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Governance Development Committee
Minutes 
	Date
	25 January 2021 
	Time 
	10 am 

	Venue
	Zoom 

	Chair
	Kevin Cowley 

	Membership Kevin Cowley (Chair of Committee), David Smith, Rebecca Conroy, Andy Vincent, Gill short, Catherine Manning 

Attendance Mia Bryden, Director of Governance 

	Apologies: 


	
	Item
	Action

	
	
	

	1) 
	Apologies

No apologies were noted. 
Andy Vincent joined at Item 10.
	

	2) 
	Declarations of Interest 

There were no declarations of interest. 
	

	3) 
	Minutes of the meeting of 2 September 2020

THE MINUTES OF THE MEETING OF 2 SEPTEMBER 2020 WERE AGREED AS A TRUE AND ACCURATE RECORD. 
	

	4) 
	Matters Arising 

Matters arising were noted as per the cover paper. 

The CEO confirmed a quality monitoring programme is being developed, up until June 2021, which will include Governors (including co-opted and local College Board members) being invited to participate in college activities online, including, but not limited to, virtual 'learning walks' and PPRs. Feedback from the annual conversations with the Chair was also discussed in this item, and the CEO agreed for APs, with EDSPE support, to run a series of short 'campus (including Newhaven) and town history' style sessions for newer Governors. However, all Governors, co-opts, and local Board members will be welcome to attend. Gill offered her support in the Lewes session.

Action: CEO to organise briefing sessions 
	Rebecca 

	5) 
	Membership & Recruitment 

1. Renewals

No renewals. 

2. Resignations & Exit Interview 

Suzanne Green resigned in November 2020 due to personal reasons. Suzanne has not returned an Exit Interview. This has been followed up three times. The Committee agreed no further action is required.
3. Student Governors 

The Board approved, via written resolution, the following appointments. 

Main Board 

1. Alexandra Cheeseman 

2. Zoey Bryant 

Local College Boards

1. Hannah Cheeseman - Eastbourne 

2. Kobe Piper - Eastbourne 

3. Amelia Tradewell - Lewes 

4.  Daniel Smith- Hastings 

5. Savannah Scott - Hastings 

Curriculum & Standards 

1.Lois Hilton

There is more on this at item 6. 
4. Governor vacancy

Suzanne Green's departure has left a vacancy on the Main Board, the HR and the Curriculum and Standards Committees. At the Chairs Meeting in November 2020 it was suggested that a new member of the Eastbourne College Board be approached to undertake a skills audit to ascertain their suitability as a replacement. The member has declined the invite at this time preferring to remain on the ECB. 

Gill notified the Committee that Sue Dehr might be interested in applying for membership. The Chair of the Board urged caution about the FEC's view of the Board previously 'handpicking' Governors.  The Committee did not feel there was an urgent need to fill this vacancy at this time, but an open recruitment process will be carried out when the time comes. 
5. ARC, HR and C&S Composition 

The ARC, HR and C&S Committees are carrying vacancies (as per their composition in agreed TOR): ARC 2 co-opted vacancies, HR Committee 1 Governor (will be 2 post July 2021) and 2 co-opted vacancies and C&S 1 Governor vacancy and 2 co-opted vacancies. 

The Committee felt the ARC vacancies needed prioritising, although the Governance Development Committee felt it might only need one additional member.  The Chair of the Board asked the DoG to speak with the Chair of ARC about their FEC recommended mentor and their role in membership.
It was also suggested to look at Transformation Committee membership to see if there are any skills and expertise that could be aligned to ARC.  The DoG advised this had been briefly explored with the ARC Chair.  The current membership of the Transformation Committee only includes one IG who is not already on either ARC or Finance (This is Jo Rogers) and one co-opted member (Charles Dudley- experienced consultant advising on transitional planning and arrangements) both of whom are likely to be required on any 'Project Board' see item 9. 

The DoG noted that in conversation with the Chair of the ARC Committee, a request had been made to reach out to local accounting firms. The Chair of the ARC Committee has also suggested search activity could be targeted at the Finance Director at East Sussex Healthcare Trust and/or Finance Director /senior officers within the five local government districts. 

The Committee felt there was less urgency to recruit to the HR Committee and C&S Committee vacancies. 

It was agreed that attempts would first be made to recruit to roles via co-opted appointments and then for the Governance Development to explore the paid 'specialist advisors' route if necessary. 
6. Link Governor Vacancy – EHW

Suzanne Green's departure has left a Link Governor vacancy in Staff and Student Emotional Health and Wellbeing. The Committee felt that on reflection, there is sufficient coverage of this area within the remits of the Safeguarding, PREVENT and SEND and the Equality, Diversity and Inclusion Link Governor roles. 
The Committee revisited the Student Link Governor role and felt this role was more pertinent at this time, given discussions under item 6. Mark Fisher was discussed in relation to his role, given his experience and interest and positive comments made by a current Student Governor being buddied by Mark. 

Gill raised comments by candidates at the Deputy Principal interviews about Curriculum Link Governors. It was agreed to keep this on the table for future discussion. 
7. Additional member for P&R 

The Chair of the Performance and Remuneration Committee has asked for another Governor on the Committee. Mindful of a gender, skills and experience balance a new female Governor is preferred. Catherine Manning has been proposed and has accepted in principle, but is mindful that she has also been approached to join the Lewes Local College Board by the Chair. This conversation was superseded by discussion at Item 9 and the proposal to merge Governance Development and Perfomance and Remuneration Commitees. 
8. Co-opted Member Madina Tash Finance Committee 

Madina's first term of office expires on 25.03.21. Having served her 2-year renewable term of office she is eligible for a second term of office. The Chair of the Finance Committee has discussed with her, and she would like to continue in the role. 
This discussion was put on hold until discussion at item 9. 
	

	6) 
	Student Governor / Member Induction & strengthening student voice 

The Student Governor and Member induction presentation has been co-designed by the DoG and the current Student Governor. Seven of the eight students have confirmed their positions.  Inductions are scheduled 10 February 2021. They will also be introduced to the Chair on this date.  Not all Student Members have confirmed their positions so as yet an induction has not been arranged. However, Student Members who have confirmed their positions have been provided with an introduction with their Local College Board Chairs/Chair of C&S, respectively. 
Student Governors and Student Members have also been notified of Student Governor induction, training and events via Unloc.Online Student Governor Hub and encouraged to register, with support from the Governance Office offered. 
The Committee were in favour of the DoG's proposal to create a Student Voice Focus Group, or similar forum, to strengthen student's voice. All agreed this should not be a Committee within the Governance structure. 
This forum would comprise all Student Governors and Members, supported by the DoG and a Governor. It may be that several Governors wish to be involved, in which case the forum could operate their involvement on a rota basis.   The forum would receive the non-confidential Board papers for discussion. The forum would also act as an informal feedback mechanism from the Student Council and Union meetings, supporting two-way communications between the Board and learners. It is hoped this approach will support Student Governor and Member engagement and lend a real sense of ownership and assist the Board to understand the needs and aspirations of learners better, thus keeping their voice at the heart of Board decision making. 

The DoG advised the Committee that Sandra Prail, NLG, has urged the Committee to be mindful that whatever the outcome of this discussion is, to not underestimate informal discussions with the Student Governors and Members.
It was suggested the newly appointed Deputy Principal should support this forum. 
Resolution 
It was agreed for the DoG to talk to Mark Fisher about the Student Voice Link Governor role.

It was agreed for the DoG to canvas interest amongst Governors to participate in this Group.
It was agreed for the DoG to set up a scoping meeting with interested Governors and Student Governors and Members.
	

	7)
	Annual Chair conversations and training to date  

Annual Chair conversations
The annual conversations were held via Zoom between 1st and 14th December 2020, and a full summary of recurring themes/issues/ideas was discussed.

1. The Committee fully supported encouraging the CEO and Exec Team to continue the process of taking greater control of the recovery journey and the subsequent strategic development plan ('rebalancing governance and leadership') 

Committee effectiveness feedback at item 8 demonstrates some progress made in this area already, with comments made about agendas shifting from an operational to a more strategic focus. 

It was acknowledged that building two-way trust and confidence would continue to be a journey. The CEO is working on a set of proposals for the roles and remits within her senior leadership team (to be presented to the Performance and Remuneration Committee in March 2021). They are a range of ways the Committee will assess and reflect progress in this area, from both a governance and leadership perspective, including self-assessment activity. 

The Chair of the Committee talked about the importance of the CEO exploring coaching opportunities for the senior leadership team. 

2. The Committee fully supported identifying a relevant set of 'thorny' performance issues for 'deeper dives' 
It was suggested to undertake the deeper dives as follows:

· Apprenticeships and apprenticeship levy – joint session outside of formal Committee structure for HR and C&S Committees'
ACTION: Timeframe to be agreed with the CEO/ EDSPE

· Aspects of post-merger HR – we just say HR Committee 
ACTION: Timeframe to be agreed with the CEO/ Exec Dir of HR

· Strategic communications – CEO to set up a College led Task and Finish Group with Governor participation.   
3. The Committee fully supported the need to maintain momentum on streamlining governance. Actions to progress are already contained within the Governance Improvement Plan. 
4. The Committee fully supported a commitment for search activity to fill gaps BAME; Audit, Risk and Compliance; HR; Curriculum and Standards as discussed under item 5 of the agenda. 
5. The Committee fully supported developing a plan for Estates Project Board – as per item 9 of the agenda. 
6. The Committee fully supported considering more integrated/bilateral committee work, as per item 9. 

The Committee inter-agency form was noted to have been working well, particularly between ARC and Committees to draw their attention to auditing matters. Committee Chairs are encouraged to work closely together outside of meetings, ARC and Finance Committees were given as positive examples of this, and another suggested for HR Chair and C&S Chair regarding issues relating to the quality of provision and staff CPD. It was noted that the Chairs Committee had created an informal space for integrated/bilateral committee work. Opportunities to extend this sort of activity will continuously be explored. 
7. As per the discussion at Item 1 there will be a familiarisation programme for Governor with College campuses and their contexts. 
8. The Committee fully supported the Student Governors request for Committees' and the Board to understand 'the student experience' beyond the classroom. Gill Short suggested the local College Board could support in this area. The proposed Student Voice Group, discussed at item 6, will also support this.  
Mandatory Training

The DoG advised several Governors have not yet completed mandatory training. All were reminded during their annual conversations and asked to ensure this is undertaken before the RSM Governance Audit. Governors have been reminded that prior learning will be accepted so long as evidence is provided that training has been undertaken and passed within the last two years.  


	Mia and Rebecca 

Mia and Rebecca 

	8)
	Committee effectiveness feedback

The Committee looked at Board and Committee effectiveness feedback from September 2020 to December 2020, acknowledging that this has been incorporated into the Governance Improvement Plan. 
Agenda and papers are generally sent through seven days in advance, except the HR Committee (13 October), C&S (16 November) and Transformation Committee (18 November) were additional papers followed. Still, delays were not noted to have had a considerable impact on the effectiveness of the meeting. The CEO said the Exec Team has become more organised regarding papers out dates and advised the Committee to expect improvements in this area. 
Papers are written with clarity but remain too long and detailed. This is particularly true of the Transformation Committee which contains lengthy documents that could be better summarised with signposting to optional reading. There has been a marked difference in the quality of papers presented to the ARC and Finance Committees in 2020.  The CEO advised the CFO has skills in report writing and will support other members of the Exec Team.
Significant improvement in the reduction of paperwork is noted in the December Board meeting compared to the September meeting. The Executive Team report was well received. 

The Executive Team has expressed frustration about mixed messages about the level of detail and background information expected in papers. 
The new hyperlinking system within Boardpacks has had a mixed response, with some Governors unable to access papers on their devices. This is a system operating issue mitigated by including both hyperlinks and a word/pdf copy of the document, which is felt to be working. 

Feedback is without exception positive about the issues considered at meetings, and members feel they have all the information they need to participate in discussions. 

Timings are generally right, with some meetings continuing to overrun – but this is very much the exception and not the norm.

There has been no dissatisfaction expressed to the DoG about any decisions reached in meetings. 

Not all Governors contribute in Board meetings but are active members of their Committees. 

Chairing is without exception, praised as being effective. 

Generally co-opted members say they feel more engaged in Board business, with Board correspondence being extended to them, where appropriate. The new co-opted Governor on Transformation Committee is noted to be making a considerable impact. 

Regarding the Finance Committee, there has been some feedback that the Committee is currently too focused on operational issues. A co-opted member has provided the Chair of the Committee with examples of debt structure and framing a policy for operating surplus targets over the long term.  The Co-opted Member would also like to focus on income generation issues (as this is the key driver operating surpluses).  The Chair was considering the feedback and asked for this to be shared with this Committee also. He has advised the Co-opted Member in the short term (3-6 months) the Committee will also still need to keep some focus on operational issues until a permanent CFO settled in and whilst the College is still under FEC monitoring.

	

	9)
	Committee structure – review and reshape beyond March 2021 

It is still the FEC team's view that the ESCG Board operates too many formal committees – and several Governors, though by no means all, agree.

Resolution 
It was agreed to propose: 

To retain:

· Curriculum and Standards Committee and seek to boost membership as previously discussed

· Audit, Risk and Compliance Committee and seek to boost membership as previously discussed

· Finance Committee
· HR Committee – remains necessary and appropriate for the time being. Seek to boost co-opted or contracted extra capacity.  The Committee will need a new Chair post July 2021.  It was proposed to retain for the rest of the academic year but to consider longer-term benefits of a broader Committee. This will become a  'People and Culture Committee' which will include wellbeing and safeguarding elements. 
· Local Boards: there remain differences of opinion between the current three Chairs of local boards on both the span of issues for the Boards to consider and the makeup of membership. At this stage in the recovery journey, the pragmatic way forwards appears to accept that each College campus is operating in a different context, accept the differences and ensure a reasonable and equitable amount of support for each Board. It was proposed to review working arrangements during the 2021/22 academic year.
To merge:

· Governance Development and Performance and Remuneration Committees 
The Committee proposed a 'merger' to create a 'Search, Performance and Remuneration' Committee, focused on both Board and SPH recruitment, development and related policies. 
To disband:
· Transformation Committee – The 'Transformation Committee' has been the scrutineer and vehicle recommending the pursuit of the ESCG Estates Strategy and the development of a Digital Strategy.  The requirements of Estates Strategy (and other complex multi-stakeholder project work) requires more direct governance outside of the ESCG formal cycle. 
To create:

· Project Board (but transferring the narrower oversight of ESCG interests to Finance Committee when the time is deemed appropriate)
During the annual Chair and Governor 1:1 discussions, it was clear that there is a view that the complex detailed 'project management 'of the pursuit of the comprehensive Estates Strategy will require a 'governance board' (for the project) that a,) involves primary stakeholders beyond the College (e.g. local authorities and (perhaps) NHS stakeholders) and b) the 'project board' would need more agility and responsiveness than the ESCG formal cycle of meetings and reporting allows and c) the specific interests and assets of the College would still need to be protected and considered by ESCG Board through its Committee structure.

· Student voice forum - as discussed under item 6. The Committee did not feel this should be a Committee within the Governance Structure 
· The Committee did not feel this should be a committee within the Governance Structure
The Chairs' Committee, Short Term Focus Group, any working parties, or task and finish groups, e.g. Strategic Communications, and any required Strategic Planning working group will remain outside the formal cycle of annual business, with outputs reported to Board in summary form and should have no delegated 'decision making' or approval powers. Notes of the meeting would be short and not in 'template minute form'.
ACTION: The DoG to put these proposals to Board in March 2021
	Mia 



	10)
	Progress against Governance Improvement Plan, Governance Procedural Audit, FEC Feedback & Governance Self-Assessment planning 21-22 

An update on the Governance Improvement Plan was provided as per the cover paper. The National Leader in Governance, Sandra Prail, has met separately with the DoG and Chair of the Committee to discuss progress and this was fedback to the Committee. 
· The Committee discussed the CEO's proposal to amend the publication date of the ESCG Strategy to early September 2021. Sandra Prail also questioned the timeframe of March 2021 in her conversation with the Chair of the Committee and the DoG. The CEO felt it would be prudent to postpone given the third national lockdown and the College needing to fully focus on learners and stakeholders needing to prioritise their operations.  The new timeframe would mean a final document would be approved at the July, rather than March Board.  It was confirmed that the FEC would be consulted about the new proposed timeframe. It was acknowledged that careful messaging would be required with stakeholders, including Governors, about the rationale for the new timeframe. 

ACTION: The DoG to ensure the full Board is sighted on this shift in timeframe via communications out to them following the Short-Term Board Focus Group meeting on 27 January 2021.  
· The Code of Good Governance encourages the use of an Operating Plan between the Strategic Plan and KPIs. The CEO confirmed this would be developed in the form of an annual work plan. 
Compliance

· Board and Committee minutes are all publically available, minus a couple of sets of Board minutes under previous Chair and DoGs.
ACTION – CEO to review and 'vouch' for the accuracy of these minutes. 

Oversight 

· The College Performance Dashboard has not yet been developed. Risk KPIs need agreeing (EDROD has identified these) and adding. People Strategy, including EDI metrics, Governance KPI's (DoG has identified these) need adding. FEC suggested adopting and adapting a neighbouring College's dashboard. Sandra Prail has suggested the College look at Runshaw or BHASVIC's dashboards to adapt and improve. 
The CEO advised the Committee a College Performance Dashboard, including all the agreed metrics (minus the People Strategy KPIs) is nearing completion and will be tabled at the March 2021 Board meeting. 
· Technically the Board uses the Annual Accounts to account to all stakeholders for the performance and prospects of the College, as well as to demonstrate compliance with statutory and regulatory requirements.

The CEO talked about plans to develop a 'public-friendly' College Annual Report. 
People 

· Governors are encouraged to complete an evaluation form (contained within the Learning and Development Programme). Ideally, there should be an annual collation of the information from these forms. A summation of the collective impact should be recorded/reported to GD Committee. This provides solid evidence for Ofsted, FEC and others assessing the impact of training on Board effectiveness is undertaken each year. 
The Committee asked the DoG to call each Governor once a month to talk about the training they have attended to support evaluating the impact of training and sharing learning across the Board. 

ACTION: DoG to call each Governor once a month. 
Gill Short suggested that trainers/ people delivering briefing sessions to Governors to assess the impact at the end of each session.
Structure

· A review of Board and Committee structure with an aim to reduce/rationalise is under item 9. 

Sandra Prail urges the Board to continue its attempts to provide optional reading/ consent agendas to support streamlining paperwork and to encourage best practice in report writing for the Executive Team.  

The Committee was advised a Governance Procedural Audit was undertaken by the DoG in September and again in December 2020. Gaps in compliance have informed the Governance Improvement Plan and the wider College SAR within the Governance and Leadership section. 

The Committee was reminded of the FEC Team feedback, as per the cover paper and discussed throughout the meeting.

The Committee agreed to the proposal that Board and Committee self-assessment in the last week in  March 2021, with the same survey as last year, with the additional questions related to governance improvement, to provide appropriate benchmarking to judge distance travelled. 

The Committee agreed to undertake an annual skills audit at the same time. This will support the search activity to ensure appropriate committee composition. 
Both surveys will be undertaken via Survey Monkey. 

	Mia 

Rebecca 

Mia 

	11)
	Governance Budget update 

It was noted that 0.4 of a Staff Governor's remission is now contained within the Governance Budget. 
Some projections for hospitality have been built into the latter half of next year.
The is currently £10k in 'professional fees' for the specialist advisor roles, as discussed earlier in the meeting. 

The budget is currently underspent. 

There are sufficient funds available for Governor training. 

ACTION: The CEO to discuss spends required from the Governance budget for the education and growth strategic plan workstream. 


	Rebecca 

	12)
	Update on national policy/ legislative developments and best practice for governance 

The Director of Governance advised that several documents were added to the Knowledge Area, with a precis on content, with auto alerts sent when added. 
· Skills for jobs: lifelong learning for opportunity and growth (FE White Paper)
· The role of the Board in engendering the College of the future
· Good Practice for virtual Board and committee meetings - Recommendations from the documents have been considered as part of work plan for the Governance Improvement Plan.

· An FETL report' Honourable Histories' has also been put on Boardpacks. This provides a useful timeline of 30 years of policy in further education, from the local management of colleges through incorporation to the present day, while also looking ahead to the next phase of development and the factors shaping the current policy scene. 

· Association of Colleges has today released a report - The impact of competition in post-16 education & training outlining the impact of competition on the post-16 education system. It argues that competition has harmed choice, quality and the delivery of specialist courses, and that collaboration and coordination through a place-based approach would better meet the needs of students and employers.  The report sets out a set of recommendations for reform that will be vital to the future success of the people, places and businesses Colleges serve.

A Diversity in Board requirement for the CVS Sector has also been produced, which will be consulted during Board search activity. 

A very first RACE Equality Code 2020 has been produced, setting out how to tackle race inequity in Boardrooms and senior leadership teams of the UK. A summary of the Code is available on Boardpacks. It has been shared with the Link Governor and the CEO for discussion at the newly established College EDI Committee, as discussed at Board in December 2020. 
There was a discussion about how to ensure all Governors are sufficiently sited on the detail of these reports, prioritising the FE White Paper. 
ACTION:  The Chair and the CEO to discuss a briefings session for Governors based on activity already planned by the EDSPE. 
 
	David and Rebecca 

	13)
	Review of E-governance

Resolution
Continue with Boardpacks, which offers value for money (thanks to deal struck by the previous Director of Governance).
	

	14)
	Review of the Chair 

The Chair review is due in March 2021.

The Committee agreed to adopt the Governance4FE new Chair Appraisal tool. 

Sandra Prail, National Leader in Governance, will be invited to participate in the appraisal. 
A follow-up meeting will be held to feedback to the Chair by the Chair of the Governance Development Committee.  

The Committee agreed that the Chair review would coincide with the Board and Committee self-assessment activity discussed earlier. 
	

	15)
	Annual review of DoG Independence  

The arrangements for ensuring the Director of Governance's independence were noted per the cover paper and accepted as appropriate. 
	

	16)
	Standing Orders – Gender-neutral request

The Committee approved the DoG's request for the Standing Orders to be gender-neutral.

The Committee noted the Standing Orders would need to be updated once the Committee restructure is enacted. 
	

	17)
	Any urgent business

ACTION: DoG to solicit Mark and Angela's views on two new Governor training opportunities- risk appetite and governor liability. 
Deputy Principal interviews have taken place, and a Board resolution on an appointment will be sought later today.  
	

	18)
	Committee effectiveness feedback from today 
Yes

No

1.

Did the agenda and papers arrive seven days in advance?

X – more than 7 days in advance 
2.

Were the agenda papers written with clarity?

x
3.

Were the issues considered at the meeting appropriate?

X
4.
Did you have all the information you needed to fully participate in the discussion and decision?

X
5.

Was sufficient time available for thorough debate? 
X – although we overran by 20 mins 
6.

Were you satisfied that the decisions were arrived at in a proper manner?

X
7.

Were you able to express your views?

X
8.

Was the meeting chaired effectively?

X

	


1
PAGE  
8

[image: image2.jpg]Sussex
Coast
College
Hastings



