Emerging issue: Torbay Communities’ representation on Place Leadership Boards
Working position paper | Torquay and Paignton Place Leadership Boards

Purpose
This paper considers how Torbay Communities should be represented on the Torquay and Paignton Place Leadership Boards as its contracted and commissioned role grows. It recognises the vital contribution Torbay Communities makes to community-led delivery, while seeking a consistent arrangement that protects the Boards, Torbay Communities, individual members and the Council as Accountable Body.
Emerging issue
· Torbay Communities supports Pride in Place through engagement, applicant support, business planning, reporting, project pipeline development and delivery advice. They hold a strong position of trust.
· Tracey Cabache sits on the Torquay Board and Sarah Greener sits on the Paignton Board while being formally connected to Torbay Communities.
· Recent minutes show interests have been declared and voting abstentions recorded. In Torquay, an interest has been declared by the Torbay Communities representative for all projects considered thus far; for Paignton which is still at a formative stage, an interest was declared when Torbay Communities was considered for commissioned engagement work.
· The existing process is operating, but it is putting Torbay Communities in a difficult position as the conflicts of interest are becoming recurring and structural rather than occasional.
· The Paignton Board have indicated they would like to see closer working with Torbay Communities in the future. A significant contract is in place with Torbay Communities in the Torquay Board, their role has now changed formally from the engagement phase of the work. This phase is about to begin in Paignton which is a year behind.

Why this matters
· Decision-making: repeated recusal on a known and predictable conflict prevents a voting member from participating in significant areas of core Board business.
· Role clarity and conflicts of interest: the same person may be a decision-maker, delivery representative, source of community intelligence and supporter of applicants.
· Public confidence: even where declarations are properly made, the appearance of influence may create avoidable challenge.
· Consistency: a common approach is needed across Torquay and Paignton and for any future contracted delivery partner.
Governance position
Both Boards’ Terms of Reference require declarations and recusal where appropriate and recognise that an interest does not automatically prevent membership. However, the Nolan Principles require integrity, objectivity, openness and accountability. Where a conflict is frequent, predictable and linked to core business, case-by-case abstention no longer provides the clearest or most defensible safeguard. The issue is not wrongdoing; it is whether formal voting membership remains compatible with an ongoing paid delivery relationship.
Options
	Option
	Assessment

	1. Continue declarations and abstentions
	Permitted by current Terms of Reference, but increasingly weak where conflicts affect much of the agenda.

	2. Retain membership with tighter restrictions
	Would require withdrawal from discussion, scoring, recommendations and voting, but may leave membership largely nominal.

	3. Move to non-voting adviser
	Preserves expertise and community intelligence while separating delivery from formal decision-making. Cleanest and most proportionate.

	4. Require a choice between voting membership and paid delivery
	Creates the clearest rule but may be too rigid in a small place-based system where people hold multiple legitimate roles and positions of trust.



Recommended position
Adopt Option 3. Representation connected to Torbay Communities (and any equivalent future delivery partners) to be removed from voting membership, but Torbay Communities to be formally designated as an Advisor to the Boards. This approach recognises the valued contribution of Torbay Communities to the work of the Boards, while strengthening clear, confident and transparent governance.
Torbay Communities will provide factual updates, community intelligence including advice on alignment to Pride in Place public engagement outcomes and professional advice when invited by the Chair, but would not give an opinion, score, rank, recommend or vote on funding, contracts or other matters in which their organisation have an interest. 
Proposed Terms of Reference principle
Where a Board Member is formally connected to an organisation with a live contract, commissioned role, grant-funded delivery role or material applicant-support role connected to the Board’s programme, the Board will consider whether the conflict is recurring or structural. Where it is, the member will be required to step down from voting membership for the duration of the arrangement. Their organisations will be instead designated as an Advisor to the Board.  The decision, reasons and arrangements for maintaining community representation will be recorded.
Immediate actions
1. Discuss the proposed approach with the Monitoring Officer to ensure that it covers fully the issues highlighted.
2. Discuss the proposed approach with both Board Chairs.
3. Discuss the proposed approach with Torbay Communities as an existing delivery partner who would be impacted as a result of this change. 
4. Ask Governance Support and the Monitoring Officer to confirm the protocol and Terms of Reference wording.
5. Bring a short, consistent recommendation to both Boards.
6. Review any resulting gaps in independent community, neighbourhood and VCFSE representation.
Decision sought
Agreement to develop Option 3 as the common position for Torquay and Paignton.













Adviser Role: Terms of Reference
1. Purpose
An Adviser provides information, community insight and professional advice to the Torquay and Paignton Place Leadership Boards. The role allows the Boards to benefit from an organisation’s knowledge while keeping advice and delivery separate from formal decision-making.
2. Appointment
· An Adviser is appointed by the Board, with the agreement of the Chair.
· The appointment may apply to one or both Boards.
· The Adviser may be invited to attend all or part of a meeting.
· The role is non-voting and does not count towards the meeting quorum.
· The appointment will be recorded in the minutes.
· An Adviser may be an individual or representative of an organisation. Where the appointment relates to an organisation, the organisation may nominate a substitute representative with the agreement of the Chair.

3. Role of the Adviser
The Adviser may:
· Provide factual updates and professional advice.
· Share relevant community knowledge and feedback.
· Offer advice on alignment to Pride in Place public engagement outcomes
· Explain delivery arrangements, evidence or technical matters.
· Respond to questions from the Chair or Board members.
· Support discussion when invited by the Chair.
· Suggest matters for the Board to consider.
4. Limits of the Role
The Adviser will not:
· Vote or take part in formal Board decisions.
· Score or rank funding applications.
· Recommend whether funding or a contract should be awarded.
· Take part in decisions affecting their organisation.
· Use their position to influence a decision for personal or organisational benefit.
· Present themselves as a voting Board member.
The Chair may ask the Adviser to leave the meeting while a confidential matter or a matter directly affecting their organisation is discussed or decided.


5. Interests and Conduct
The Adviser must:
· Declare any actual, potential or perceived interest at the start of a meeting or when it becomes known.
· Follow the Seven Principles of Public Life.
· Act openly, honestly and respectfully.
· Keep confidential information secure.
· Comply with any relevant Board or Torbay Council policies.
· Ensure that information provided to the Board is accurate and clearly distinguishes fact from organisational opinion.
Declarations and any action taken will be recorded in the minutes.
6. Attendance and Papers
The Adviser will receive the papers needed to fulfil the role and should attend meetings when requested.
Meeting papers provided to Advisers must only be shared where they are already public or where permission has been given by the Chair or Secretariat.
7. Duration and Review
The appointment will continue while the Adviser’s knowledge, delivery role or community insight is relevant to the work of the Board.
The Chair and Board may review, amend or end the appointment at any time.
The arrangement will be reviewed at least annually and whenever the Adviser’s organisation takes on, ends or significantly changes a contract, commissioned role, grant-funded delivery role or applicant-support role connected to the Board’s programme.
Suggested addition to the main ToR for Torquay and Paignton.
Advisers: The Board may appoint non-voting Advisers to provide specialist knowledge, community intelligence, delivery expertise or professional advice. Advisers are not Board Members, do not count towards quorum and may not vote, score, rank, recommend or otherwise participate in formal Board decisions. Advisers must comply with the Board’s requirements relating to declarations of interest, confidentiality and standards of conduct.


