Establishing a VCSE Sector System
Leadership Group

Introduction

The VCS Engage programme is here to support effective communication, representation,
collaboration and involvement in the county council’s decision making by Norfolk’s voluntary,
community and social enterprise sector (VCSE) funded by Norfolk County Council.

Itis led by Community Action Norfolk and Momentum (Norfolk) who alongside other work have spent
the last eight months working closely together in engaging the sector to develop the sector led plan,
which has been designed to provide a strong and broad evidence basis to support an understanding
of the VCSE sector by public sector partners and other key stakeholders.

Part of the rationale for this was to enable those individuals with leadership and representation roles
within the sector to draw on this evidence in their work with other key leaders across the sectors, This
will help to ensure their work is both more representative and better evidence led.

Alongside this evidence gathering role a key part of the VCS Engage programme is to create the right
interfaces with the public sector, be they forums, partnerships or other places where positive
dialogue can take place on key issues.

A key issue that has been put forward by the sector as part of the engagement process is the need to
create an effective interface/mechanism/relationship for the sector to engage in an ‘upstream’
dialogue with particular public sector partners. What this means is being able to engage in the earliest
possible stages of policy, strategy and service development to collaboratively shape proposals, not
simply respond to them.

This paper is about is the formation of a sector system leadership group, designed to be the key
interface to support that upstream conversation. It sets out the intended role of the group, its
composition and how it will be established.

It is not perfect, it will need to evolve but we regard it as a positive start.

Objectives
Establishing the group is based on achieving the following objectives:

e Toensurethe sectoris able to engage in a wider systems leadership conversations by creating
an appropriate interface.

e Ensure that group is able to include a broad range of views and expertise from across the
sector

e Where possible the group can provide key links into networks within key areas

e Thatany group is seen as legitimate to lead on this by the VCSE sector and other key
stakeholders

e Thatthe group remains practically small enough to be able engage effectively and develop
trusted relationships
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Background to Systems Leadership

Things are connected! When it comes to people’s lives that means the issues people are facing often
overlap or that there are knock-on consequences when things happen in one area onto another. In the
public and VCSE sector world responsibility for supporting or addressing those things often rests with
different people and organisations but to fundamentally address the needs of the individual
everything needs to be seen holistically. Delivering against that holistic picture is the essence of
systems thinking. Trying to enable that to happen is the essence of system leadership.

A few examples may help make this clearer and illustrate where different institutions are likely to be
responsible for different aspects of overcoming the challenge:

e Someone is unlikely to able to find a job whilst they are worrying about a very ill partner or
child

e A community with great affordable housing but no child-care may struggle to attract the
working families it wants to.

e The best way to make sure someone is fit and healthy at fifty is to make sure that they are fit
and healthy at sixteen.

e Ifyoureduce positive activities for young people you can increase anti-social behaviour

We also know that many problems happen when people fall between services, transition for example
between being a child to an adult or when services overlap, either delivering the same things multiple
times or delivering different things pulling in different directions.

The idea with systems leadership is to be able to take a step back and understand how the system fits
together and to work collectively to fix areas of gaps, overlap and unintended consequences to
deliver the best possible outcomes for people and communities in the most efficient way.

A lot of systems leadership work focusses on trying to achieve two key priorities:

e Integration —ensuring services are joined up around the individual and work effectively
together in an efficient way.

e Prevention — putting an emphasis on those aspects of support that will prevent issues arising
both in the immediate term (preventing a hospital admission) and the longer term (ensuring
someone is healthy with a good social network). This is both better for the individual as most
of us prefer not to need support and usually better for providers as prevention is less costly
than more acute services.

Often a source of frustration with system leadership is that work towards these longer term goals takes
place, is often difficult and slow and in the meantime we still must deal with the system as it is. This
creates the need for a challenging balance between practical but often fundamentally flawed
immediate action and longer term, often incremental; actions that may not deliver immediate results
but help create a better system.

The Sector System Leadership Group’s Role

The group itself will need to agree its own terms of reference, however the intention is that these will
be based around four core purposes and supported by nine principles, which have been developed
as part of previous workshop sessions with a range of sector representatives.

Core Purposes
e Actasthe sector’s system leadership group and the point of reference with other
stakeholders at a systems leadership level

o Hold and work to progress the key actions from the Sector Led Plan
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e |dentify, develop and oversee other broad VCSE streams of work and shared agenda items

e Where VCSE representatives are required in the context of wider systems leadership (as
opposed to specific delivery areas), the group mandates these representatives and provides
an accountability and communication line.

Principles
At its core this is a commitment to achieving the best possible outcomes for the people of Norfolk.

We have also identified a number of key additional principles that support this. We see these as
fundamental to both guiding our activity and as tenets against which to judge our success.

Noble Cause - We need to work beyond individual organisational and constituency interests for the
benefit of Norfolk as a whole.

Shared Endeavour - This is a shared endeavour that we all bring value to and are all equally
responsible for bringing about success.

Champion Norfolk — We need to build a strong locally defined agenda and collectively champion
Norfolk: locally- to stakeholders and the wider public and externally- to wider stakeholders.

Evidence Led — We are strongly committed to being evidence led, understanding current provision,
identifying need and working to propagate bright lights of benefit. A key part of this is putting users
and prospective users at the centre of services and working with them as part of service design.

Systems Leadership — We need to ensure the focus of our work is about ensuring the whole system
supports the integrated, holistic and prevention focused approach we know is needed.

Early Engagement — We need to start talking early, at the inception of ideas and before issues
crystallise, recognising this means there will often be greater ambiguity but also a greater opportunity
to create genuine involvement.

Empowerment— Empowerment is at the heart of our efforts, both by facilitating the empowerment of
organisations to make a difference and supporting the empowerment of individuals whose lives we
aim to improve.

Common Outcomes — We need to identify and work towards shared outcomes so that we drive
towards the same shared goals and have the same measurements for success.

Individual Representative’s Role

This will evolve and be shaped by the group itself so individuals must be comfortable with a degree of
change and ambiguity. At its core however:

e Individuals are there in the capacity to bring the knowledge and perspectives of different
aspects of the sector not to represent their organisation. The group is centred on work
beyond individual organisational and constituency interests for the benefit of Norfolk as a
whole.

e Individuals will need to be committed to the principles outlined above as well as the Nolan
Principles of standards in public life.

e Individuals will need to respect confidentiality and act in good faith to support the work of the
group.

e Individuals will need to make use of their networks to assist with two-way communication with
the wider sector. This will be supported by the VCS Engage lead partners.

e Asabove the initial attention is based on a commitment of six meetings a year of
approximately two hours each. Individuals will need to attend prepared and be able to
contribute fully to discussions.
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System Leadership Group’s Composition

This will always be the most difficult element to get right and the most controversial. We do not
believe the proposed structure below is perfect but is a good starting point, balancing the objectives
of the group highlighted above. We've tested this model with a range of stakeholders and made a
number of adjustments. Going forward the onus will be on the group to review its composition and
ensure it is able to fulfil its objectives. We fully expect membership to evolve over time.

The core model is to have ten appointed representatives covering key areas where we think input is
important, alongside five directly elected individuals.

The intention is to provide a balanced approach between engaging a potentially wider variety of
people than what may be regarded as the “usual suspects’ and ensuring key areas are represented.

Appointed Roles

Through consultation with stakeholders we have identified ten representative themes. This has been
the source of much discussion and there is no perfect model. The intention is that the group will
regularly review these, its membership and skills. Key in appointing these representatives is:

e Understanding of the relevant issues and discussions in each of these areas
e Ability to connect with a broad network of organisations and stakeholders in each area

We will engage with key VCSE stakeholders and forums in each area to identify representatives that
can meet these criteria. Where there are clear existing forums that meet the criteria above they will be
our first point of reference.

Themes
e OlderPeople
e Young People (11-19)
e Children (0-11) and families
e Physical Health and Disability
e Mental Health and wellbeing
e Unemployed and low incomes
e Arts, Culture and Heritage
e Information and Advice
e VCSEngage leads

Elected Roles

The intention with the elected roles is to introduce a range of different views and enhance the
accountability to the wider sector. It is not designed to be a fool-proof democratic process.

The election for the five elected roles will initially be made at the Stronger Together
Conference on the 7" July at the Summit Session between 1600 and 1645.

This session is open and free to attend for any VCSE organisation regardless of whether
they come to the rest of the conference.

Any individual may stand as a candidate but they must be nominated by a VCSE organisation
predominantly based in Norfolk. This means an organisation that has its registered office or main base
in Norfolk or delivers more than 50% of its services in Norfolk. A VCSE organisation for these purposes
is any registered or unregistered charity, any community interest company, any IPS or similar
registered society fulfilling the ‘societies for the benefit of the community’ definition, community
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associations that have a governing document containing a clear public benefit' purpose operating on
a non-profit basis.

Candidate must submit the nomination form by the deadline below to stand in the election.

Timeline
Sector Leadership Briefing Document goes out 22" June

Nominations deadline 3™ July 1200
Candidate’s details sent out to the sector 3™ July
Election takes place on the 1600-1645 7™ July

Voting
If we have five or less candidates for the elected positions no voting will take place. In the event of
more than five candidates a ballot will take place.

Each VCSE organisation present at the summit event will have five votes to cast (irrespective of how
many individuals connected to that organisation happen to be present). You may only vote for each
candidate once. An organisation must have a representative present at the summit event in order to
vote.

The five candidates with the most votes will be appointed. In the event of a tie, a second run off vote
will take place between the tied candidates (e.qg. if six candidates are tied for fourth place, the three
candidates in places one to three will be appointed, a second vote will take place with each
organisation receiving two votes and able to vote for the three remaining candidates.)

What then

We hope to be able to coordinate an initial meeting of the group before the end of August. Our
intention is it will operate alongside broader sector briefing that allows wider participation in general
discussions. We expect key initial areas of work to be focus around the action from the Sector Led Plan
and co-producing the reimaging of services within Norfolk.

'If there is a lack of clarity the Charity Commission guidance for public benefit will be used.
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