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24 March 2006

Agenda Item No 8

National Park Authorities Performance Assessment: Improvement Plan 

Report by Chief Executive

	Summary:
The report of the Peer Review Team gave a very positive assessment of the Authority.  The next step is to refine and further develop an Improvement Plan.  The Member Group has considered two drafts and a revised version is appended for adoption by the Authority.

Recommendation:
That the Authority adopts the Improvement Plan as set out in the Appendix and considers the comments made by the Member Group in relation to the role of members.


1
Introduction
1.1
The National Park Authorities’ Performance Assessment process consists of three parts: a self-assessment, a peer review and the development and implementation of an improvement plan. 
1.2
There have been two meetings of the Improvement Group examining the Improvement Plan and a revised version taking their views into account is appended.

1.3 
Additional comments from the Group were as follows:

· It was agreed that the shorter version focusing on the key actions was more useful but that members should have an update on progress against all 27 points in a year’s time.

· The new Business Plan should be on a three-year “rolling” basis.

· The Group discussed the benefits of management accounts showing income and expenditure against areas of activity (as distinct from accounts produced in accordance with CIPFA guidelines) such as had been recently developed for the Navigation Account (for example showing expenditure on dredging versus moorings versus patrolling). It was acknowledged that there was a significant resource issue in producing such information and the Chief Executive and Director of Corporate Services agreed to look into the practicalities.

2.
Role of Members

2.1 The Group looked in more detail at recommendations 11 and 12 concerning the role of Members. They came to the following conclusions.

· The Group agreed the principle of annual assessment for all members which should be open (i.e. the member can see his/her assessment and discuss it with the authors if he/she so wishes) and should be carried out by the Chairman either on his/her own or in consultation with two or three other senior members. The existing Secretary of State form should be used as a template.  It was suggested that the Chairman with help from staff should be asked to look at the existing arrangements and how the new system might work in practise with his thoughts  brought back to the Sub-Group before consideration by the Authority. It was suggested that the proposals could be worked up in consultation with Tony Stapleton. 

· New Member Induction Training should be mandatory. The content should  be considered by members.

· There should be more dedicated training for members, identifying gaps in their knowledge, perhaps through a survey of members’ needs.

· Each member of the Authority should be provided with a copy of the Broads Act. 
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DRAFT

Improvement Plan

Version 2.1

This document is the Broads Authority’s response to the National Park Authorities Performance Assessment Report. The outcome of the Review was very positive with the Review Team concluding that the Authority had:

“moved a long way in a short space of time. It has made considerable strides in terms of strategy, plans, stakeholder buy-in and corporate systems. Considerable support was expressed by many stakeholders for the work the Authority is doing.”

But the Authority recognises that it still has further to go; that it needs to improve resource planning; and to show that the integrated approach to managing the Broads is delivering priorities. This Plan will help guide further improvements. The 27 recommendations of the Team have been gathered under five key headings: strategy, managing resources, the role of members, communication, and planning. It should be recognised that some of the proposals fit into more than one heading. For example a State of the Park Report is a strategy but will also provide SMART targets for performance management. This Plan identifies the key actions referencing the 27 recommendations by their numbers.

Strategy

3 Consider holistic strategies

5 State of the Park Report

8 Integrated approach

17 Review partnerships

25 Delivery of environmental targets
The Authority has a clear long-term strategy but the linkage between that and what happens on the ground needs to be strengthened. One of the main initiatives in 2006 will be to develop a “whole valley” approach to practical management. The Authority will give greater clarity to its conservation role and its working with partners. It will also develop a State of the Park report to provide a set of long-term indicators and targets for management.

	Action
	Timescale
	Progress to Date

	Develop “Whole Valley” approach to the management of the Broads by setting up project teams bringing together different expertise to integrate practical management.

Define and audit all partnerships, identifying contribution to the delivery of Broads Plan objectives and the need for formal arrangements
	Pilot up and running by 1st June 2006

31 July 2006
	Preliminary discussion at Broads Authority and with key partners.

Meeting with How Hill Trustees on 19 January 2006 to discuss future lease and service level agreement.


Managing Resources

4 Milestones and SMART targets

7 Cycle for setting priorities and adjusting budgets

13 Financial control and budgetary monitoring

14 Impact of organisational changes

15 Impact of job evaluation

18 Embedding management practices

19 Project and operational risk

20 Project management

21 Shared learning

22 Performance against Best Value Indicators

26 Align objectives to available resources

27 Structured approach to project management
The key response to this group of recommendations will be the development of a three-year business plan. This will look to bring income and expenditure into balance while maintaining appropriate reserves. It will provide a framework for allocating resources and asset management. A standard approach to project management will be developed and financial controlling and budgeting improved.

	Action
	Timescale
	Progress to Date

	Develop a 3-year Business Plan with staff and members

Develop and adopt revised methodology for reviewing, setting and adjusting budgets
	Draft to Broads Authority on 19 May 2006. Final version pubs. by 30 June.

To be drawn up by 30 June 2006 and trialled during 2006/07
	Management Team initiated on 9 January 2006. General financial principles to Broads Authority on 27 January.

Meeting held with Treasurer and Financial Advisor on 13 January to discuss proposals


The Role of Members

11 Reduction of polarised views

12 Navigation Committee
The Review Team identified two particular issues in relation to Members: building a broader understanding of issues facing the Broads with the aim of reducing polarised views and working with the Navigation Committee to identify a constructive and involved role for the future.

	Action
	Timescale
	Progress to Date

	Informal meeting between the Chairman and the Navigation Committee to look at how the Committee can develop a mutually supportive role with the Authority.

Develop morning session of the Broads Authority meetings as interactive to get a broader understanding and agreement of the integrated management concept.

Develop approach to performance guidance and assessment for all members.

Provide more dedicated training sessions for Members and improve induction of Members including job description to assist better understanding of the role.


	February 2006

March 24 2006

June 2006

June 2006
	Meeting held on February 14th

Members of the Navigation and Standards Committees invited to future morning sessions

Improvement Group to be invited to put forward proposals

Improvement Group to be invited to put forward proposals


Communication

1 Delivery of Broads Plan

2 Shortened version of the vision

6 Regional profile

9 Engagement with residents and surrounding populations

10 Improve internal communication

16 Interaction between staff and members
In its self-assessment the Authority identified communication as one of the areas where it wanted to focus more effort. A communication strategy is in preparation looking at external communications and working is on-going to improve internal communications. This work will consider how to improve engagement with local residents, increase the Authority’s regional profile and reassure stakeholders that the Broads Plan vision can be delivered.

	Action
	Timescale
	Progress to Date

	Define Advisory Area beyond the Executive Boundary for engagement with local people. 

Develop Action Plan for engaging with communities in new Advisory boundary

Develop Communication Strategy to consider how best to engage with local residents

Review effectiveness of internal communication and identify ways in which can be improved
	April 2006

June 2006

Draft Strategy to Authority on 19 May 2006

By 30 June 2006
	Boundary issues explored using farm holdings and SDF.

First draft of Strategy prepared. Outside assistance engaged to help take forward.

Outside assistance engaged to carry out independent review of internal communication processes.


Planning

23 Development control performance between now and 2007

24 Project Plan for new planning service
There are two recommendations relevant to this heading (23 and 24) both relating to development control. The first identifies the need to work with the district councils to improve performance whilst the second relates to developing plans for taking the service in house from April 2007.

	Action
	Timescale
	Progress to Date

	Agree arrangements with the district councils to improve performance.

Develop a project plan to take the administration of planning in-house.
	31st March 2005

30th April 2006
	Report to Planning Committee on 3rd February with proposals to assist district councils.

Short term project plan incorporated in Directorate Plan


Monitoring Improvement

This high level Plan will be used as the basis for regular reporting to Members on its implementation. At a more detailed level the Management Team will be considering improvements against all 27 recommendations made by the Team.

JP
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APPENDIX 1

Recommendations of the Assessment Team

Vision, plans and priorities

1. The Authority should provide reassurance to stakeholders about its ability to deliver its contribution to the Broads Plan and the plans it has for maintaining the high level processes. (4.5)

2. Increase the appreciation of the vision amongst stakeholders and staff, by making the shortened version more widely known. (4.6) 

3. Give consideration to holistic strategies that will enable a quicker focussing of the vision and the Broads Plan to actions that support delivery. (4.12)

4. Milestones and SMART targets should be used more consistently in documents. (4.13)

5. Continue the development work on a state of the park report. (4.14)

6. Increase the regional profile of the Authority by building on the sub-regional base that is emerging. (4.19 & 5.20)

7. Continue to develop the proposals for an annual cycle of setting priorities and adjusting budgets. (4.20)

8. Consider ways to determine and demonstrate how the integrated approach to managing the Broads is reflected in delivering the priorities of the Authority and benefits it gives across the three purposes. (4.21, 6.8 & 6.15)) and  

9. Improve consultation and engagement with residents and surrounding populations. (4.22)

10. Continue to develop the proposals for improving internal communication. (4.23)

Capacity, partnerships and performance management

11. Reduce the drain on member and officer capacity, and on decision making processes, by reducing the impact of polarised member views and developing their broader strategic perspective.  (5.7 & 5.8)

12. Work with the Navigation Committee to ensure that it sees a constructive and involved role for the future. (5.9) 

13. Review the current arrangements for financial control and budgetary monitoring and introduce improvements. (5.10)

14. Assess the impact on staff of the organisational changes and introduce changes as necessary. (5.11)

15. Review the impact of the job evaluation exercise on staff recruitment, retention and morale (5.12)

16. Identify a structured approach to improve the interaction between staff and members. (5.13)

17. Continue with the proposal to carry out a review of partnerships. (5.19)

18. Linkages between performance management, financial management and project management need to be more strongly embedded. (5.27)

19. More needs to be done to improve project and operational risk management. (5.29)

20. Continue to develop a structured approach to project management. (5.30)

21. Increase shared learning across and through the organisation. (5.31)

Achievements and developing effectiveness

22. Review performance against best value indicators and those being developed locally and introduce revised target setting or monitoring procedures. (6.5 & 6.14) 

23. Provide clear proposals, agreed with the district councils, to show how and by what amount the performance of development control will improve between now and 2007. (6.6); and 

24. Establish a project plan using, accepted project management techniques, for the implementation of a robust and fully functional development control service from 2007 onwards. (6.22)

25. Provide clarity on the role the Authority is playing in delivering environmental targets and national programmes. (6.7)

26. Use resource planning to align the Authority’s objectives to available resources. (6.21)

27. Continue to develop a structured approach to asset management. (6.23)
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