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Draft Proposals for Consultation 
Purpose of this document 
The purpose of this document is to: 

 Update members on progress to date regarding the Governance Review activity (Section 1); 
 Share with members the key themes that have arisen from the recent Member Consultation (Section 2); 
 Share with members the proposed plan for how the Governance Review work will be completed, noting how it addresses key lessons learnt from previous reviews of party structures and governance (Section 3); 
 Share and seek members’ views on a series of design principles to help develop and select a future governance design to be put to members for approval at Autumn Conference (Section 4); 
 Share with members the key governance and organisation related changes that do not require constitutional amendments and have already been implemented by FE (Section 5); 
 Share and seek members’ views on a series of proposed and potential changes to the party’s governance structure that will help shape the future governance design being prepared for Autumn Conference (Section 6); 
 Share details for how members can submit views on the contents of this paper (Section 7). 
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1 Progress update 
Last autumn the Federal Executive (FE) set in motion the largest ever consultation with Party Members on the Party’s governance. Over 2000 members responded to the consultation. All of these responses were collated and read by the Governance Review Task and Finish Group (GRTF), which had been set up by FE to consider responses and propose changes to the party’s structures and processes. Findings from that consultation (including key themes – see Section 2) were shared with the Federal Executive and chairs of Federal Committees at their Away Day on 5th December 2015, along with early ideas for change. 
Following feedback from that Away Day, a second special meeting of the FE was held on 1st February 2016 to consider new proposals taking into account both the responses to the Governance Review Survey and the comments of the FE and other Federal bodies to the proposals put forward by the GRTF. 
The proposals included in Sections 4 and 6 of this paper are the result of these deliberations and, with members’ views, will help shape the remainder of the Governance Review work, as laid out in the high level project plan (Section 3). 
2 Emerging themes from member consultation 
The responses to the Party Governance Consultation hit several common themes: suggestions for necessary essential increase in communication and transparency and calls for simplifying the party structure so that members can understand where and how decisions are made, recommendations for embedding Liberal Democrat values into internal party behaviour, and agreement over the need to increase diversity. 

2.1 Increased communication and transparency  
The chief concern of members was a lack of communication and transparency between party governance structures and members. Not only was this seen as a key source of dysfunction, but also a prime example of the party failing to live its own values of openness and democracy. 
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 Structural transparency: better understanding of roles/structures  
Many respondents noted that they had little to no idea what the official role and responsibilities of committees and certain staff were. A number felt that clearly defining the roles and responsibilities of each committee and title would clear up confusion and be a good first step in increasing transparency. 

 Operational transparency: easier member access to information  
Respondents felt that the party should also actively work to communicate with its members and allow for easy access to information. Additionally, those surveyed agreed that in order to maximize membership access to decision-making, committees and decisions should all be public-facing unless there is a specific need for confidentiality. Public-facing should be the rule, not the exception.  
Lastly, they felt that the party could establish stronger operational transparency by creating clearer lines of communication between all the regional and local parties. Respondents mentioned a lack of interoperability between local parties, from regional parties to local parties, and from the top governance structure down. 

 Communication can increase diversity 
Members clearly indicated that better communication can lead to further member participation and help increase diversity. As one respondent noted:  
“Providing clear, summarised information about how things work, what the committees do, and how people are appointed to them, may lead to able and talented individuals coming forward to help on these committees.” 

2.2 Simplifying Party structure 
While establishing clearly defined roles could allow the current party structure to be easily understood, respondents agreed that the current structure has too many tiers, and there should be fewer bodies with clear responsibilities and a transparent reporting back mechanism. Additionally, they felt communication should be streamlined so that internal committees are better able to 
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communicate with members. Lastly, creating a much more clear and streamlined disciplinary structure would cut through the bureaucratic dysfunction and help simplify. 
Many respondents also expressed deep frustration with the English Party, with a large number calling for a scrapping of the English Party altogether. Others suggested devolving decision-making from the English Party to regional or local levels. A number felt that the current governance structure of the English Party is overly bureaucratic with too many layers, too little communication and transparency, and as a result can appear undemocratic or hierarchical. 

2.3 Living Liberal Democrat values 
While respondents agreed with the current values statement, many noted that these values are not thoroughly embedded in the party’s structure, and as a result the party does not actually live up to them. Below are some key ways they thought the party could better act out its own values: 

a) Increasing transparency and communication (discussed earlier) b) Increasing diversity (discussed below) c) Putting accountability in the hands of the membership by maximizing membership involvement and access to information d) Fully enforcing OMOV e) Establishing a clearer and more transparent disciplinary structure to ensure justice  
2.4 Increasing diversity 

While the majority of respondents agreed on the importance and necessity of increasing diversity, there was a lack of consistency over how to achieve this, with the imposition of measures deemed to be undemocratic by some and essential by others. There was agreement that diversity must be encouraged and improved throughout the party, not just for parliamentary candidates, and that the party looked very ‘pale, male and stale’.  
Some respondents also mentioned that the party should create equality of opportunity by breaking the financial barriers that keep many low-income and/or BAME candidates from standing. 
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3 Next steps 
3.1 How does this Review differ to previous reviews of party governance and structures? 

A number of reviews have been conducted over the past few years which called for changes to the Party’s structure and which were not subsequently implemented. Each began with a number of concerns regarding the party’s structures and processes, effectiveness in the modern political climate, and the lack of transparency and accountability. 
Whilst there will undoubtedly be similarities between the conclusions of this review and those of the previous reviews it is important to acknowledge the different approaches which have been taken. Unlike previous reviews, (such as the 2008 Bones Review) which were largely top-down, this Governance Review has been instigated in response to members concerns and carried out by a representative group of members of the Federal Executive.  
Furthermore the party (through this paper) is actively seeking member input on the set of design principles laid out in Section 4 and potential changes laid out in Section 6.  The design principles will be used to develop, evaluate and propose wider governance changes to members at Autumn Conference. This paper, and Spring Conference, are members’ opportunity to amend them. 

3.2 What is the longer term plan for the Governance Review work? 
The diagram below sets out the high-level project plan for the Governance Review over the coming year. The aim is for this process to be as open and transparent as possible. Engaging members at regular intervals and involving them in key aspects of the design and implementation process will maximise the probability that the changes are successfully implemented and embedded. 
There are a number of constraints which the review must operate under, and which dictate the timings for the various stages of the review. This second governance consultation will run until 28th March in order to ensure it is over by the start of the short campaign for the round of elections to be held on 5th May. The next milestone will be the end of June for firm proposals to be ready  
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for approval by the Federal Executive ahead of the motions deadline for Autumn Conference on 29th June. 
As can be seen in the diagram there are also a number of key moments when members will receive communications relating to the review and its progress, this document being the first this year. There will also be an email following conference encouraging members to contribute to the consultation before the closing date. 
At the start of July, following the Federal Conference Committee (FCC)’s meeting, members will be informed whether the motion has been accepted and if so then the contents of the motion. This will allow members to submit amendments for consideration by FCC prior to Autumn Conference. These governance changes will be proposed to Autumn Conference as a series of constitutional proposals. 
Finally, if the proposals are passed at Conference, nominations for committee positions will open once Conference has ended; the new Governance structure being fully brought into effect at the start of 2017. 
Members reading the diagram will notice that, in addition to the Governance Review Task and Finish Group which was set up by FE to carry out this review, a new Constitution Drafting Group will also be set up. This group will be comprised of a number of constitutional experts, including representation from across the state parties. Its role will be to carry out the detailed drafting of a constitutional amendments, in line with the structures agreed by the Governance Review Task and Finish Group and the Federal Executive, and the design principles laid out below, in consultation with the Party. 
The Governance Review Task and Finish Group (GRTF) is comprised of six members of the FE: Sal Brinton (Chair and Party President), Antony Hook, Dan Farthing-Sykes, Dawn Barnes, Al Ghaff and Rodney Berman. If members have any concerns or questions regarding this process, you are very welcome to email president@libdems.org.uk for further clarification. 
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4 Design principles 
Using member feedback from the consultation process, the Governance Review and FE have defined a series of design principles to help develop options for changes to governance and structure. These are outlined in the table below. They will form a key part of evaluating finalised design options and agreeing the final revised structure and governance (to be approved at Autumn Conference). 
In order for the party to come up with clear proposals to share with members over the summer, it’s really important that members express their views on these principles. This is because they will help FE and the GRTF evaluate and decide which finalised option is put forward to members. 

 
Q1: Do you agree with these design principles, and that they should be used to help develop and evaluate the future governance design to be put forward to members at Autumn Conference? 

Area Design Principle 
Clarity, Transparency and Accountability 

Clearly defined governance structures, roles, responsibilities and reporting mechanisms, so members remain informed 
Direct Democracy Where relevant and practicable, OMOV should apply to all aspects of Party Governance. 

Separation of Powers / Checks and Balances Powers and decision-making should be spread across the governance structure. 
Effective Working A structure where committees have the powers they need, whilst remaining properly accountable for their actions. 

Federalism and Subsidiarity Where practicable, decisions should always be made as close to members as possible. 
Leadership and Values Those in positions of leadership have a responsibility to live out our liberal values, leading by example. 

Representation and Diversity The membership of party committees should be representative of the party as a whole. 
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5 Changes already enacted 
Alongside the broader Governance Review work, FE determined that it should implement a number of measures which don’t require formal constitutional change to address specific governance related issues: 
5.1 Increased Communication and Transparency 
a) The FE has taken the decision to publish its minutes on the ‘Members’ section of the website. These can be found under ‘Committee Reports’ at: www.libdems.org.uk/members; b) To ensure greater clarity of communication, a new programme of supporter, member and campaigner engagement is being designed on a monthly cycle, with a Members newsletter as well as a variety of topical and interactive communications using email and other channels. This will ensure members are better informed at regular intervals, whilst preventing email fatigue. c) Members’ comments about clear communication from the committees was also seen as equally problematic with inter-committee co-ordination. The FE in January voted to amend its standing orders to create a small Operations Sub-Committee, chaired by the Party President. Its role is to provide regular oversight of the implementation of the FE’s decisions, make day-to-day decisions in order to ensure implementation of the FE’s strategic plan, and co-ordinate decision-making, ensuring effective working at a Federal Party level. d) A key theme from member consultation was a need to improve the transparency of the party’s existing structures and governance. As part of the Governance Review’s work the party has developed an organogram to illustrate how the federal party teams and roles currently relate to the federal committees. Whilst further refinement of the organogram may take place, it is hoped it will help increase member’s understanding of the current structure and thereby help everyone improve it going forwards. 

Please note: There are three kinds of body on the organogram, distinguished by three different colours. First, the Party Committees (in orange), then those staff who currently report into or support a Federal Committee (in yellow), and finally those staff who do not have a formal reporting link with a Federal Committee (in green). 
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5.1 Living Liberal Values 
The FE has now changed the Committee Election Regulations, subject to Conference ratifying them via the FE’s Report to Conference, to ensure OMOV is now fully implemented in Committee Elections as well as at Conference. 

5.2 Increasing Diversity 
The FE has tabled a motion to Spring Conference in York which would seek to ensure greater diversity in candidates standing both in key seats and more widely across the board. This would be subject to ratification by the English, Scottish and Welsh State Parties, some of whom are already seeking to take more radical steps to increase diversity. 
6 Proposals for change 
The remainder of this paper is broken down into a series of subsections containing governance proposals and emerging options for what the future governance may look like.  Member feedback on these ideas and proposals will be crucial to developing an effective final design to be presented to members over the summer. 

6.1 Ways of working 
 Conference remains the sovereign body, and there should be a clear distinction within party bodies as to where strategy, direction and implementation should sit 
We believe that the Conference should remain the supreme body of the party, with a majority elected Federal Board reporting back to it that sets the strategic direction of the party, whilst Federal Committees implement work-plans that reflect the strategy. This is very different to the current structure, where Federal Executive (FE) is required to both set the strategy and implement the plans, which has caused duplication and confusion about which body has the right to act. By the nature of their remits, both Federal Conference Committee and Federal Policy Committee have a direct relationship with the Federal Conference, and it is proposed that this continue, as their remit and responsibilities are put directly to Federal Conference.  
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Given that the proposal for a Federal Board is different to that of the Federal Executive, should the Federal Board have the ability to monitor the work of the FPC and the FCC? Could the lack of such a relationship inhibit the ability of the Federal Board’s ability to decide on the strategic direction of the party? Such a relationship might include, for example, requesting that the FPC carry out a specific piece of policy work, asking FCC to review conference costs or facilities, or asking FCC to provide data on the involvement of certain groups with protected characteristics at conference, including speaking at conference. These examples would be illustrative of the involvement, and the Federal Board would not be able to supersede the remit and responsibility of FCC and FPC to Federal Conference. 
Q2: Do you agree that: a) Federal Conference should remain the sovereign body of the Federal party of the Liberal Democrats? b) The Federal Board (formerly the Federal Executive) should set the strategic direction of the party and monitor the work of the Federal Committees on behalf of Conference? c) The Federal Committees should implement their work-plans, and report to the Federal Board on their work? d) The Federal Conference committee (FCC) and Federal Policy Committee (FPC) should continue to report directly to Federal Conference, and either: (i) the Federal Board monitor their work and have to power to ask for specific items by exception, recognising FPC and FCC’s special relationship with conference, or: (ii) the Federal Board have no ability to monitor the work of FPC and FCC. 

 Committees to take responsibility for delivery of work-plans 
We believe that these committees should be chaired by one of its members (a majority of whom, but not necessarily all, would themselves be directly elected by party members), with the senior staff director or manager alongside them, and that the committees should be held to account by the party for their actions. This already happens with the Federal Conference Committee and Federal Policy 
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Committee, who see their roles very clearly and work effectively, and we would like to extend the practice to other committees, as appropriate. Currently, too many committees just hold staff to account for their actions, rather than owning the delivery of the work-plan. It should be noted that we are not changing the nature of the executive responsibility of the staff, who must be able to run our business as they have always done. This is about changing the way our Committees work, so that it is a partnership. This is particularly important with a reduced executive and staff. 
Q3: Do you agree that the remit for Federal Committees should clearly set out that Committees are responsible for the delivery of their work-plan? Q4: Do you agree that the Chairs of Federal Committees should be chosen by the members of that committee from among those who are directly elected, or should some be directly elected by party members? 

 Consistency in committee accountability 
We also believe that all the major work-streams of the party should report to a Federal Committee. Much of this happens through the existing structures, including through subcommittees of FE. So, whilst the number of Federal Committees may appear to increase through these proposals, the reality is that these committees already exist but are not visible to members, nor are they accountable to the party in the same way as Federal Committee. We specifically propose that the Campaigns and Communications Sub-Committee (CCC) of FE become a Federal Elections and Communications Committee, and that the Diversity Engagement Group (also an FE subcommittee) formally become a Federal Development Committee to expand its remit to include member services, development, training and activation. 
One key comment to come back through consultation responses was that it was unhelpful for the CCC to have no oversight of candidates issues, and that, in the English party, there is a Candidates Committee but no Campaigns Committee. This has caused a dysfunction that was particularly evident in the run up to the General Election where there were significant delays in selecting candidates, but the campaigns body for the party had no oversight of the problem.  We propose, therefore, 
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that the remit of the new Federal Campaigns and Communications Committee be expanded to include Candidates, and would be expected to have a strategic view of the pipeline for candidates, rules and timescales. We are aware that this is currently the sole remit of the state parties, but we believe the time has come for more co-ordination. 
The Diversity Engagement Group was set up to report to FE, but we believe that there is now a case for a Federal Development Committee covering diversity, training, member activation and development.  

Q5: Should all the party’s work-streams have oversight from a Federal Committee?  Q6: Should the Campaigns and Communications Sub Committee a) become a full Federal Committee in its own right, and/or b) increase its remit to cover candidates issues? Q7: Should the Diversity Engagement Group (currently reporting to FE) be dissolved and a new Federal Development Committee responsible for diversity, training and member activation and development be created? 
 Task and Finish Groups 
We recommend that the Federal Committees keep the formal power to create Task and Finish groups with the power of co-option, a clear remit and end date. This is particularly important for cross committee/departmental projects. We propose that they should report on the creation and work of any such group as part of their report back to the party. 

Q8: Do you agree that Committees should keep the power to create Task and Finish groups as outlined above? 
 Liberal Democrats Limited, audit and compliance 
Currently, the audit committee and election compliance oversight is carried out by Liberal Democrats Limited (formerly known as the Trustees), which is an arms-length body from the party. As a limited company, it also has the beneficial function of signing contracts on behalf of the party, which cannot do so as an unincorporated body.. 
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However, our auditors have commented, and FE agrees, that it would be sensible to have the audit and compliance committee reporting to the Federal Board, and thence to Conference. We believe it should also be able to commission internal audit reports as required, especially important if committees are now responsible for delivering, not just monitoring, work-plans and activity. For example, over the last few years the Leader has appointed an individual to chair the elections campaign committee, and then the Campaigns and Communications Committee has been commissioned to carry out a post-election review. If they are the committee responsible for the election, it would be inappropriate for them to conduct the review. 
We believe that there are advantages in the members of this committee being appointed by the Federal Board because of the expertise of audit and financial probity and experience of party mechanisms that are needed ), although we recognise there are alternative approaches (such as direct election, or election by the Federal Board from a field of nominees).. The nature of Audit and Compliance work means that any members of this committee should not hold any other elected post within the party, to avoid a possible conflict of interest.  

Q9: Should Liberal Democrats Limited become the Federal Audit and Compliance Committee, reporting to the Federal Board on their audit and compliance function? Q10: Should members of this committee  a) be appointed by the Federal Board, directly elected or elected by the Federal Board, and b) also be ineligible to stand for elected office elsewhere in the party at a Federal, Regional or State level? 
 Effective working: committee structures 
FE has discussed at some length the size of committees and their effectiveness. For example, FE itself is 29, made up of 14 representatives from other bodies, and then 14+1 of directly elected members. This is a large body, and at times can make contributions difficult and decision making hard. At present, there are representative(s) from the three state parties, other Federal 
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Committees, as well as representatives from local government, the House of Commons, House of Lords and European Parliament, as well as other ex officio posts.  
We received a clear message from members that they wanted committees to work effectively, and from some that this might mean smaller committees. However, there is a balance between full representation and effective working size.  
For a Federal Party there is also the important balance between directly elected members and those mandated by their body (e.g. State Parties) and elected (or appointed) by that body to ensure that the voice of the parts of the Federal party are heard, as well as that of individual members.  
Federal Conference Committee (FCC) say that their 21 members have an active role in delivering Conference, and their work stream means the current size of the committee works well. 
Federal Policy Committee (FPC) has 29 members but has pointed out that its remit and workload require this number to ensure a sufficient depth and breadth of skills to deliver its work-stream.   
We believe it would be helpful for members to have a guide for the work of each committee prior to voting for members, which can be available with the ballot paper and the leaflets for candidates.  
We also believe that there is a case for a certain number of directly elected places to be dedicated to people with particular skills, and they would have to demonstrate these skills to be elected, in their election leaflet.  For example, the FFAC might have a place reserved for a financially qualified person and also for someone with experience of HR and Organisation. The Development Committee might have a place reserved for someone with training experience, etc. An alternative is to make provision for the Committee (or the Federal Board, in relation to the Committees reporting to it) to have limited powers of co-option  
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Q11: Should Committee membership be limited to a maximum number? Would you prefer a maximum number and if so, what should that maximum be? a) 15 b) 20 c) 25  d) More for FPC and FCC, with a limit of 29? Q12: Should the maximum number vary between committees? Q13: In a Federal Party should there always be a number of representatives from other parts of the party (eg the various state parties, local government representatives) on any federal committee? Q14: Should those directly elected from the entire party membership always be in the majority, or should those directly elected from a sub-set of members (e.g. councillor representatives, or a Scottish member elected by Scottish party members to represent the Scottish party) count as part of the directly elected majority? Q15: Wherever this is practical, should chairs be chosen by the Committee from among those who were directly elected by the party membership, or chosen by the Committee members (a majority of whom will be directly elected) from amongst any of their numbers to increase the flexibility? Q16: Should any places on any committees be reserved in the election process for those with relevant skills, or where a skills gap is identified by the Committee should this be managed by co-option? Q17: Should a guidance note be issued to voters with ballot papers to explain the role of each committee and the skills needed? Q18: Should directly elected members always be in the majority, or should other elected mandates in a Federation (e.g. a Scottish member elected by Scottish party members to represent the Scottish party) count towards the directly elected total? Q19: Where practical, should chairs be directly elected, or appointed by the Committee members from amongst their numbers? Q20: Should candidates for committees outline their relevant skills for a committee? Q21: Should a guidance note be issued to voters with ballot papers to explain the role of each committee and the skills needed? 
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 Confidentiality of committees and representatives reporting back to their party body 
FE believes that we should have a standard confidentiality policy operated by all committees, which should work on the basis that non confidential decisions should be cascaded back to members and relevant party bodies. Whilst obviously we would not want commercially or electorally confidential information in the public domain, nor any matters relating individual staff or members, much of what is discussed is not confidential.  
At present too few representatives report back to their party body about the work of the Federal Committee on which they sit. We believe it is the responsibility of the Chair of each session to make clear when items are either temporarily or permanently confidential and what other information can be circulated. 
Committees should also have practical communications plans for items that need wide dissemination. 

Q22: Do you agree with the proposed confidentiality principles? Q23: Do you agree that, by default, all non-confidential information should be reported back to members and party bodies? 
 Effective working: standing orders & training for committees and their officers 
As each new committee is elected, we recommend that the new members come together for a development session which should include understanding the standing orders for the committee, training on diversity and unconscious bias, effective working, and drafting the key issues for the work-plan for the coming year. We believe that there should be core common standing orders for all committees, which should rely much more on volunteer members to deliver the secretariat for their committees. 
There should also be a joint development session for all elected chairs (whether new or not) of Federal Committees after their elections in the autumn, and before they take up their role in January. Part will be training for new chairs, but it is also important that the chairs work 
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together to break down some of the silo thinking that exists in organisations. 
Q24: Do you agree with these proposals? 

6.2 Proposed party structure 
This section contains a proposal for changes to the party’s structure and those committees which would be set out in the constitution (with the exception of the Treasurer’s Fundraising Board). Their proposed responsibilities are laid out below, with new Committees and responsibilities highlighted. 
The proposed party organogram is set out on p. 23, while the graphic on p. 24 outlines the various subcommittees which would report to the Federal Committees below, and outlines their proposed areas of responsibility. 

Committee Responsibilities 

Federal Board 
• Directing and co-ordinating the work of the Federal Party; 
• oversight of all party and professional functions; 
• sets party strategy. 

Development 
• Run internal diversity agenda; 
• run member activism & training; 
• outreach to other party committees; 
• outreach to diversity organisations. 

Finance and Resources 

• Planning and administering the budget and finances of the Federal Party 
• directing the administration  of the Federal Party including its Chief Executive,  headquarters and other staff;  
• overseeing the role of the Party as an equal opportunities employer and the maintenance of employment grievance and disciplinary  procedures. 

Conference • Organise & implement federal conferences; 
• Decide on federal conference agendas. 
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Policy 

• Researching and developing policy and of overseeing the policy-making process; 
• presenting the views of the Party to outside bodies, including political parties and groupings in the European Community and elsewhere; 
• consulting outside bodies in relation to proposed policies of the Federal Party; 
• approving official policy publications of the Federal Party; 
• making interim policy on topical issues, subject always to this policy remaining the policy of the Federal Party only if it is approved by the first appropriate meeting of Conference on the basis of a motion to approve a report covering all such interim policy submitted to it by the FPC; 
• making detailed policy of the kind needed to implement the principles and broad policy outlines contained in a policy paper or motion that has already been adopted by Conference. 

Elections and Communications 

• Coordinating and planning the broadcasting and communications strategy for the Federal party; 
• planning, supervising and coordinating the General Election campaigns and preparations; 
• planning, co-ordinating and supervising other local, regional and European elections at  Federal level; 
• oversight of candidates assessments and approved candidates, selection rules and selections, in conjunction with state party candidates committees. 
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Audit and Scrutiny [Lib Dems Limited] (informal link) 

• Financial review 
• External audit expertise 
• Federal and areas of concern 
• Risk Register 
• Staffing complaints 
• Legal and Internal compliance 
• Monitor PPERA and fundraising protocol 

Parliamentary Office of the Liberal Democrats (informal link) 

• Consists of staff in the Commons and Lords Whips Offices, Parliamentary Adviser Unit and Parliamentary Support Team; 
• provides both practical and policy support to Parliamentarians in support of their parliamentary duties. [Funded through Short and Cranbourne money] 

Treasurer’s Fundraising Board (informal link) 

• Raising money for the party; 
• Business and High Net Worth liaison 
• small donations – including member and supporter; 
• investigating new sources of revenue through large-scale donations; 
• setting the fundraising strategy for the Party. 
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6.3 Diversity within the party 
Many members suggested to us that the lack of diversity throughout the party was a problem that needed to be acted on with some urgency, although opinions differ as to the degree of action. The ability of the party to take action varies according to whether it is for members and internal party elections, or for candidates to publicly elected office (including local government, assemblies and parliaments). 

 Access to elected office 
A motion to the Spring Conference at York sets out potential arrangements for the Federal and State parties to take in terms of action to support those from under-represented groups (gender, BAME, disabled, LGBT+), which include places reserved on shortlists, special training, mentoring and coaching. The law makes it possible for a political party to have all women or all disabled people shortlists, but this facility is not available to the other under-represented groups (BAME, disabled and LGBT+). The motion to conference only refers to elections to the Westminster parliament, but the party may wish to extend its arrangements to other external elections too. Because of the specific motion at Conference, this review is not seeking to replicate the debate that will take place on the detailed matters contained in that motion.  Q25: Do you have any views on this issue? 
 Internal party elections 
Many members who responded to the consultation paper told us that the party needed to ensure a wider and more diverse representation at all levels in the party. With women making up only 25% of local party officers, and BAME members at 10% of local party officers, there is much to be done. The FE has looked at sister parties abroad where diversity has been at the heart of every level of the party, and the key common factor has been action by people at all levels. Colleagues from our sister party in the Netherlands, D66, told us that whenever they looked for people to stand for office, they automatically searched for people who didn’t look like them. Our sister party in Canada has taken 
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formal action to make every local party think and act on getting the most diverse slate of candidates they can find.  In recent years, the party has used a one-third rule for Federal Committee Elections to ensure that, assuming there are more than one-third female candidates, there will be at least one-third women elected to each Federal Committee. No other affirmative action has been taken for any other under-represented groups.   Q26: Should this principle be continued in the new Committee Election structure, and should it be expanded to include people with other protected characteristics as well, as far as the law permits? 
 Equality Impact Assessments1 
The party has not routinely adopted the carrying out Equality Impact Assessments (EIAs) for decisions that it has made. Federal Policy Committee has started to do this when considering electoral party policy, but it is still developing a clear framework that is effective without being burdensome. 
It is vital that all parts of the party use EIAs as a matter of routine. FE will ensure that the formal proposals for changes to the constitution and governance of the party will also have EIAs presented at the same time, and we propose that the party adopt a framework that every level of the party can use. 

Q27: Should the party adopt these proposals for carrying out Equality Impact Assessments? 
6.4 Discipline 

Whilst discipline cases are a state matter unless referred up to the Federal Appeals Panel, it has become clear that there are problems with discipline in 

                                                           
1 An Equality Impact Assessment (EIA) is a process designed to ensure that a policy, project or scheme does not discriminate against any disadvantaged or vulnerable people. 
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the party at the moment: the Morrissey Reports2 and subsequent legal advice set out the changes that we needed to make to our culture and to our rules, but there are still issues arising that mean processes are not working as effectively as they might, and members (whether complainants or appellants) are expecting a very different approach which is much more time consuming and formal than the party has operated in the past. A further problem is that members and the outside world do not understand where the disciplinary structures sit. As a result of this, the President has asked an outside expert to carry out a review on the party’s processes at state and federal level, and report back to the FE and the three state parties. FE will then incorporate recommendations based on its discussion of that report in to the proposals coming to Autumn Conference.  Q28: Do you have any views on this? 
6.5 Deputy Leader 

Currently, the Deputy Leader is a parliamentary position, elected sole by the MPs in the House of Commons. The Deputy Leader stands in for the Leader when he or she is unavailable for official business. We received a small number of mixed responses to the question of whether all members should elect a Deputy Leader rather than the current practice of the Deputy Leader being elected by the House of Commons Parliamentary Party. Comments ranged from we must elect a female deputy leader whilst all our MPs are male, through to why do we need a deputy leader elected by the members – isn’t there overlap with the Party President’s role?  
In feedback sessions at regional and state conferences members have mentioned that they would welcome clearer job descriptions for all party roles, including President, Leader and Deputy Leader, so that members can understand what is required in the role.  

                                                           
2 See: http://www.libdemvoice.org/helena-morrisseys-report-no-excuses-we-have-to-do-what-she-says-and-do-it-well-34901.html; http://www.libdemvoice.org/helena-morrissey-evaluates-partys-progress-on-her-recommendations-43829.html.  
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At present, the Constitution is silent on the division of responsibilities between the Leader and the President. The closest to any description is that “The President shall be the principal public representative of the Party and shall chair the Federal Executive”. 
The reality is that the Leader is the formal political leader of the party overall, setting out its political priorities and direction, campaigns and political activity, whereas the President is the senior member responsible for the running of the party machine (through the Chairing of the FE), working with members and member organisations and, on behalf of the membership, holding the Leader and the executive to account.  
In the meantime, it would help the FE to receive answers to the following questions: 
Q29: What should the work of a Deputy Leader be? Q30: Do you believe that a Deputy Leader of the party should be elected by all members, or appointed? Q31: Should a Deputy Leader have access to an honorarium if they are unable to work whilst holding the post? Q32: Should the election of a Deputy Leader be used as a diversity balancing tool? 

6.6 Specified Associated Organisations (SAOs) and Associated Organisations (AOs)3 
At present Liberal Youth (LY) is the only SAO that is permitted to recruit new members and receive a share of their party membership fee. In an internet age where people join political parties because of areas of common interest as much as where they live, should SAOs have the same right as LY to recruit new members, and receive a share of the membership fee? This reduces the 
                                                           
3 An AO is an organisation of persons having a common link of interest whose membership is limited to members of the Party or non-members who support the fundamental values and objectives of the Party; whose objects are consistent with those fundamental values and objectives; and whose internal procedures conform to the party’s basic democratic principles. SAOs meanwhile must, in addition to the above criteria, be defined by status (e.g. a social identity or professional group) rather than opinion (e.g. particular politics or areas of policy), and have a membership larger than 250. 
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share of the membership fee to rest of the party, but may be compensated for by the increased membership that results, so the impact it would have on the party’s service to members cannot be predicted. 
Q33: Should other SAOs have the same right as LY to recruit new members, and receive a share of the membership fee? Q34: Should AOs be included in this scheme, or should it be reserved for the larger and more established SAOs only? 

6.7 The State Parties and sub-Federal Structure 
So far in this document there is no mention of the English, Welsh and Scottish parties, the English regions and local parties.  In a Federal Party it is not in the gift of the Federal Executive to dictate to the State Parties what arrangements they set up, but we ask them to use the same design principles to consider their own structures and ways of working: it was very evident that those members who responded felt they were responding to an all-party restructuring. The support that the Chairs and Convenors of the State parties have given on FE to the proposals in this document demonstrates the recognition that our members want to see change.  
We do have some views, however, that we would like to recommend to the State Parties: 

a) Members have asked for consistency in structures, in language and in style, to help them understand what committees and bodies are doing b) Members say that democracy is irrelevant if they cannot vote directly (or indirectly for a representative) for committee members, and hold them accountable. We welcome the initial proposals from the English Party to remedy the electoral college voting system used, and to give English members more say in the running of their party c) The Scottish and Welsh Parties, and many of their members, remain bemused by the Spring Federal Conference which they say is not relevant to them as their State Party Conferences are used for policy making and launching election campaigns. FE notes that in recent years Scottish and Welsh members at the Spring Conference have been very few (fewer than 10 in some years), in effect making it an English Conference. We believe that there needs to be an urgent discussion between the Federal party and the English Party about the creation of 
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an English Spring Conference, and the consequences of not having a Federal Conference in the Spring. d) There needs to be better working between the regional, state and federal parties on candidates, campaigns, member development and diversity. Whatever formal structures are set up, we need to develop better, softer ways of operating – true federal working. 
Q35: Do you believe any changes should be made to the structures and/or responsibilities of the three state parties (England, Scotland and Wales)? Q36: Should we continue to have a Federal Spring Conference, or should it be replaced with an English Conference?  
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Feed in your Views 
This consultation will continue throughout the spring and members’ submissions are very welcome. Below are the essential details you will need, including the deadline and where to send your submission. 
What should I submit? 
Members are welcome to submit views on the proposals above, and the preliminary conclusions set out in this paper. If you have any questions please do not hesitate to get in touch with the review group via president@libdems.org.uk with your views and comments. 
Where can I send my submission? 
Submissions are welcome either by email or by post to the following addresses: 
Email president@libdems.org.uk 
Post Party Governance Review c/o Chris Adams Governance Officer 8-10 Great George Street London SW1P 3AE 
What is the deadline for submissions? 
The deadline for submissions is Noon on Monday 28 March 2016. 
What if I have further questions? 
You are very welcome to arrange to talk with any member of the Federal Executive at Spring Federal Conference in York. There will be an FE helpdesk by the information desk. For a full list of FE members please visit www.libdems.org.uk/federal_executive. Please also feel free to get in touch via president@libdems.org.uk. 
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