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Introduction
Kupu Whakataki
This is an abridged version of the Community Boards Executive Committee’s (CBEC) Good Governance Guide on Community Boards. 
This version provides information on:
· Community boards – what are they?
· Community boards – what do they do? What can they do?
· Community boards – how can they be most effective?
· Being an effective community board member.
For more detailed guidance relating to these topics, readers are encouraged to refer to the full guide.
In addition, the full guide provides information and guidance on detailed community board requirements, procedures and other matters including: the first meeting after the triennial election; member declarations; electing board chairpersons; standing orders; code of conduct; conflicts of interest; and member remuneration.
 


Community boards - what are they?
Ngā Poari Hapori – he aha ēnei?
Community boards are “unincorporated" bodies that are neither local authorities nor committees of a local authority. 
The Local Government Act 2002 (LGA) sets out the role and powers of community boards, including things they may not do, e.g. acquire, hold or dispose of property; appoint, remove or suspend staff. It also provides the statutory framework within which boards must operate, including particular rules and processes which govern how they work.  
Community boards may be established in a territorial authority district but not in regions. They may be established as the result of a local government reorganisation, a proposal by electors under Schedule 6 of the LGA, or through a representation review process undertaken by the territorial authority. They can only be disestablished by a reorganisation or as the result of a territorial authority representation review.  
For the 2022 local authority elections, there will be 110 community boards, established in 40 territorial authorities across New Zealand, covering both urban and rural areas. Of these 40, 11 will have full city/district-wide coverage by community boards.
Community boards must consist of no fewer than four and no more than 12 members. At least four members must be elected, and boards may also include members appointed by the territorial authority as long as their number is less than half the total number of members.  
At elections, candidates may stand for both a community board and the council, but if elected to both are deemed to have vacated the community board position and to have been elected to the council only. 
Council staff can stand for and be elected to a community board. They may also stand for election to a council, but, in this case, if elected, must resign from their position with that council if they intend to take up the position of councillor.

[bookmark: _Toc106106728]Community boards – what do they do? What can they do?
Ngā Poari Hapori – he aha ā rātou mahi? He aha hoki ā rātou ka taea?
The role of a community board is to:
a) represent, and act as an advocate for, the interests of its community
b) consider and report on all matters referred to it by the territorial authority, or any matter of interest or concern to the community board
c) maintain an overview of services provided by the territorial authority within the community
d) prepare an annual submission to the territorial authority for expenditure within the community
e) communicate with community organisations and special interest groups within the community
f) undertake any other responsibilities that are delegated to it by the territorial authority.
It is important to understand the overriding nature of this statutory role of community boards. With the exception of (f), relating to delegations of responsibilities, the role exists independent of the views a council may have regarding particular activities community boards should undertake in its area.   
Aside from possible delegations of decision-making responsibilities from the council, the statutory community board role is primarily concerned with representing and advocating on behalf of its community, and providing advice to and communicating with the community and also council about local issues. These broad groupings of the board role are addressed further below. 
[bookmark: _Toc106106729]Representation and advocacy
The role “to represent, and act as an advocate for, the interests of the community” was added in 2002. This recognised the important role community boards play, and were playing, as advocates and champions for their communities, and to remove any doubt that this is a legitimate activity for boards. 
The representation and advocacy role, driven by the promotion of community well-being, can be seen to operate at two levels. Firstly, it operates in a broad place-making sense by the promotion of community well-being for the distinct local community represented by the community board. Secondly, it operates in relation to specific issues, like responses to council policies, plans and bylaws, as well as in relation to council processes and procedures, such as the way in which council decisions are made and the allocation and distribution of resources.  
Community boards have a number of tools that they can use to be effective advocates and “to act in the best interests” (Oath of Office) of their communities, including for example:
· developing a community plan, including the commissioning of research and surveys as input into this plan, to reflect community preferences and concerns
· making submissions on council policies and plans, including regional council policies and plans, and on proposed legislation and departmental consultation documents
· lobbying councillors and committees as well as other organisations and individuals of influence
· developing communication programmes with a view to influencing opinions.
Community boards’ ability to advocate, however, is not unconstrained. For example, they must act within budgetary constraints set by the council and they may need to rely on the council for staff support for helping to prepare documents and submissions and/or analysis of issues. 
[bookmark: _Toc106106730]Advice and communication
Whereas representation and advocacy is about persuasion, advice and communication is about information, guidance and enlightenment. This role should be ‘a two-way street’ with community boards, as the ‘eyes and ears’ of their communities, providing information and advice to the council about local needs, issues and matters of concern; and, at the same time, conveying information and advice back to the community from the council.  
In order to fulfil the role of being ‘the eyes and ears’ of the community, boards need effective processes and mechanisms for understanding what is going on in their communities. For example, boards should consider:
· holding public forums at the start of community board meetings
· holding board meetings in community settings such as marae and community/school halls
· giving each member of the board a sector in the community to liaise with, such as the business sector, Māori, schools
· setting up committees with members drawn from the community, to provide intelligence on issues
· building local partnerships with community organisations
· holding regular outreach meetings throughout the community, such as displays and presentations at local community events.
Community boards can be a very effective mechanism for conveying and disseminating information and advice to and within the community. For example, community boards can help the council to promote local resilience, by disseminating important information about community risk awareness and the need for emergency preparedness. 
For the advice and communication role to be effective, community boards must have good relationships with their parent council. This may include an agreement which specifies how the board will raise local matters; having the community board chair attend council meetings to answer questions; having board members on relevant council committees; and scheduled board briefing sessions for council staff.
[bookmark: _Toc106106731]Decision-making
Nature of delegated decision-making responsibility
The decision-making role of community boards is different in nature from the other roles of community boards. Community boards are empowered by the legislation to undertake the other roles, with a view to promoting community well-being. Decision-making, on the other hand, as provided for in section 52(f) of the LGA, is undertaken at the discretion of the council as a result of the delegations it agrees to make, which can also be withdrawn by the council at any time.
Clause 32(4) of Schedule 7 of the LGA makes the nature of delegations very clear. It states that a community board to which any responsibilities, powers or duties are delegated, may, without confirmation by the council, “exercise or perform them in the like manner and with the same effect as the local authority could itself have exercised or performed them” (emphasis added).
Accordingly, despite a number of councils recording these as “delegations”, powers for community boards to make recommendations or advise their parent council on a range of matters are not actually delegations, as boards are empowered to do these things under their statutory role set out in section 52 of the LGA.


What cannot be delegated
In relation to possible delegations, it is noted firstly there are some things councils cannot delegate to their community boards. These include the following (see clause 32(1) of Schedule 7 of the LGA for the full list):
· the power to make a rate
· the power to make a bylaw
· the power to borrow money, purchase or dispose of assets, other than in accordance with the long-term plan.

Types of activities and services for delegation
Examples of the types of activities or services, largely of a non-regulatory nature but with some relating to particular regulatory activities, that can be considered for delegation to community boards include:
· community facilities: governance decisions, within council policies and budgets, in respect of local libraries, swimming pools and community halls including local usage policies and approvals, opening hours, appointments to committees
· parks and reserves: governance decisions, within council policies and budgets, in respect of reserve declarations and classifications, management plans, names, granting of leases and licences, details relating to new developments
· community development: governance decisions, within council policies and budgets, in respect of community projects and events, collections and parades, community grants
· solid waste and recycling: governance decisions, within council policies and budgets, in respect of the operation of community recycling and resource recovery centres
· health and safety: decisions, within council policies and budgets, in respect of the application of legislation and bylaws in the community such as approvals of non-compliance or exemptions, alcohol bans, dog access and exercise areas
· roading and transport: acting, within council policies and budgets, as the roading authority for the community under the LGA 1974 in respect of roadways, names, concept/landscape plans, public safety, health, convenience, vehicle crossings, bus shelters, road stopping, traffic control and enforcement, traffic and parking bylaws (approach adopted by Christchurch City Council).
[bookmark: _Toc106106732]Community boards – how can they be most effective?
Ngā Poari Hapori – me pēhea rātou e tino whaihua ai?
How effective community boards are will depend to a very large extent on their relationships with their parent council and with their community. These relationships need to be based on clear understandings by all parties of the role the community boards are expected to play and the contributions they will make to promoting community well-being. 
[bookmark: _Toc106106733]Relationship between the council and community boards
The relationship between community boards and their parent council will determine in large measure whether the boards will be successful and be able to perform their statutory role effectively.
The relationship needs to be open and respectful, acknowledging the importance of the different roles of the council and the community boards, and of their respective sets of elected members and also the role of council staff. 
It needs to be acknowledged that maintaining good relationships is challenging given the three-yearly election cycle, and the likelihood of new people frequently being involved. Work is required on a continuous basis to establish and maintain effective relationships and good communication is fundamental.
Better_together_a_framework_for_councils_and_community_boards.pdf
[bookmark: _Toc106106734]
Relationship document 
Given the importance of the relationship between the council and the community boards, and the scope for misunderstanding, it is strongly recommended the relationship be set out in some form of document. The type of document will depend on the nature of the relationship, including the extent of delegations, and on local circumstances. 
The relationship document (e.g. community board agreement, charter, terms of reference) needs to positively acknowledge the existence of the community boards and their statutory role, involving, as a minimum, the ‘representation and advocacy’ and ‘information and communication’ roles. It also needs to set out the delegations to the community boards agreed by the council.
Equally important, the document needs to set out protocols and mutual expectations the council and the community boards have of each other, in order for the relationship to be as productive as possible and to function on a ‘no-surprises’ basis.
[bookmark: _Toc106106737]Community boards adding value
An important question for both community boards and their parent council is: ‘what is it that community boards are able to offer that will make them a valuable part of their local authority and be recognised as such by councillors and the community?’ This involves:
Contributing to council decisions
Councils can employ a variety of processes and practices for seeking advice from their community boards. These include: community board chairs being co-opted onto council standing committees; community board chairs being given speaking rights at council meetings; convening regular community board and council liaison meetings.
Quality of advice to council
Good local networks enable boards to respond to requests for advice in a useful and timely manner. In many ways, a board’s value to the council reflects the strength and relevance of the local networks it is plugged into.
Community board planning
Community boards can play an important role in their council’s planning processes. The nature of this role includes: identifying local issues for inclusion in the long-term plan (LTP); providing feedback on the impact and effectiveness of council services; providing input on service levels for local services; promoting the council’s draft LTP/annual plan in their community and encouraging local residents and businesses to make submissions; providing a community board submission on the draft LTP and annual plan.
To assist these processes, a number of community boards develop their own community plan setting out the community’s preferences and priorities. 
Community board decision-making
The LGA sets out obligations that must be followed when councils are making decisions, whether or not the decisions have direct financial consequences. These obligations also apply to community boards where community boards have delegated decision-making powers, or they make recommendations to their councils on the understanding that those recommendations will be adopted.
The LGA’s decision-making principles and processes are designed to create opportunities for public participation in decision-making, increase confidence in local government decisions and strengthen transparency and accountability. Community board members need to be familiar with these.
Consultation and engagement approach
The LGA sets out principles of consultation to guide councils, and where appropriate community boards, and also a minimum standard that must be met. The challenge is to move beyond consultation simply to meet statutory requirements, to provision of opportunities for communities to participate in a meaningful way so that expectations are met and relationships between community boards and their communities are strengthened. In this way, democratic mandates are strengthened and the ability of boards to influence decision-making and outcomes is enhanced.
Importance of being known by the community
Because of their proximity to local communities, community boards have the potential to play a critical role in building citizens’ trust in democracy and connecting citizens with important public institutions.  
If community boards are to be effective in their local governance role and in promoting local democracy, they need to have a clearly visible community profile. Local citizens need to know that the board exists, what it does, how it adds value to community life and how they can participate in the board’s work programme. Boards cannot afford to be invisible.  
Building relationships with Māori
Māori organisations, whether because of their traditional mandate, their membership, or in some cases the services they provide, are important stakeholders in communities that community boards represent.  
Certainty and clarity is important if relationships with Māori are to flourish and provide value to the respective organisations. Community boards may wish to develop agreements or protocols with local Māori organisations setting out mutual expectations. 

[bookmark: _Toc106106754]Being an effective community board member
Kia whai hu ate Mema o te Poari Hapori
By being successfully elected, community board members have been given the trust of local citizens to represent and advocate for them, to exercise community leadership and make decisions on their behalf.  
Your constituents will treat you with respect and will expect you, in return, to represent their views and concerns faithfully and to act with integrity. They will also expect you to work diligently for the benefit and enhancement of the community as a whole.
It is a significant honour that few New Zealanders get to experience. But with the honour comes responsibility, as your actions and decisions can have major short and long-term consequences for your community.  
[bookmark: _Toc106106755]Your role as a community board member 
The role of a community board member is varied. Like the role of a councillor, it contains a mix of duties which can be summarised as both representation, that is giving voice to the issues and concerns of your community; and governance, that is seeking to enhance the well-being of that community.  
When compared to the role of councillors, community board members spend a greater proportion of their time on representation matters and proportionally less on governance matters. However, there is the opportunity for you and your board to discuss what is the best balance of the two roles for your community, and then to raise this with the council.
To carry out both the representation and governance roles successfully, community board members need particular attributes.
“Attributes of a successful community board member:
· Have a sound knowledge of and commitment to the Local Government Act 2002 and a firm resolve to lead decision-making for the future of your community.
· Have a genuine interest in and understanding of issues facing the community.
· Have an ability to relate to a wide range of people at all levels, including an ability to listen.
· Have an ability to express ideas clearly and be prepared to ask questions.
· Previous involvement in community organisations or networks will help.
· Demonstrate integrity and ethical behaviour.
· Be politically independent and always inquisitive and innovative.
· Have the ability to see both sides of an argument and respect the views of others even if you don’t agree with them.
· Retain a sense of humour.
· Having commercial experience is helpful, but being an elected member should not be equated with being a company director.
· Have an empathy with all members of your communities.”	
(Adapted from advice prepared by Wynn Raymond, former Mayor of Timaru and member of the National Council of LGNZ).
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