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• Integrity - Comprises both straightforward dealing and completeness. It is based upon 

honesty, selflessness and objectivity, and high standards of propriety and probity in the 

stewardship of public funds and the management of an authority’s affairs. It is 

dependent on the effectiveness of the control framework and on the personal standards 

and professionalism of the members and staff within the authority. It is reflected in the 

authority’s decision-making procedures, in its service delivery and in the quality of its 

financial and performance reporting. 

• Accountability - The process whereby local authorities, and the members and staff 

within them, are responsible for their decision and actions, including their stewardship of 

public funds and all aspects of performance, and submit themselves to appropriate 

external scrutiny. It is achieved by all parties having a clear understanding of those 

responsibilities, and having clearly defined roles through a robust structure. 

Accountability for you (Centre for Public Scrutiny June 2013) 

• Transparency: Putting in place an open, transparent and accurate forward planning 

process for decision-making 

• Transparency: Making public papers and background material in a way that is useful 

and understandable to a lay audience 

• Involvement: Engaging in a meaningful discussion with service users and other 

stakeholders about plans, policies and decisions 

• Involvement: Being clear about how service users and other stakeholders can influence 

our plans, policies and decisions in advance, co-designing decision-making processes and 

services with these people and setting out how they can get more actively involvement in 

ways that suit them 

• Accountability: ensuring that accountability is recognised as central to our approach to 

improvement and performance management 

• Accountability: responding constructively when those holding to account make 

suggestions for change 

• Accountability: being held to account on the extent to which we live up to the 

principles of “Accountability Works for You” 

 

  



 

Page 59 

 

The Good Governance Standard for Public Services (OPM and CIPFA, 2004)  

1. Focusing on the organisation’s purpose and on outcomes for citizens and users: 

- How clear are we about what we are trying to achieve as an organisation? Do we always have 

this at the front of our minds when we are planning or taking decisions? How well are we doing 

in achieving our intended outcomes?  

- To what extent does the information that we have about the quality of service for users help 

us to make rigorous decisions about improving quality? Do we receive regular and 

comprehensive information on users’ views of quality? How could this information be improved? 

How effectively do we use this information when we are planning and taking decisions?  

- To what extent does the information that we have on costs and performance help us to make 

rigorous decisions about improving value for money? How effectively do we use this information 

when we are planning and taking decisions? How well do we understand how the value we 

provide compares with that of similar organisations? 

2. Performing effectively in clearly defined functions and roles:  

- Do we all know what we are supposed to be doing?  

- Is our approach to each of the governing body’s main functions clearly set out and understood 

by all in the governing body and the senior executive? What does the size and complexity of 

our organisation mean for the ways in which we approach each of the main functions of 

governance?  

- How clearly have we defined the respective roles and responsibilities of the non-executives 

and the executive, and of the chair and the chief executive? Do all members of the governing 

body take collective responsibility for the governing body’s decisions?  

- How well does the organisation understand the views of the public and service users? Do we 

receive comprehensive and reliable information about these views and do we use it in decision-

making? 

3.Good governance means promoting values for the whole organisation and 

demonstrating the values of good governance through behaviour: 

- What are the values that we expect the staff to demonstrate in their behaviour and actions? 

How well are these values reflected in our approach to decision making? What more should we 

do to ensure these values guide our actions and those of staff?  

- In what ways does our behaviour, collectively as a governing body and individually as 

governors, show that we take our responsibilities to the organisation and its stakeholders very 
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seriously? Are there any ways in which our behaviour might weaken the organisation’s aims and 

values? 

4. Taking informed, transparent decisions and managing risk: 

- How well do our meetings work? What could we do to make them more productive and do our 

business more effectively?  

- Have we formally agreed on the types of decisions that are delegated to the executive and 

those that are reserved for the governing body? Is this set out in a clear and up-to-date 

statement? How effective is this as a guide to action for the governing body and the executive? 

How well do we explain the reasons for our decisions to all those who might be affected by 

them?  

- Is the information we receive robust and objective? How could the information we receive be 

improved to help improve our decision making? Do we take professional advice to inform and 

support our decision making when it is sensible and appropriate to do so?  

- How effective is the organisation’s risk management system? How do we review whether this 

system is working effectively? Do we develop an action plan to correct any deficiencies in the 

system? If so, do we publish this each year? 

5. Developing the capacity and capability of the governing body to be effective:  

- What skills have we decided that governors must have to do their jobs effectively? How well 

does our recruitment process identify people with the necessary skills and reach people from a 

wide cross-section of society? What more could we do to make sure that becoming a governor 

is practical for as many people as possible?  

- How effective are we at developing our skills and updating our knowledge? How effective are 

our arrangements for reviewing the performance of individual governors? Do we put into 

practice action plans for improving our performance as a governing body?  

- What is our approach to finding a balance between continuity of knowledge and renewal of 

thinking in the governing body? What are our reasons for this approach? Do we need to review 

it? 

6. Engaging stakeholders and making accountability real:  

- Who are we accountable to and for what? How well does each of these accountability 

relationships work? Do we need to take steps to clarify or strengthen any relationships? Do we 

need to negotiate a shift in the balance between different accountability relationships?  
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- What is our policy on how the organisation should consult the public and service users? Does 

it explain clearly the sorts of issues on which it will consult which groups and how it will use the 

information it receives? Do we need to review this policy and its implementation?  

- What is our policy on consulting and involving staff and their representatives in decision 

making? Is this communicated clearly to staff? How well do we follow this in practice? How 

effective are systems within the organisation for protecting the rights of staff?  

- Who are the institutional stakeholders that we need to have good relationships with? How do 

we organise ourselves to take the lead in developing relationships with other organisations at 

the most senior level? 

 

 


