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The Planning Inspectorate
Yr Arolygiaeth Gynllunio





	Minutes

	FINAL 
(6 May 2015)


	Title of meeting
	PINS Board Meeting 

	Date
	11 March 2015
	Time
	12.30pm

	Venue 
	PINS Boardroom, Temple Quay House

	Chair

	Sara Weller (SW) – Chairman

	Present 
In attendance
	Simon Ridley (SR) – Chief Executive
Janet Goodland (JG) – Non Executive Director

Jayne Erskine (JE) – Non Executive Director

David Clements (DC) – Non Executive Director

Jon Banks (JB) –  Director (Acting), Corporate Services

Tony Thickett (TT) – Director, Wales

Ben Linscott (BL) – Chief Planning Inspector (Acting)

Peter Schofield (PS) –Director General, DCLG (dial in)
Natasha Perrett (NP) – Board Secretary
Peter Sloman (PSl) – Head of Finance and Commercial (item 6)

	Apologies
	Helen Adlard (HA) – Director, People, Strategy & Change (item 8)


Part One 
Schedule of Actions 
	
	Owner
	Action
	Minutes
	Timeframe

	1.
	Natasha Perrett
	Amend paragraph 6.4 of the February minutes from ‘same project manager’ to ‘same project management process’.
	2.1
	Complete

	2.
	Chris Dagnan/ Sandy Forrest
	Provide an update for scorecard on the action and progress being made to manage staff absence levels.
	5.6
	Complete

	3.
	Simon Ridley/ Chris Dagnan
	Prepare scorecard for the May PINS Board meeting that includes key projects identified in the Business Plan for approval.
	5.7
	Complete


	4.
	Peter Sloman/ Jon Banks
	Create a tool to measure risk identified in business cases.
	6.7
	

	5.
	Janet Wilson/ Chris Dagnan
	In the scorecard, add a line to the Manhattan graph used to monitor the backlog to give an average decision time for the current month and previous month.
	7.4
	Complete

	6.
	Simon Ridley
	Consider 8-10 measures which require a target and present these measures at the May PINS Board meeting.
	7.6
	Complete

	7.
	Simon Ridley
	Include an update on Health and Safety in the July CEO report to the Board.
	7.7
	In progress – due for completion 22 June.

	8.
	Natasha Perrett
	Circulate an amended PINS Board forward planner to the Board via correspondence.
	7.8
	Complete

	9.
	Simon Ridley/ Natasha Perrett
	Add the following items to the forward planner for discussion on performance against the strategic plan:
· Workforce planning

· IT strategy, including Horizon

· Casework model, including Casework+

· Customer focus

· Ministerial confidence, what does it mean, how do we build on or create confidence and manage this going forward

· Culture, including performance management, leadership and professional skills

· Productivity and budget tracking.
	8.13, 8.18 & 9.9
	Complete


	10.
	Management Board
	Discuss how we are delivering in each of the areas of the strategic plan and agree the milestones and what it means for each directorate and colleagues.
	8.15 & 8(b)
	In progress – Management Board discussion scheduled for 19 May.


Minutes

	1.0
	Welcome and Declaration of Interests
1.1 The Chair welcomed the Board and advised PS will be dialling into the meeting for the items on the Strategic Plan and Business Plan and Workforce Planning.
1.2 The Chair called for declarations of interest of which there were none.



	2.0
	Minutes of 12 February Board Meeting (Part One)
2.1  JG requested an amendment to paragraph 6.4 from ‘same project manager’ to ‘same project management process’.
2.2  BL update the Board on paragraph 4.6 in relation to Gypsy and Traveller cases transferring back to PINS.  BL and DCLG are waiting for a decision from the Minister.  There could be a larger number of cases than was previously expected.  There will be difficulties around logistics and careful management of these cases needs to be considered.
Agreed:
2a)  Subject to the amendment at 2.1, the minutes reflect an accurate record of the meeting.


	3.0
	Committee Chairs: Reports, Comments and Minutes
(a) People Committee (Meeting of 11 March)
3.1  The People Committee discussed the following key items:
· Pay and the performance management timeline

· The staff engagement action plan

3.2  In relation to the staff engagement action plan, JE acknowledge whilst there is a lot to deliver, much of the work is being driven by other projects or activities.

3.3  At the May meeting the Committee will look at SCS pay and objectives for year end 2014/15 and SCS objective setting for 2015/16.
(b)   Audit and Risk Assurance Committee (Meeting of 11 March)

3.2   The Audit and Risk Assurance Committee (ARAC) discussed the following key items:
· Annual Report and Accounts, PINS is on track to receive a clean report.

· Governance Statement, the Committee agreed the revised version should be circulated by correspondence.

· DC advised that ARAC had rejected the Internal Audit plan related to casework performance measures.  DC asked Tommy Collins (Audit Manager) to report back to SR. An amended report has to be submitted to the next Committee meeting, which has been signed off by SR.
· The ARAC members reviewed their report to the Board as part of the Governance procedures.
Agreed:

3a)  To note the Committee update.

	4.0
	Chief Executive’s update
4.1  SR thanked the Non-Executive Directors (NEDs) for attending the Planning Reference Group stakeholder event.  The event went well and SR requested feedback from the NEDs.
4.2  SR advised the Board should be aware of the 2 cases highlighted in his report which related to the Durham local plan examination and the Shell Centre on the South Bank.  

4.3  The reduction in the backlog is going well as a result of the methods we are using.  The Board were asked to note that performance against targets will drop slightly as a result, with HAS performance likely to be around 73% over the whole year and s78 just under 70%, although this figure is uncertain.  There are still a number of cases not started and some enforcement cases which are reaching the top end of the 26 week target.
4.4  A paper has been published by the Welsh Office which sets out devolution for Wales which will affect National Infrastructure work.  We are working closely with the Welsh Government on the matter of implementation.  This is a future agenda item for the July PINS Board meeting.
4.5  BL gave an update on a change required which will affect either policy or guidance in relation to affordable housing requirements on development plans.  BL is managing the inspector approach to allow them to make a judgement on a case by case basis.  BL and SR are working with DCLG colleagues.
4.6  There was some discussion around the issues highlighted with the Durham local plan examination.  SR explained that the issues for us were largely around the process.  We are in dialogue with the Council.  
4.7  The Board discussed the issues around the Shell Centre on the South Bank which is a Secretary of State case.  The inspector’s approach to the inquiry has been criticized in the judgement.  BL has taken this up with the Group Manager and QAU and is corresponding with the inspector.  The interested party which challenged the decision has written to SR and SR has responded.
Agreed:

4a)    To note the update from the CEO.

	5.0
	Monitoring Performance – KPI Scorecard

5.1  SR advised the Board that there has been a change to the PINS FTE delegation graph on page 6.  We are moving to one head count which combines inspectors and office staff.  As we move into the next financial year the head count will remain at 785.  
5.2  Horizon has been rolled out to the Casework Directorate.  There are still some issues, which continue to be addressed.  One of the benefits of the new system is it can be easily amended.  The migration of data from PCS to Horizon is also underway and testing has, so far, been successful.

5.3  SR advised the Leadership and Management Development project will be an item at the July People Committee.  Before further commitment is given to the project we need to determine the benefits and ensure these are embedded and monitored against the budget.

5.4  National Infrastructure casework; there is a risk that this could rise and some might happen faster than was previously expected, including from the Highways Agency.
5.5  The Board discussed staff sickness. SR advised Management Board have discussed this area and will look at team levels and get plans in place to address staff sickness.  SR advised this would be brought to the People Committee for discussion.  SW said this is linked to performance management and the staff survey where we know engagement varies by level and length of service.  SR agreed analysis and discussion with managers needs to take place.
5.6  JE recommended the use of return to work interviews and regular monthly case reviews with the HR team to help bring staff absence down.  SR agreed a combination of analysis and getting focussed case by case would be effective.  SW asked for an update to be given on the progress being made.

5.7  SW referred to the key improvement projects page and asked for the key projects from the business plan for next year to be presented for discussion and sign off at the May PINS Board meeting.  
5.8 There was some discussion around recovered casework and the impact on PINS.  SR highlighted the importance of continuing to build the right relationships with DCLG colleagues and Ministers, so conversations can be had to minimise the need for recovery and maximise the decision making process. 
Agreed:

5a)  SR to include in the scorecard for the May PINS Board key projects identified in the Business Plan.
5b)  Provide an update for the People Committee on the action and progress being made to manage long term staff absence numbers and include in the scorecard.

	6.0
	Strategic Risk Register – Top risks
6.1  PSl explained focus is currently on the financial challenges over the next spending review period.  The allocation from DCLG for next year has been finalised and having allowed for the investment in inspector numbers, requires PINS to deliver savings of £2.3m against initial projections.  There is a likelihood of further savings over the next 3 years and this is our biggest financial challenge.  Section 4 of the paper highlights the key elements and implementation of the management action plan.
6.2  JE advised cost and benefits should be identified for any work and projects PINS will be implementing.  PSl confirmed the individual key projects will have sums of money identified within business cases submitted to Management Board for approval.  Benefits tracking and lessons learnt will be formulated and recognised in future budget planning and reports will also be produced to identify what we have achieved. 
6.3  SW said we need to create a culture of building business cases, tracking benefits and adjusting budgets to reflect the benefits.

6.4  SW advised we build on the cost saving ideas and group these into types of saving such as process savings, big volume savings which make us more efficient.  There needs to be an understanding that we do not want to just cut budgets, how can we deliver the same outcomes with 20% less money, we need to help people understand the options.

6.5  There was some discussion about the potential to make savings on services delivered by external providers when budgets are under review.  SR has started to consider these costs.  As part of this review, consideration also needs to be given to processes and things that might slow our services down.

6.6  The Board discussed the option to charge for appeals.  JB advised work is underway and papers will be submitted to Management Board by Peter Rowlstone.  SW asked for the Board to be sighted on the papers.  SR confirmed this was an item on the forward planner.

6.7  SW highlighted the importance of prioritisation, teams have to get better at running the business when there is less money, thought needs to be given to how you might build in capability .   SR agreed that teams need to understand this is more than business unit planning and needs to be drawn up a level across the business.  When creating business cases, SW advised the Board to think about how you put risk into the business case..
Agreed:

6a)  PSl and JB to create a tool to measure risk identified in business cases.

	7.0
	PINS Board forward look and measures
7.1  With the Business Plan emerging SR has been considering how and when the key actions are reported to the PINS Board.  As there is no April PINS Board meeting SR will be using this time to develop a forward plan, which splits the strategic items, business as usual items and plan performance on the top 10 projects.  SR will also turn the measures box into a scorecard to report to the Board.
7.2  JG would like the information in the current scorecard on SoS decisions to be included in the revised version.  JG felt the wider customer satisfaction data captured at CE3 is a challenge.  SW said we need to think about the quality of decisions and the quality of the processes.  SR advised Jo Esson is reviewing this as part of CE2 which will be an item at the May Quality and Professional Standards Committee meeting.
7.3  In relation to CE4 and targets, SW suggested the Board considers the use of shadow targets, which should be targets that the Board feel are deliverable.  These targets can be discussed with DCLG and will put PINS in a stronger position on what is deliverable.
7.4  DC asked how CIP10 will be presented to give better visibility of the backlog.  SR explained we are using a ‘Manhattan’ chart which sets out the number of cases, how old they are, how many cases have not been started and if they have been charted or not.  DC asked for a line to be added that gives the average for the current month and previous month.
7.5  SR explained certain elements of the matrix that do not have any targets, whilst other elements do.  SW suggested as part of the review SR considers 8-10 measures which do need a target.  SR agreed to bring this back to the May Board meeting.

7.6  There was some discussion about SE2, how we measure skill gaps and resource needs to make sure vacancies are not left unfilled.  JE suggested the amalgamation of the talent management 9 box grid and list of skills in place to measure performance and suitability of promotion.
7.7  DC agreed to the review of the Health and Safety report to be delegated to the People Committee on the basis that the monthly CEO report contains an update for the Board.

7.8  The Board discussed the PINS Board forward planner and agreed the item on fees should be scheduled earlier and the casework project should be an item for the September meeting.  SW advised the Board following the discussion on the Business Plan and Strategic Plan the forward planner should be updated, circulated and agreed by correspondence.
Agreed:

7a)  Janet Wilson to add a line to the Manhattan graph used to monitor the backlog to give an average for the current month and previous month.
7b)  SR to consider and present to the May Board which measures should be set targets.

7c)  SR to include an update on Health and Safety to the CEO Board report.
7d)  NP to circulate an amended PINS Board forward agenda by correspondence.

	8.0
	Business Plan & Strategic Plan
8.1  SW asked the Board to consider the deliverability of the strategic plan (SP) and what the Board needs to be confident in.  SW asked the NEDs for their views.
8.2  DC questioned if the management team had the capacity to deliver the SP.  JG highlighted the cultural issues and agreed with the focus to put the customer first.  JE suggested SR be selective and pick some areas which can be implemented and delivered quickly to demonstrate commitment.
8.3  SW asked the Board to consider what order the work should be delivered in and when it should be presented to the Board to give SR a sense of the priorities.
8.4  PS liked the way the SP looked at the external context which PINS is working in.  PS felt more clarity was required around the tone and the challenges PINS faces in starting this work.  PINS is facing challenge in the nature of policy and finance and this needs to be set in the plan.
8.5  In relation to Ministers and decision makers, PS asked for consideration to be given to what issues we might have in retaining the confidence of Ministers and MPs and to think about the political environment.  This is addressed at the beginning of the SP but doesn’t flow throughout.

8.6  The Board agreed the SP was in a much stronger position and questions were now focussed on how PINS will deliver the SP.  SW advised measures for the most important areas should be in place with progress being made towards the other areas.  It was agreed workforce planning was articulated well and some areas not so well such as IT, which does not yet have a clear plan to support this area of work.
8.7  SW asked SR for his views on how he would like to implement the SP.  SR agreed with PS’s comments on the external environment and what we will need and want to do differently which should be covered in the narrative.  The scale of the challenge from the external environment also needs to be included which could vary from budget, Ministers and more and different work.  SR highlighted the importance of delivering the Business Plan (BP) and SP together and ensuring everyone is aware of this. Stuart Campbell is working on a communications plan to make sure staff are aware and understand the SP and BP, we need to demonstrate the progress we are making by key milestones and or reaching targets.  More detail is needed in the SP that demonstrates Management Board is delivering.

8.8   SR acknowledged the need for stronger leadership capability across the organisation, but believes the governance structures being put in place will help over time with the support from Management Board.  
8.9  SW summarised the Board’s discussions on next steps as:

· Launch the SP and BP to the organisation and give thought to how we do that and what we say, make sure it is tailored for the audience.

· Set in place the deliverables for early wins, get clarity about the measures against some of the KPI set and place this into our internal communications.

· Understand the key building blocks and the order we need them in to deliver.  
· Build updates for the Board into the forward plan.

8.10 There was some discussion around messaging from HoS and GMs and ensuring the message is aligned and communicated by all.  

8.11 PS asked for consideration to be given to the quick wins from a Ministerial point of view and gaining confidence and to think about what are the experiences Ministers will have of PINS after May.

8.12  In relation to the SP, SW suggested the main building blocks are:

· Workforce planning

· IT strategy, including Horizon

· Casework model, including Casework+

· Customer focus
· Ministerial confidence, what does it mean, how do we build on or create confidence and manage this going forward
· Culture, including performance management, leadership and professional skills
· Productivity and budget tracking.

SW advised some of these items will be for the Committees to take forward with overarching conversations taking place at the Board.  
8.13  As a result of the election, JG said the proposals would cause some implications for PINS in relation to different policies and ways of working.  SR agreed this will affect our priorities and PINS needs to be ready.
8.14  TT said we need to try and demonstrate that we are delivering tangible results against the strategic/business plan in each area as such as clearing the backlog and recruiting inspectors.  Management Board should agree milestones and what it means for the directorates.  BL agreed and said this should be linked to the responses to the staff survey in relation to management dealing with change and making sure the various initiatives link together.
8.15  SW said consideration needs to be given to the different funding groups and how PINS will be an organisation that delivers continual savings and what does being sustainable mean for PINS.  JB agreed it is important for people to consider and understand what they do and the financial implications.
8.16  In relation to net costs, gross costs and efficiency the thinking should be linked to DCLG corporate overhead and shared costs. 

8.17  SW asked SR to consider the building blocks and how these fit into the forward planner.  
Agreed:

8a)  Add the following items to the forward planner for a discussion on performance against the strategic plan:

· Workforce planning

· IT strategy, including Horizon

· Casework model, including Casework+

· Customer focus

· Ministerial confidence, what does it mean, how do we build on or create confidence and manage this going forward

· Culture, including performance management, leadership and professional skills

· Productivity and budget tracking.

8b)  Management Board to discuss how we are delivering in each of the areas of the strategic plan and agree the milestones and what it means for each directorate and colleagues.

	9.0
	Workforce planning
9.1  SR explained the issue of workforce planning for PINS is complicated and due to historical reasons challenging.  The challenges are around clearing the backlog to achieve a steady state and recruiting the resources needed to carry out the work in year without building up a new backlog.  We need to build ourselves into a sustainable position.
9.2  We have made good progress in reducing the backlog which has been cleared on HAS casework, reduced on s78 casework and work has begun on enforcement cases which are at the upper end of the 26 week target.

9.3  PINS is part of the way through a recruitment exercise which should see 50-60 new inspectors join PINS.  Paragraph 4.4 of the paper refers to the levels needed over the course of the year to deliver our work.  Paragraph 5.4 of the paper looks beyond the recruitment to improve our position going forward.
9.4  PS asked if recruiting and training the inspectors at the right time is achievable.  Does Management Board have any doubts that the individuals aren’t there to be recruited or there maybe issues with the offers being made as the risks and achievability were not identified in the paper.
9.5  JG said we need to understand the nature of the uncharted cases and think about how we chart the most difficult cases.  DC said a sensitivity analysis should be carried out if volumes of applications start to increase as this could affect our budget.

9.6  JE referred to the age profile and the issues around the skills we need and suggested we consider:

· what the job and design for inspectors might look like in the future

· what skills are needed

· scenario planning

· long term, is it possible to grow our own inspectors, carry out a skill gap analysis to get people to the roles.

9.7  SW agreed workforce planning is a big and complex challenge for PINS and this needs to be considered in a series of phases.  Phase 1 is to get the current resource right to the mix and workload using the current application of resource to make it work.  Beyond that, how do we think the shape of the work will change, the casework model might change and how we change and match skills to efficiently achieve the core product.  What is the most effective way to make sure the work is delivered.  We need to test the geographical model and the skills based model.  
9.8  SR highlighted the 4 key issues for consideration from the Board discussion which were:

· what are the issues about the market at the moment

· sensitivity analysis, supply and demand, uncertainties about our numbers and the historical pattern of retirements

· uncharted cases and why, specialisms, strategy increase flexibility and what work, approaches and models and the use of our systems

· what if the nature of the job changes, there will be appeals and plans to examine, but there may also be new work to be carried out.

9.9  SW asked for the forward planner to be updated based on the building blocks identified under agenda item 8 and to be circulated to the Board.
Agreed:

9a)  NP to update the forward planner based on the building blocks identified under agenda item 8 and to circulate to the Board.

	10
	Review of the meeting
10.1  SW advised the Board that whilst there is no meeting in April, Debbie Moore will be conducting the Board effectiveness review.  SW is keen to hear the Executive Teams’ views on the changes to the Board and its structure.
Agreed:
10a) To note the update from the Chair.


Next meeting:  6 May, 12.30 – 3.30, Directors Boardroom
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