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Political Management Arrangements 

Report of the Chief Executive 

1 Purpose of Report 

1.1 The purpose of this report is to consider a different form of political management 
arrangements to those currently adopted as a ‘fourth option’ Council to improve 
accountability, speed of decision making and scrutiny arrangements. 

2 Background Information 
2.1 The Local Government Act 2000 was aimed at modernising Local Authorities.  It 

required every Local Authority to find new ways of working which put people and 
communities first and adopt a modern framework. 

2.2 The Local Government Act proposed four options for governance for a Council the 
size of Eden.  These were: 
1) alternative arrangements through the modernised committee system which 

applies currently (available only to Councils below 85,000 population); 

2) the Executive Leader elected by the Council with a cabinet appointed by the 
Council and the Leader; 

3) an elected Mayor with a cabinet of Councillors appointed by the Mayor; 

4) an elected Mayor with an officer appointed by the Council known as the 
Council Manager. 

2.3 The recent Local Government & Public Involvement in Health Act 2007 makes 
provision for changes to governance which amends the above models. 

2.4 The new Act requires any Council which operates executive arrangements to 
operate one of the following models: 

• Leader/Cabinet Executive 

• Mayor and Cabinet Executive 

• Elected Executive 
The key features of each executive model are as follows: 

Leader/Cabinet Executive - A Councillor elected as leader for a four year term and 
two or more Councillors appointed to the Executive by the Executive Leader.  
(There will be a requirement for the Council to do this in 2011 under current 
proposals). 
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Mayor and Cabinet Executive - A directly elected mayor who appoints two or more 
Councillors to the Executive. 

Elected Executive - A leader and cabinet who are all directly elected to the 
Council’s Executive. 

2.5 The Act also makes provision for the retention of alternative arrangements for small 
District Councils along with the process to move from alternative arrangements to 
executive arrangements.  Of a total of 388 Councils in England only 54 operate 
under alternative arrangements. 

2.6 Councils were required to consult on the preferred option and if either the mayoral 
options were to be established a referendum would be required. 

2.7 In adopting whatever form of governance was thought to be appropriate local 
authorities had to have regard to a method which would secure continuous 
improvement and meet the three principles of efficiency, effectiveness and 
economy.  These factors will remain significant in the consideration of changing the 
form of governance this Council may wish to adopt. 

2.8 The Council undertook extensive consultation and decided to adopt the Alternative 
Arrangements - Modernised Committee system as its preferred approach.  In 2002 
the Council adopted its constitution to take account of this approach. 

2.9 The Council’s constitution enshrines the decision making framework which is known 
as alternative arrangements and are viewed as comprising the modernised 
committee system.  The adoption of alternative arrangements followed a period of 
consultation with members of the public and various interested parties.  The 
majority of the representations from the public, staff, parish councils and Members 
themselves favoured the establishment of alternative arrangements. 

2.10 The Council’s constitution established four policy committees, one Scrutiny 
Committee, the Standards Committee and two regulatory or quasi judicial 
committees.  Each committee has a prescribed number of places. 

2.11 As Members will be aware the Council undertakes an annual review of its 
constitution and the review takes account of various amendments/ improvements 
that have become necessary to enable the constitution to run more effectively. 

2.12 The Government has recently issued a White Paper in relation to the future of Local 
Government and this will need to be taken into account in any amendment to the 
political management arrangements. 

2.13 The White Papers impact has been somewhat reduced on this Council following the 
Governments decision to not adopt a unitary county approach in Cumbria but 
nonetheless these are some issues, such as Councillor Call for Action (CCFA) that 
will have an impact in the future.  However, these should not prevent the Council 
reviewing its current arrangements. 

2.14 In reviewing its arrangements the Council must ensure the arrangements are 
sufficient and appropriate to meet the local situation.  If the Council wishes to 
change its method of governance a consultation process will need to be undertaken 
involving the electors and interested parties similar to that previously undertaken. 

2 



3 Current Position 
3.1 The Council, as an authority below the 85,000 population mark, adopted alternative 

arrangements which enabled them to retain a committee system, with a Scrutiny 
function. 

3.2 The adoption of ‘Joint Leader’ model is unique among Local Authorities in not 
having a single leading Member.  Most other authorities, even those controlled by 
an Independent Group operate on the basis of a single group leader nominated 
from that Group. 

3.3 The Joint Leader model made up of the four Chairman of the major Committees 
have no executive powers and, as such, need to refer their recommendations to 
either the appropriate policy committee or Council. 

3.4 The single Scrutiny Committee, which each authority is required to have, acts as an 
audit committee and a policy review committee by selecting the topics it wishes to 
consider at the start of the year.   It also acts in relation to performance monitoring 
and governance issues. 

3.5 The Council also operates the regulatory committees of Planning, Licensing and 
Standards and these would remain unchanged under any change in political 
management as these are prescribed by the Local Government Act. 

4 Assessment of Current System 
4.1 In looking at the current system there are a number of strengths/weaknesses.  

These are: 

Strengths 

1) There is a greater involvement of all Members in debate/discussion in policy 
decisions. 

2) The Committee system is more democratic in it involves more Members in 
making decisions. 

3) It is an established and understood Committee format. 

Weaknesses 

1) It is less accountable in that Members make ‘collective’ decisions and very 
little personal accountability. 

2) Officers are less accountable in that decisions can be referred to Committee 
and not taken under delegated powers etc. 

3) Slow decision making process due to length of committee cycle and possibly 
having to refer to a number of Committees. 

4) Current scrutiny function is too wide ranging and not focussed on 
improvement, policy development or scrutinising decisions. 

5) Lack of clear political direction due to Joint Leader/Chairman having the 
potential to act as an individual and not as a part of the collective leadership. 
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6) Regarded as being outdated and the sign of an outmoded and un-modernised 
Authority. 

7) Current legislation and Government thinking is based on executives and not 
modernised Committee structures. 

8) Unable to nominate/delegate a Member to act. 

9) It is seen as being Officer driven. 

4.2 With the Council’s current financial situation and the need to be able to respond to 
the new initiatives from the enhanced two-tier arrangements and governments most 
recent White Paper, the Council should take the opportunity to review and consider 
changing its political management arrangements. 

4.3 Any new arrangements must: 
i) Provide clear political direction. 

ii) Speed up decision making. 

iii) Create greater accountability for decisions for both Members and Officers. 

iv) Provide a more effective scrutiny of Council decisions and performance. 

v) provide residents with clear understanding of political responsibilities and 
decision making. 

vi) Bring value for money and efficiency to the process. 

4.4 In looking at a way forward the proposals consider an Executive/Scrutiny and 
Standing Committee approach.  The scope and definition of these terms and 
functions are set out in Appendix 4. 

5 Proposed Way Forward - Leader/Cabinet Model 

5.1 The proposed way forward is to adopt a Leader/Cabinet model which would be 
focussed around the Council’s corporate priorities. 

5.2 The Council would elect a Leader, usually from the majority party, who would 
appoint a Cabinet/Executive Board. 

5.3 The proposal is that the Council adopt an Executive Board (who will act as a 
Cabinet) of seven Members to reflect the Council’s corporate priorities.  The 
Executive would be made up of Leader, Deputy Leader and five other Members.  
The portfolios would be made up as follows: 
1) Leader - Strategic & Community Leadership, external relations 

2) Deputy Leader - Resources Portfolio 

3) Economy 

4) Housing 

5) Environment and Sustainability 
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6) Community Services 

7) Performance and Improvement 

5.4 The detailed breakdown is set out in Appendix 1 showing relationship with 
corporate priorities and services within each portfolio. 

5.5 Each portfolio holder would have, in consultation with the relevant Director/Head of 
Service have delegated responsibility for day-to-day decisions. 

5.6 The Executive Board would make decisions which are within Council policy and 
budget but would have to refer any decision outside the budget and policy 
framework to Council. 

6 Proposed Way Forward - Scrutiny Function 

6.1 By adopting the Leader/Cabinet model there is a need to revise the Council’s 
Scrutiny function.  There is a need to: 

a) ensure the Executive is fully accountable for decisions. 

b) enable scrutiny to act as an ‘improvement’ group for Council related to 
performance and governance. 

c) help policy formulation and development. 

d) respond to the new requirements of Scrutiny as set out in the Local 
Government Act. 

6.2 To achieve this, the proposal is to create four Scrutiny Panels made up of the 
remaining thirty-one Members of Council with a Scrutiny Co-ordinating Board 
managing the workload of the Panels. 

6.3 The scrutiny function would operate as follows: 

1) Scrutiny Co-ordinating Board 

  This would be made up on the four Panel Chairmen with the Chairman of the 
Scrutiny Co-ordinating Board being appointed by full Council.  The Chairman 
of the Scrutiny Co-ordinating Board would also chair one of the Panels.  The 
Chairman of the Scrutiny Co-ordinating Board would be a member of 
opposition group with the other three Chairmen appointments based on 
political proportionality. 

  The Board would meet at least four times a year to: 

i) agree the programme of work for the Panels; 

ii) monitor the progress of each Panels work; 

iii) discuss and agree whether to progress any referrals for Scrutiny Review 
from Executive, outside bodies or general public; and 

iv) arbitrate on any issues/overlap of work between Panels and agree any 
joint reviews requested by Panels. 
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The workload would be determined by either: 

a) area of poor performance within Council (determined by target or 
objective); 

b) recommendation by public or outside body; 

c) requests from Executive; or 

d) to fulfil the role of scrutinising external partners. 

  Consideration of Councillor Call for Action would also have to be included in 
the new arrangements. 

2) Performance Panel 

  This would focus on the Council’s performance against its targets, finance and 
improvement targets.  It would meet at least quarterly and review reports from 
Management Team and make recommendations to the Executive as required.  
It would also refer specific service items to the appropriate Panel for them to 
investigate further if appropriate. 

  The Panel would be supported by the Director of Policy & Performance and 
the Performance Officer. 

3) Governance Panel 

  This would focus on governance issues and would cover the audit functions 
required of the Council.  It would meet quarterly linked to appropriate 
audit/governance reporting.  It would address issues relating to: 

i) Annual Governance Statement 

ii) Risk Management 

iii) External Audit/Inspection 

iv) Internal Audit 

v) Final Accounts 

vi) Use of Resources 

The Panel would make recommendations to the Executive and would 
undertake further investigation if they so wished. 

The Panel would be supported by the Director of Finance and relevant staff. 

4) Environment and Economy Panel 

This would cover issues relating to these two portfolios and deal with 
scrutinising decisions made by the Executive members. 
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5) Housing and Community Services Panel 

This would cover issues relating to these two portfolios and scrutinising 
decisions made by the Executive members and would be the body to take on 
the new role of scrutinising crime and disorder matters. 

6.4 The four Panels would be made up on the following number of Members: 

Performance Panel 8 Members 
Governance Panel 8 Members 
Housing and Community Panel 7 Members 
Environment and Economy Panel 8 Members 

6.5 This approach would mean that there would be an increase in meetings with a 
possible increase in resource, although in relation to the Panels there would be 
more focussed Officer support which would reduce some Officers’ attendance. 

6.6 Also in relation to the Panel’s work, the Members would have a more active role in 
undertaking work. 

6.7 The approach is set out in Appendix 3 attached for Members information. 

6.8 The Scrutiny Panels would be made up of elected Members only with the power to 
co-opt expert advisors related to specific pieces of work or reviews. 

6.9 This would enable the Panel to have the appropriate skills relative to the work they 
are undertaking. 

6.10 These advisors would be recruited as required from the local area and would have 
no voting rights or powers but would act in a consultative capacity only. 

7. Way Forward - Standing Committees 

7.1 There would, as under any model, be a need to retain certain Committees and 
these would be: 

• Planning 

• Licensing 

• Standards 

7.2 These would operate as at present with Members drawn from the Non-Executive 
Members.  The detailed operation of these Committees would largely remain 
unchanged with some amendment to the remit of Standards Committee to link to 
the Governance Panel and reflect its enhanced role in relation to local 
assessments. 

8. Way Forward - Other Committees 

8.1  There are a number of other Committees/Sub-Committees that the Council 
currently operates and these would need to be reviewed as to whether they were 
required. 
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8.2 Most of these Committees meet on an as required basis (Housing Appeals etc) and 
are demand led. 

8.3 There would be a need to adopt a HR Sub-Committee to deal with appeals etc and 
also the need to retain the Joint Consultative Committee (JCC) which would link to 
Resources Portfolio holder and is a Joint Member/Unison/Officer Committee. 

8.4 The minimum amount of additional Committees/Sub-Committees would be 
established or retained. 

8.5 Once the restructure is agreed there would be a need to review member allowances 
to take account of the changes.  This would be undertaken by the Independent 
Remuneration Panel. 

9. Timescale 

9.1 As outlined earlier, if the Council are to adopt this approach then the target date 
should be the AGM in May 2008. 

9.2 There will be a requirement to consult both electors generally and interested parties 
on the proposal and the extent and detail would need to be determined. 

9.3 In addition there would be a need to revise the constitution to take account of the 
change and the re-modelling of meetings and Committees. 

9.4 Therefore the proposed approach is: 
Management Team November 2007 
Joint Leaders (to clear for consultation) January 2008 
Council February2008 
Detailed work undertaken 
Council AGM - Agree to new structure and implementation plan May 2008 

9.5 This is a very tight timescale and will need to be resourced to achieve what is 
required and other work may be delayed. 

9.6 Should Members agree to change the current arrangements, the detailed work in 
preparing the new constitution would be undertaken by the Director of Corporate & 
Legal Services in conjunction with the Chief Executive.  It is further proposed that 
the Member Strategic Advisory Group would act as the working group to advise on 
the arrangements. 

10. Cabinet Formation 

10.1 If the Council adopt a Cabinet/Leader model then there are a number of options in 
forming a Cabinet.  These are: 
1) Single Party Cabinet - This is where the single largest political group select 

Leader and Cabinet and the Cabinet is all from one party. 

2) Coalition Cabinet - This is where there is no overall political majority (Hung 
Council) and where two (or more) parties form an alliance to take control of 
the Council and then the Cabinet is made up of those coalition Members, 
often based upon the proportionality of Members within the coalition. 

3) Alliance Cabinet - This is where there is all party involvement in the Cabinet to 
manage to a common agenda.  The Leader would normally be from the 
largest group and the Cabinet based upon a proportionality approach with all 
groups who have more than single member represented. 
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10.2 In the current Eden District Council position, the Single Party Cabinet is not an 
option as the Council has no single party in control. 

10.3 The Council will need to consider if it agrees to this approach which option it wishes 
to adopt that will be the most effective method for this Council. 

11. Financial Implications 

11.1 If the Council were to change its form of governance there would need to be a 
financial assessment of cost.  The key areas of potential expenditure are in scrutiny 
support, member allowances and democratic services support costs. 

11.2 Also, if there is a need for formal consultation this would incur a one-off expense 
dependent upon the approach adopted. 

11.3 The revised allowances of Members may increase costs dependant upon the 
outcome of Independent Remuneration Panel. 

12. Legal Implications 

12.1 The Council would need to comply with the requirements of the Local Government 
Act 2000, and any new provisions to be enacted in the Local Government and 
Public Involvement in Health Act 2007 changing the method of governance. 

12.2 The process of changing to an Executive involves undertaking the consultation 
exercise and then drawing up proposals which include a timetable and any 
transitional provisions.  The Council must have regard to how the proposals will 
assist in achieving continuous improvement.  The Council would have to comply 
with any directions given by the Secretary of State and forward the prescribed 
information to her.  The proposals must be implemented in accordance with the 
timetable. 

12.3 Any changes would need to be built into a revised constitution which would need to 
meet all relevant governance requirements. 

13. Risk Management 

13.1 The Council needs to ensure that its arrangements to manage the Council’s 
business are appropriate and meet the needs of the current situations the Council 
faces. 

13.2 The key risk of any change is that it does not improve the decision making 
processes of the Council, there is Officer and Member resistance and there is less 
accountability within the system. 

13.3 The constitution should provide suitable safeguards to ensure propriety, 
transparency and accountability.  An Officer and Member training and development 
programme would need to address any other issues. 

14. Reasons for Decision/Recommendation 

14.1 To ensure the Council has the appropriate political management structure to 
address the current issues it faces and its future development. 
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15. Recommendation 

15.1 It is recommended that: 
15.1.1 The Council decide whether to change the existing method of governance. 

15.1.2 If it is agreed to change, a preferred governance model should be identified. 

15.1.3 If a Leader/Cabinet option is preferred the option Members wish to pursue 
should be identified. 

15.1.4 If a change in the method of governance is agreed, the Chief Executive and 
Director of Corporate & Legal Services be authorised to undertake all the 
necessary preparatory work, including consulting with interested parties, to 
enable the change to occur and preparing a revised Constitution for 
consideration by Council. 

15.1.5 The Member Strategic Advisory Group be appointed at act as the Working 
Group to act in an advisory capacity in relation to new arrangements and 
constitution. 

Kevin Douglas 
Chief Executive 

 



Appendix 1 

  Portfolio 

 Executive Board (7)  

 Leader of Council 

Strategic & Community Leadership 
External Relations 
Executive Oversight 
Strategic Partnerships 

 Resources 
(Deputy Leader) 

Finance & Management 
Revenues & Benefits 
Governance & Audit 
IT and HR 

 Economy 

Economic Development 
Tourism 
Planning (Policy) 
Property Management 

 Housing 
Strategic Housing/Affordable Housing 
Housing Client Services 
Homelessness 

 Environment & Sustainability 

Transport and Car Parks 
Environmental Health 
 Environmental Policy 
Waste and Recycling 
Client Services (Operational Services) 

 Community Services 
Cultural Services (inc Sport & Leisure) 
Community Safety 
Parish Liaison 

 Performance and Improvement 

Customer Services/Access to Services 
Equality and Diversity 
Performance Management 
Improvement Agenda 
Partnerships 
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Appendix 2 

1 

Council 
(38) 

Executive 
(7) 

Planning 
(9) 

Licensing 
(9) 

Standards 
(9) 

JCC 
(3) 

HR Appeals etc 
(3) 

Scrutiny Co-ordinating Board 
(4) 

Made up of Chairs of Scrutiny Panels 

Environment 
& Economy 

Panel 
(8) 

Performance 
Panel 

(8) 

Complaints 
(3) 

Housing & 
Community 

Panel 
(7) 

Governance 
Panel 

(8) 

act as Audit 
Committee 

Member 
Remuneration 

Panel 



Appendix 3 

Scrutiny Co-ordinating Board Membership 

4 Chairs of Scrutiny Panels 
Chair appointed by full Council 

Governance Panel 
(8 members) 

Environment & 
Economy 

(8 members) 

Housing & 
Community Services Performance Panel 

(8 members) (7 members) 

Lead Officer: 
DoF 

Lead Officer: 
Scrutiny Officer 

Lead Officer: 
DPP 

Lead Officer: 
Scrutiny Officer 

 
 
 

Revised Scrutiny Arrangements 
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Appendix 4 

1 

Decision Making Process 
 
The Council makes decision in one of four ways: 
 
Council All Members meet as the Council and decide: 
 

1) The Overall policy, particularly statutory plans 
2) Set the budget and Council Tax on an annual basis 
3) May question performance and decisions of the Executive and other 

bodies of the Council 
 
Executive Made up of Leader, Deputy Leader and five other Members, all of whom 
Board  are appointed by Council.  The Executive Board are responsible for the 

day-to-day decisions. 
 
  The Executive Board makes decisions which are in line with the 

Council’s overall policy and budget.  Any decision outside the budget or 
policy framework must be referred to the Council as a whole for them to 
decide. 

 
Scrutiny The Scrutiny Commissions support the work of the Executive Board and 
Commissions the Council as a whole.  Scrutiny undertakes the following roles: 
 

1) Monitors the decisions of Executive Board and has ability to ‘call-in’ 
decisions. 

2) Advises our policy, budget and service delivery through reviews and 
reports to Executive. 

3) Executive Board may consult Scrutiny on forthcoming decisions and 
development of policy. 

4) Independent assurance of governance arrangements including risk 
management, financial and non-financial performance and financial 
reporting. 

5) Considers and refers as appropriate Councillor Calls for Action. 
6) Undertakes external scrutiny. 

 
Statutory The Council has a number of Committees that are prescribed by 
Committees legislation.  These are: 
 

1) Planning Committee - which decides on any planning applications 
submitted by residents/businesses etc. 

2) Licensing Committee - which decides on a range of licensed 
activities including liquor licences, taxi, betting shops etc. 

3) Standards Committee - which considers the conduct of Councillors 
and the Council’s Code of Conduct. 

 
These Committees are not comprised of Members from the Executive Board but is made 
up from Members of the remainder of Council. 
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