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11 May 2007

Agenda Item No 11

National Park Authorities Performance Assessment:

Improvement Plan Update

Report by Director of Corporate Services

	Summary:
This report provides an update on progress against the 27 recommendations in the National Park Authorities Performance Assessment Review Team report.

Recommendation:
That the report be noted.


1
Introduction

1.1
Members will be aware that national park authorities and the Broads Authority are subject to a corporate assessment process (entitled National Park Authorities Performance Assessment) which is broadly based on the local authority CPA (Comprehensive Performance Assessment) model, but tailor made to fit the duties and responsibilities of national park authorities.

1.2
This process consists of three main elements:

· preparation of a self-assessment;

· peer review; and

· implementation of an Improvement Plan.

1.3
A self-assessment was drawn up following extensive consultation with members, staff and stakeholders, following which a peer review team visited the Broads for four days during November 2005.  The team comprised:

· Mrs Jean Tallantire, Member, North York Moors NPA;

· Mr Jim Dixon, Chief Executive, Peak District NPA;

· Ms Kathryn Beardmore, Access and Recreation Manager, Yorkshire Dales NPA;

· Mr Peter Simpson, Chief Executive, Hambleton District Council; and

· Mr Ken Lloyd, SOLACE Enterprises (Facilitator).

1.4
During the course of the week the Review Team met a wide range of members, officers, partner organisations and stakeholders/user groups, and carried out a thorough assessment of the Authority based on the following themes:

· What is the Authority trying to achieve?

· Quality of vision;

· Quality of Authority’s plans;

· Setting priorities.

· How has the Authority set about delivering its vision?

· Organisational capacity;

· Working in partnership;

· Performance management and learning.

· What has the Authority achieved/not achieved to date?

· Achievement in delivery of purposes and duties;

· Achievement of improvement in delivery of purposes and duties;

· Developing the effectiveness of the organisation.

1.5
The report of the Review team was published in January 2006, containing 27 specific recommendations.  The Review team found that the Authority was ‘strong’ in two of the nine key themes, that ‘strengths outweigh weaknesses’ in five areas and that ‘weaknesses outweigh strengths’ in a further two.  The Review Team did not find that the Authority was ‘weak’ in any of the areas.

1.6
The Review Team concluded that the Authority’s self-assessment was ‘broadly right and a sound basis for further work, and that:

‘this was an organisation that has moved a long way in a short space of time.  It has made considerable strides in terms of strategy, plans, stakeholders buy-in and corporate systems.  Considerable support was expressed by many stakeholders for the work the Authority is doing.  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.  With its demonstrated self-awareness and with further embedding of its overall plans and approaches it should achieve considerable success in the future’.

2
Improvement Plan

2.1
Following the receipt of the report the Authority drew up an Improvement Plan which broke down the Review Team recommendations into five key areas:

· Strategy;

· Managing Resources;

· The Role of Members;

· Communications; and

· Planning.

2.2
This was considered and approved by the Broads Authority at its meeting on 24 March 2006.

2.3
However it was also agreed that members should have an update on progress against the full list of 27 recommendations in a year’s time.  A ‘longer’ Improvement Plan was therefore drawn up by officers and is appended.

3
Summary of Progress

3.1
Significant progress has been made against most of the recommendations, and this is reflected in the performance for 2006/07 as summarised by the Chief Executive in the following report (item 12).  Progress has concentrated on those areas considered to be fundamental and most important, and now needs to ‘filter down’ to some of the more detailed issues which have yet to be addressed.

4
Financial Implications

4.1
There are no financial implications arising out of this report.
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Improvement Plan

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.

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)

Responsibility: Rob Holman/Gillian Morgan

	Action
	Progress to Date

	Develop a 3-year Business Plan with staff and members.

Reinforce the work of the Broads Plan Advisory Group in co-ordinating work with other bodies in delivering the Broads Plan objectives.
	3-year Business Plan published June 2006.


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

Responsibility: John Packman

	Action
	Progress to Date

	Shortened version of the vision to be developed and approved by the Broads Authority. 

Dissemination to staff, stakeholders, Broads Forum and Broads Plan Advisory Group.

Incorporate in BVPP/Annual Report and display around offices.
	Draft shortened version of vision developed, to be reviewed having regard to the recommendations of the Branding Strategy.


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)

Responsibility: Gillian Morgan

	Action
	Progress to Date

	Review existing and planned strategies and develop a plan showing the linkage between them and how they link to delivery.
	Existing strategies catalogued.


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

Responsibility: John Packman

	Action
	Progress to Date

	Guidelines to be developed and circulated to ensure that all Authority documents have a common approach when reporting milestones and targets (See Recs. 3,5, and 22).
	Regular reports prepared for Broads Authority on progress towards meeting key priority objectives, using traffic light system.


 5. Continue the development work on a state of the park report. (4.14)
Responsibility: Gillian Morgan

	Action
	Progress to Date

	Use the Annual Monitoring Report to establish a common set of indicators which can then be used to develop a State of the Park Report.

Annual Monitoring Report to be published and submitted to Secretary of State.

Publish State of the Park Report.
	Draft State of the Park Report prepared and considered by Management Team.

2005/06 Annual Monitoring Report approved by Broads Authority on 24 November 2006.


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

Responsibility: John Packman and Gillian Morgan

	Action
	Progress to Date

	Meet regularly with regional directors of relevant organisations.

Investigate whether the Authority can be represented on Norfolk LGA meetings.

Members and officers to attend meetings of the Regional Planning Panel more frequently.

Director of Planning and Strategy to attend Regional Technical Advisory Group more often.
	Chief Executive met Regional Directors of GO-East and invited to Cambridge. First of series of regular meetings with Regional Directors for Natural England and the Environment Agency held on 17 April 2007.

Chief Executive attending Norfolk Chief Executives meetings.

Director of Planning and Strategy attended Regional Technical Advisory Group on 23 January 2006.


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

Responsibility: Rob Holman

	Action
	Progress to Date

	Develop and get agreement on annual business planning cycle.
	Business Planning Timetable for period up to February 2008 agreed by Management Team on 27 November 2006.


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))

Responsibility: John Packman/Mark MacGregor/Trudi Wakelin

	Action
	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.

Underline importance of three purposes in staff training and Member induction.
	Being piloted in the Ant Valley. General approach agreed by Management Team. Staff meeting held to discuss approach and Core Group set up.

Underlined in briefings given by Chief Executive and other senior officers at staff induction training days.


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

Responsibility: John Packman/Rob Holman/ Karen Sayer/Maria Conti

	Action
	Progress to Date

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

Develop Communication Strategy and Action Plan to consider how best to engage with local residents and communities outside the Executive Area.

Keep Statement of Community Involvement under review.
	Boundary issues explored using farm holdings and SDF.

Communication Strategy approved by Broads Authority on 29 September 2006. Action Plan includes a review of key publications to evaluate whether these provide the best mechanism for reaching these audiences, and how to reach a wider audience.

Use of parish surgeries being explored.


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

Responsibility: Rob Holman

	Action
	Progress to Date

	Use a staff questionnaire to review effectiveness of existing communication and identify ways in which two-way communication can be improved.

Review ideas coming forward and implement agreed changes.
	Consultant engaged to carry out independent review of internal communication processes.

Recommendations and Action Plan drawn up by staff working group and agreed by Management Team. Being implemented.


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)
Responsibility: Kerry Turner

	Action
	Progress to Date

	Develop approach to performance guidance and assessment for all members.

Use proposed 3-year Business Plan to help develop a strategic approach.

Provide more dedicated training sessions for members and improve induction of members including job description to assist better understanding of the role.
	Member assessment framework developed and agreed.

Member job description circulated to all members. Training session for members only held on 23 November 2006. 


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

Responsibility: Kerry Turner

	Action
	Progress to Date

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


	Meeting held. Paper developed on the role of the Navigation Committee and agreed with national and local boating interest groups.


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

Responsibility: Rob Holman

	Action
	Progress to Date

	Develop and adopt revised methodology for reviewing, setting and adjusting budgets.

Build budgetary monitoring into 1:1 Discussions and annual Individual Performance Reviews.
	Meeting held with Treasurer and Financial Adviser on 13 January 2006 to discuss new proposals. Methodology to be reviewed with new Head of Finance.

IPR forms to be reviewed and amended for consideration by Management Team.




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

Responsibility: John Packman

	Action
	Progress to Date

	Review the benefits of adjustments to the staffing structure distinguishing between land and water based practical work and giving a stronger focus to tourism.
	New officer structure introduced on 22 May 2006, incorporating new Waterways Directorate.


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

Responsibility: Hannah Daugaard- Hansen

	Action
	Progress to Date

	Analyse the data from Leavers Questionnaires to establish the number of staff who left the Authority due to the Job Evaluation Review and other organisational issues.

Undertake a stress audit of all staff to establish whether wider organisational issues are affecting staff morale and motivation.
	Done. Minimal impact.  Two leavers cited job evaluation as a reason for leaving the Authority.

Audit completed. Analysis of results to be carried out.


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

Responsibility: Rob Haworth/Hannah Daugaard-Hansen

	Action
	Progress to Date

	Improve member induction so that members have a good understanding of the scope of roles.
	Member Briefings introduced prior to Broads Authority meetings, with joint member/officer attendance.


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

Responsibility: Rob Holman

	Action
	Progress to Date

	Define and audit all partnerships, identifying contribution to the delivery of Broads Plan objectives and the need for formal arrangements.
	New Service Level Agreement drawn up with How Hill Trust. Similar arrangements to be drawn up with other partners as appropriate.


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

Responsibility: John Packman

	Action
	Progress to Date

	Use 3-year Business Plan to improve forward planning of work plans and budgets and project plans to identify SMART targets on each work area to ensure meaningful monitoring at 1:1 Discussions.

Incorporate performance management into training plans and staff induction (Linked to Rec. 20).
	MS Project being introduced as an aid to forward planning.

Training held for staff in performance management.


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

Responsibility: Rob Holman

	Action
	Progress to Date

	Ensure that the Strategic Risk Register is regularly updated and reviewed at least annually by senior staff and members.

Provide PRINCE2  training for  staff who are responsible for project management.
	Strategic Risk Register considered and updated by Management Forum on 27 March 2006 and reviewed by Broads Authority on 29 September 2006.

Training course held in April 2006. 


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

Responsibility: Rob Holman

	Action
	Progress to Date

	Develop a methodology based on PRINCE2 techniques for use by all staff in managing projects.
	PRINCE-Lite methodology acquired and being used by officers in the management of major projects. Effectiveness of methodology to be reviewed.


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

Responsibility: Hannah Daugaard-Hansen

	Action
	Progress to Date

	Arrange seminars for relaying learning from training courses.

Ask members to feedback experiences from conferences in morning sessions.


	Formal process introduced for evaluating all learning.

Members encouraged to bring reports to member briefing sessions and/or committees as appropriate.


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) 

Responsibility: Rob Holman

	Action
	Progress to Date

	Initially analyse performance against Best Value indicators to identify those areas in which the Authority is not meeting its targets and review their appropriateness.
	Government performance indicators likely to be discontinued in 2008. Family of national parks drawing up new indicators for use by all NPAs


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 

Responsibility: Gillian Morgan

	Action
	Progress to Date

	Agree arrangements with the district councils to improve performance.
	Administration of development control service brought in-house with effect from 1 April 2007.


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)

Responsibility: Cally Smith

	Action
	Progress to Date

	Develop an appropriate project plan.
	Task completed.


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

Responsibility: Julia Masson

	Action
	Progress to Date

	Develop statement showing clearly what the Authority’s role is in the delivery of environmental targets to inform the development of the 3-year Business Plan.
	Facilitated Conservation Review Workshop held on 16 November 2006. Action Plan developed and being implemented.


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

Responsibility: John Packman

	Action
	Progress to Date

	Develop with staff and members a 3-year Business Plan to match expenditure to income and demonstrate the alignment between resources and priorities.
	3-year Business Plan published June 2006.


27. Continue to develop a structured approach to asset management. (6.23)
Responsibility: Mark MacGregor/Trudi Wakelin

	Action
	Progress to Date

	Develop an Asset Management Plan, identifying future costs of maintenance and replacement for all BA assets using GIS to map all structures.
	Register of assets developed. 
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