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1.
 Background

1.1 The National Park Authorities (NPAs) and the Broads Authority, with the support of the Department for Environment, Food and Rural Affairs (DEFRA) have decided to engage in a voluntary process of performance assessment.

1.2 Whilst many of the elements of the assessment process are similar to those used by the Audit Commission to assess other local authorities through the comprehensive performance assessment (CPA) regime, in this case, a peer assessment approach is being used which is consequently not scored in the same way.

1.3 The national park authorities’ performance assessment (NPAPA) process is intended to give each national park authority a better appreciation of its strengths and weaknesses to assist it to improve the quality of the important services it offers to the public. It will show how good the Authority’s performance is in delivering its strategic objectives and where it can make improvements. The NPAPA is thus more of a starting point for further engagement and action than an end in itself.

1.4 The aims of peer assessment are to:

· Provide an objective, robust and managed external challenge to an Authority’s own assessment of its current performance; 

· Encourage thinking about strengths and areas for improvement; 

· Contribute to producing a strong and forward looking improvement plan.

1.5 The SOLACE Enterprises’ model of peer assessment for national park authorities involves a national park officer or chief executive, a serving local authority chief executive, an NPA member and an NPA staff reviewer, all working with a facilitator for 4 days onsite. There is a follow up round table event plus an improvement planning event, the whole process taking place over an approximate 8 week period.  This model has been specifically designed for providing peer assessment for NPAs and the Broads Authority. Principles on which the approach is based include: 

· Using credible peers who understand the working of the Authority; 

· The peer team must be acceptable to the Authority;

· The peer team must provide written and verbal feedback to the Authority; 

· The peer assessment must cover the guidance on the process for performance assessment of authorities and the key lines of enquiry;

1.6
The approach to the performance assessment includes:

· The emphasis placed on establishing a dialogue with the Authority;

· The understanding that peer assessment is not an inspection

· The emphasis placed on the flexibility of the assessment process, focusing on the specific circumstances of and issues facing the Authority.

2. 
The Broads Authority performance assessment process

2.1 The Broads Authority is located across 300 square kilometres of Norfolk and Suffolk. Its executive boundaries are drawn tightly around the river valleys and there are approximately 5,000 residents. In addition to the two usual purposes of a national park the Broads has a third purpose to protect the interests of navigation and it is the third largest navigation authority in the United Kingdom.  The Broads contains 200 km of navigable water; over 7,000 ha of sites of national and international importance for nature conservation, 300 km of public footpaths, 13 scheduled ancient monuments, 18 conservation areas and 250 listed buildings.

2.2 The assessment of the Authority began in early October 2005 when a provisional timetable of activities was drawn up and background documentation circulated to the peer team. 

2.3 The peer team was also briefed for the process. The team was:

· Ken Lloyd, SOLACE Enterprises Facilitator

· Peter Simpson, Chief Executive, Hambleton District Council

· Jim Dixon, Chief Executive, Peak District NPA

· Jean Tallantire, Member, North York Moors NPA

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

2.4 Prior to the visit the team met to prepare for the assessment process. In that preparatory meeting the team:

· Reviewed the proposed methodology for NPAPA 

· Reviewed the background information provided by the Authority, including the self-assessment, the related evidence and any additional documentation requested by the SOLACE facilitator

· Agreed initial lines of enquiry to be pursued during the visit and any additional activities and documentation that were needed to gather information on these

· In the light of that agreement, reviewed and agreed adjustments to the provisional timetable of activities.

· Agreed a modus operandi for the process (e.g. team roles and responsibilities)

2.5 The lines of enquiry identified by the team were:

· Linkages internally and externally between priorities, strategies and actions

· Influence of performance management on the organisation and on strategies

· Communication with communities and stakeholders

· Effectiveness of decision making

· Use of advisory bodies

· Planning and development control

2.5 The basis for the assessment are Key Lines of Enquiry (KLOE) developed with input from, and agreed specifically for use in this pilot, by all NPA’s and the Broads Authority. The team examined the standard KLOE but gave particular attention to the issues that appeared from the documentation to warrant more detailed focus. It was recognised by the team that they could not look at absolutely everything in the same level of detail and that the process needed to be bounded in some way.

2.6
The various methods that the team used to gather information included:

· Presentations by and discussions with the chief executive and chair of the Authority

· Face to face and telephone interviews with a wide cross section of stakeholders

· Interviews and group discussions with key managers and members 

· Small group discussions 

· A staff workshop involving group discussions with a diagonal slice of staff from the Authority including frontline staff.

· A tour of the area to introduce the team to the Broads Authority

· Interview with the external auditor

2.7 Throughout the process the team reflected back to the Authority what they thought they were seeing and learning which provided the Authority with an opportunity to steer the team to look at additional information if they thought that they had not been getting quite the right message.  It was also intended that this dialogue would help to generate an ownership of our feedback because nothing should come as a surprise at the final meeting.

2.8 At the end of the visit the team fed back the results of the information gathering process in a more structured way. This event was attended by:

· The chair and members of the Authority

· The chief executive and management team

2.9 The results of the process outlined above, including the feedback event, are set out in the remainder of this report which is structured as follows:

· Section Three: Summary of main points

· Section Four: Feedback on the top level question What is the Authority seeking to achieve? and the three themes that fall under this question namely:

· Quality of vision

· Quality of the Authority’s plans

· Setting priorities
· Section Five: Feedback on the top level question How has the Authority set about delivering its vision? and the three themes that fall under this question namely:

· Organisational capacity

· Learning ability
· Performance management
· Section Six: Feedback on the top level question What has the Authority achieved/not achieved to date? and the three themes that fall under this question, namely:

· Achievement in delivery of purposes and duties

· Achievement of improvement in delivery of purposes and duties

· Developing the effectiveness of the organisation
· Section 7: Best practice highlights

· Section 8: Conclusion and recommendations

· Section 9: Scoring of assessment

2.10 The team took care to record areas of strengths as well as areas for improvement as both contribute to a better appreciation of services. However, since the main aim of the assessment process is to stimulate improvement, comparatively more attention has been given in this report to explaining and evidencing the areas on which the team believe the Authority should focus its improvement efforts in the future. 
3. Summary of main points

· The self assessment is broadly right and a sound basis for further work

· Lots of progress has been made

· An inclusive and open organisational approach exists

· Issues for improvement have been identified 

However, the team identified:
· Priorities need to be focussed through improved performance and project management and better resource planning. 

· A documented approach is needed to show how the development control service will be improved 

1. Clarification is needed on the Authority’s contribution to the delivery of major environmental improvements and addressing challenges with stakeholders, staff and communities. 

4.
What is the Authority seeking to achieve?

Theme One: Quality of vision

Strengths:

4.1 There is a well documented vision and ambition for the Broads. The six point vision has been developed jointly with partners and is supported by a complementary vision for the Authority to focus its contribution to the plan.  . 

4.2 The ambition for the short, medium and long term is clearly set out. The forward planning includes the use of five year, twenty year and now 50–100 year horizons.  The ambition is set out in strategic terms in the Broads plan and translates into costed priority objectives in the five-year action plan and annual action plan.

4.3 There has been good engagement with stakeholders in developing the vision and ambition. This consultation has allowed interest groups and a wide range of stakeholders to contribute to the development of the vision and subsequent plans. Through this process, stakeholders consider the Authority to be very inclusive and imaginative in the way they have engaged with others. 

4.4 Delivery of the vision for the Broads through the Broads plan is starting to be overseen by the Broads plan advisory group. Whilst this work is still at an early stage and the group is finding its way it has the potential to be useful partnerships between the Authority and agencies likely to be the main contributors in delivering the Broads plan.  

Issues to consider:

4.5 The Broads plan is very ambitious and poses challenges to a range of key stakeholders. There are concerns from some stakeholders that as the vision and strategy contained in the Broads plan are translated into actions the Authority may not have the resources or capacity needed to deliver its contribution. Some reassurance is needed on this aspect, as is a greater emphasis on the measures in place to maintain the high level involvement in the Broads plan process through an effective Broads plan advisory group. 

4.6 The vision is not universally understood and more could be done to raise appreciation of the vision amongst stakeholders and staff.  The vision is very long and the shorter interpretation that has now been developed will assist communication with interested parties. 

Theme Two: Quality of Authority’s plans

Strengths:

4.7 There is a good high-level structure for strategic plans. This consists of the Broads plan; a five-year action plan; and an annual action plan. The Broads plan in the main has reasonable milestones and SMART targets (specific, measurable, achievable, realistic and time bound).

4.8 Individual strategies and plans are well set out and are comprehensive in their content. Documents are well designed and readable and serve as a way to market the aspirations of the Authority.

4.9 Extensive use is made of reviews and research to inform options for change and to inform Authority questioning. One significant input to this work is the Broads research advisory panel, which for over 20 years has advised on research. Examples of work conducted at seminars in 2004/5 are those on water quality; sustainable tourism; coastline management; landscape and cultural links and sediment management.  All subjects were identified in the Broads Plan as priorities for attention.  

4.10 The development of new plans and strategies is also supported by effective and useful advisory groups such as the Broads forum that bring together stakeholders and other interested parties. This is one example of the constructive, inclusive and open methods employed to involving stakeholders in planning for the future and which seems to generate wide ownership from other agencies.

4.11 The Authority has a forward looking approach to the production of new and replacement plans and currently has two further strategies being developed to address sustainable tourism and branding of the Authority. 

Issues to consider:

4.12 There are a considerable number of strategies and many are narrowly focussed. Whilst they are very comprehensive for the subject they cover, they often take a long time to produce. Some plans which predate the Broads plan can have little obvious connection to the drivers it now contains and there is no consistent linkage to budgets and the performance management of individual actions. There is scope to define more holistic strategies to focus delivery of the vision and the Broads plan, under which the existing narrower strategies could be clustered or reduced to enable a quicker move to SMART action plans that support delivery. 

4.13 Whilst the Authority is working to increase the use of milestones and SMART targets they are not yet used consistently in documents. For example in the fen management strategy there are no milestones beyond the overall PSA target and the individual actions are not SMART. 

4.14 The preparation of a state of the park report has not until recently been a priority. This means that there is no single document to bring together the product from the otherwise impressive research work that is taking place. This report is needed to ensure that strategies and priorities are informed by shared robust local information and data. It is has been included in the Authority’s five-year action plan and work has commenced on its creation. 

Theme Three: Setting priorities 

Strengths:

4.15 Priorities are strongly influenced by the Broads plan and the five-year and annual implementation plans. This means that the priorities of the Authority are clear for the current year.

4.16 The Broads Authority development programme was an effective mechanism for producing a longer term approach to the identification of issues; the mapping of the required resources; modernising the Authority’s operation and encouraging closer working with stakeholders.

4.17 The process of using consultation groups for policy development provide focussed and informed discussion and assists in the identification of priorities to be addressed.

4.18 Stakeholders feel that the Authority is approachable even when dealing with difficult or contentious matters and that they are kept informed. They also feel that issues are dealt with in a positive manner. This has helped secure the confidence of local authorities who are now willing to engage with the Authority on joint consultation and communication. 

4.19 An emerging strength is the alliances that are being built at a sub-regional level and which will assist in securing a regional presence in the setting of overall priorities, further strengthen partnership working and potentially provide access to regional funding streams. (see also 5.20)

Issues to consider

4.20 The Authority has identified that it needs to improve its annual cycle of setting priorities and adjusting budgets. This should give greater ownership, particularly with the involvement of staff to ensure they are connected in to the deliverability of work programmes that are produced.

4.21 There are few examples of the Authority moving baseline funding out of non priorities into emerging ones, rather, it tends to obtain new money for new work, which may be linked to the high proportion of the budget that is consumed by staff costs. The Authority’s plan to develop a three-year approach to business planning should be a positive contribution to linking priorities and expenditure and in demonstrating to stakeholders how the integrated approach to managing the Broads is reflected in Authority expenditure. 
4.22 Consultation and engagement with residents and surrounding populations is an important part of communicating respective priorities. This contact is limited, and more could be done to involve communities and hard to reach groups. During the preparation of the Broads Plan effort was made to engage the public through drop in sessions, they did not attract large numbers and were not followed up with more targeted actions or consultations. Whilst at a local site level there are some community liaison groups which meet regularly and help shape local management considerations, more could be done on a broader basis, especially on the potential to work with partners and local authorities, who are already doing this work so that it can be done cost-effectively. 

4.23 Internal communications are not as effective as they could be. They tend not to be a two-way exchange or have a structure that encourages shared learning with a unified or one organisation approach. Whilst annual staff development days and one to one interviews are used to inform staff about the work taking place, the Authority knows that it needs to do more to keep staff involved and informed.

5. How has the Authority set about delivering its vision?

Theme Four: Organisational capacity

Strengths:

5.1 Member structures and ways of operating have been revised. This included the introduction of a revised committee structure in 2001; an interim Broads management committee - until the membership was recently reduced from 35 to 21 by secondary legislation; clarification on roles and responsibilities; and wider delegations to officers. 

5.2 Most stakeholders are complimentary about the strategic leadership of the Authority and its ability to identify and initiate change with clear minded thinking. They see the Authority as competent and capable.

5.3 Good monitoring and reporting takes place on actions following Authority decisions and subsequent meetings receive sound information to keep track of previous decisions.

5.4 The Broads forum is used as an extension of Authority’s work with issues being reported to the forum in advance of Authority meetings. This provides a good sounding board and makes a useful and influential contribution to subsequent Authority meetings. 

5.5 Structured training and development is in place for both managers and members. For managers this includes access to a modular management development programme. Member development is supported through briefing events held on the mornings of Authority meetings supplemented by special input on aspects such as induction and standards committee work. 

5.6 Human resources policies support the organisation well and an extensive number of policies are in place. These cover both basic and enhanced issues such as work life balance; electronic communications and whistle blowing. However there is no overarching human resources strategy to provide a strategic context for the policies although a workforce development plan is underway. 

Issues for discussion

5.7 Many members come to the Authority with strongly held views on aspects of the Authority’s work such as navigation, development or the environment. This can display itself as a narrow interest and the accommodating of this range of member perspectives is not always helpful to effective decision-making. Addressing these differences can also absorb large amounts of organisational time and energy. A more corporate approach rather than sectoral one is needed to allow the Authority to achieve the most from its available member and officer capacity. As the Broads forum allows all voices to be heard, the Authority can complement that with a corporate voice without the need to represent individual interests. This is recognised by the Authority leadership, which is trying to do more to ensure that all members will have a broader understanding of the Authority’s business and that meetings stay focused on strategic issues.

5.8 A consequence of these strong specialist views is an Authority focus on consensus decision-making and this carries the danger that in some circumstances it will produce compromise decisions when it may have been more appropriate and effective to have clear-cut ones born out of sound leadership from the Authority as a whole.

5.9 Relationships between the Authority and the navigation committee are strained and some of the tension has arisen due to the clarification in the role of the navigation committee as an advisory body. This has caused concerns amongst its members and more could be done to ensure that they see a constructive and involved role for the future. It might also be helpful to carry out research to help understand what the £nautical delivers and contributes to the local economy. This might also be helpful when debating the balance of duties and dealing with delicate issues such as both the economic and environmental impact of a boatyard or tourism related businesses expanding.

5.10 Whilst the Authority’s manages its overall budget well, there are aspects of financial management that could be improved. More needs to be done to sharpen the system of controls, budget monitoring and final accounting. There is also a need to link budget decisions to delivery through a medium term financial plan, to consider maintenance and renewal funding for significant assets and to provide a clearer member overview for high level financial issues. 

5.11 Staff and members are still coming to terms with the organisational restructuring and ongoing clarification of staff roles and responsibilities is needed. This is particularly relevant in those work environments where a number of staff may have complementary but different responsibilities.  This clarification would also help staff to more consistently own the strategic leadership style, direction and corporate identity set out by the Authority.

5.12 The job evaluation process has had a significant effect on staff and there is a need to review quickly its impact on recruitment, retention and morale.  

5.13 Whilst there is generally close and positive interaction between the management team and chairs/vice-chairs it is more limited between other staff and members. One reason for this is the lack of suitable meeting rooms for members in the headquarters building and the new office environment should help in building links between the wider staff and members.  In a more general way, whilst some opportunities for involvement exist through best value and other working groups, others could be considered and would benefit the organisation. 

Theme Five: Working in partnership

Strengths:

5.14 The Authority is seen as an effective partner whose work in this area is well regarded. Stakeholders feel that the Authority is one they can easily do business with and are complimentary about the way the Authority is willing to adapt and develop to meet the needs of other partners, whilst keeping the objective behind the work firmly in view.

5.15 A common focus for work is through joint ownership of the Broads plan and all involved recognise that its delivery is dependent on partner contributions, often with the Authority undertaking the facilitator role. This has also led to active work programmes and joint sponsorship of research and collaborative work on issues such as; the eco-boat project; the management of fen areas, and the bio-manipulation of Barton and Trinity Broads.

5.16 The sustainable development fund has assisted considerably in the partnership focus and with the delivery of Authority priorities through other organisations. This has led to 56 funded projects since the creation of the fund in 2003. 

5.17 The capacity of stakeholders is further improved by Authority staff that are part of the facilitators’ network. This sharing of skills and capacity is a very effective partnership activity.

5.18 Service level agreements, memorandum of understanding and operating protocols with partners are comprehensive and well laid out. They provide a generally sound structure to the management of partnerships. 

Issues to consider:

5.19 One important partnership has recently suffered from a lack of effective management and clarity of expected outcomes. The Authority has identified the need to increase skills in project management and managing partnerships and to expose all partnerships to a structured review. This review will ensure that the Authority has the information it needs to determine the effectiveness of the contribution made to and coming from partnerships and that they are the best mechanism for delivering the outcomes intended. 
5.20 The Authority is now in a good position to raise its profile at a regional level based on its work with sub-regional partners on areas of mutual interest such as tourism. This is a good platform from which to be addressing regional issues and drawing down regional support for its work. It would allow the Authority to build on its significance as a regional environmental resource and to use the imagery of the Broads as a structured regional asset. (see also 4.19)

Theme Six: Performance management & learning

Strengths:

5.21 The high level performance management framework is well constructed. When implemented as set out, it will provide for regular monitoring of progress on the Broads plan through the Broads plan advisory group; quarterly reports on budgets and key priorities to managers and members; monthly one to one discussions between the chief executive and directors; monthly plan and budget meetings with section heads and directors; annual individual performance reviews with staff; and regular one to one discussions between each member of staff and their line manager.

5.22 Some good high level reporting takes place. This includes the monitoring of the five priorities for 2005-06 and the related 23 areas of work using the newly introduced four element traffic lights system. This reporting provides good information to members and managers with clearly explained reasons for any slippages in delivery. There is also good monitoring and reporting to follow up at Authority meetings on its previous decisions and actions.

5.23 The approach to corporate risk management is good with a sound risk register in place recording identified high level risks. The system is relatively new and the register has not yet been in place long enough for it to be reviewed to determine changes in risk resulting from the managerial action plan.

5.24 The Authority learns from its experiences although often in an unstructured way. Examples of learning include; the experience of submitting a heritage lottery fund bid for the bursary scheme, which produced recommendations for structuring future similar bids; the successful arrangements for setting up and operating the Trinity Broad project which have been built into a new project 

5.25 The living lakes network is a good example of how the Authority seeks to learn from others managing similar areas elsewhere in the World.  Learning is also extracted from involvement with other Authorities, most notably, with activities around the beacons council award for sustainable tourism which is allowing the Authority to engage in two-way learning on tourism and related aspects, but also with examples such as the management development programme structure which was brought in after involvement by staff in private sector management development seminars..

5.26 The Authority has used the process of this assessment to raise its level of awareness and has documented its views in a clear and readable style. It has identified for itself many of the issues the organisation needs to address. 
Issues to consider:

5.27 Linkages between performance management, financial management and project management are not yet sufficiently embedded in the organisation or used in a consistent way. Aspects of this are mentioned elsewhere in the report but they come together as an issue when trying to monitor and manage the performance of the cascade of delivery actions that give life to the plans and priorities of the Authority. This is a particular problem where strategies and action plans lack costed actions linked to performance indicators, outcomes or individual work programmes.  

5.28 Performance management is applied inconsistently through the Authority.  Whilst performance management is starting to have an impact at a higher level, more could be done to promote and embed performance management within the culture of services 
5.29 Whist corporate risk management is in place, more needs to be done on project and operational risk management. There is little evidence these factors are being routinely addressed in the work of the Authority and there are examples of project difficulties arising from poor risk identification and management.

5.30  The need for a structured approach to project management has been identified. The Authority now uses PRINCE2 for IEG projects and proposes to introduce a tailored version for other projects. This will address the present limited use of recognised project management techniques in other areas. 

5.31 More could be done to provide the frameworks needed to support a consistent application of share learning across and through the organisation. Issues identified already by the Authority include limited learning arising from the attendance at conferences and other meetings, or from individual projects.  

6.
What has the Authority achieved/not achieved to date?

Theme Seven: Achievement in delivery of purposes and duties

Strengths:

6.1 A great deal is being achieved in the delivery of initiatives and projects. A number of these achievements have resulted from funding of initiatives or from research work undertaken a number of years ago, which are now widely regarded as good practice and which had long ecological time frames to deliver achievements. Examples of research or schemes involving the Authority leading to long term investments by others are the dramatic improvement in water quality and return of aquatic plants in the Broads, following the introduction of phosphate stripping at sewage treatment works; another is use of agri-environmental schemes to protect grazing marsh from ploughing and arable use.

6.2 There are other large schemes staring to make an impact such as the Halvergate marshes water level management scheme funded by Defra; the restoration of the sea-lock at Lowestoft; the creation of habitat through the bittern 2 project and the £3m restoration by dredging of Barton Broad. 

6.3 Other achievements that have been delivered include, clear water 2000, rejuvenating the reed and sedge cutting industry, boating projects, access paths and boardwalks, and so on. The scale of activity and its impact across all three purposes is clear in documents such as the annual report for 2005-06 which depicts many high quality achievements including the Broads boating holiday project; four business events; the Barton boardwalk access packs; improvements to tourist information centres; Rockland easy access path; Filby and Ranworth boardwalks; commissioning a new workboat; significant amounts of dredging, improved flood defence work; creation of the new bittern habitat; the living lakes project; the restoration of lakes and Wroxham Broad Island.

6.4 The award of beacon status for sustainable tourism is a reflection of the quality of the Authority’s work and is an important indicator of its national standing in this area of work. This is enhanced by the Authority’s international reputation for research work and with its courses on fen and shallow lake restoration which attract delegates from other European countries.

Issues to consider:

6.5 Whilst the strategies are in place to determine the direction of travel for the Authority in relation to key issues, it is not performing effectively in meeting its own best value targets. Of 21 targets set for 2004-05, only 3 (14 percent) were achieved. In addition the quality of performance for those indicators does not compare well against that of other authorities in the national park family with only one indicator out of a possible six comparators being in the best performing quartile. 

6.6 Development control is not performing adequately, the speed of determination is unsatisfactory and there are significant performance issues to be addressed. The Authority has made a decision to take the planning responsibilities in-house by 2007 and remove the administration from district councils. Additional funding has been gained from Defra to do this. However, the Authority has not produced an improvement plan agreed with the district councils to show how and by what amount its short term targets will get better. (see also paragraph 6.22)
6.7 There needs to be more clarity on the role the Authority is playing, or the value it is adding to the work of others, in the delivery of environmental targets and national programmes such as those on bio-diversity. As partner organisations have increased their capacity in recent years, the Authority sits unclearly in relation to key delivery partners, particularly as to whether it is participating or is merely an interested commentator and observer i.e. passing on the findings of its research. 

6.8 The integrated management of the Broads and the benefits that this brings to the three purposes of the Authority are not always clear to interested parties. This is a consistent feature irrespective of whether it is to do with issues around environmental, access and enjoyment or navigation issues. As an example of the mixed understanding that exists, some environmental and economic stakeholders believe that a disproportionate amount of time and money is spent on navigation related issues whereas many navigation stakeholders feel that the environmental focus is too prominent. The common ground that exists between these various views is not always easy to see and needs to be clearer. The integrated approach also applies to duties impacting on the built environment; sustainable communities; affordable housing; or socio-economic issues. Stakeholders are now looking to the Authority to provide a lead or provide innovation and leadership for most of these issues. 

Theme Eight: Achievement of improvement in delivery of purposes and duties

Strengths: 

6.9 Many achievements have been delivered by the Authority and are recognisable by users. They include such things as improved moorings, the noisy boats initiative; the new riverside centre; and addressing the needs of water skiers. Other achievements have been in community projects such as the wherry tour, which actively involved 800 people, and the Fun on the Broads event.

6.10 In addition to projects and initiatives it delivers itself, the Authority also operates very effectively to deliver other improvements through partnership, such as that for the Wherrymans Way scheme, where the district council provided access to EU resources to improve leisure and refreshment facilities along the way. 

6.11 The Authority is seen as happy to work outside of its geographical boundaries if that helps to deliver its objectives, for example in Lound addressing diffuse pollution.  This is helpful to partners but also means that the Authority can have an influence on catchment areas as well as the water bodies. There is also a recognised willingness to get involved with other issues not just those within the partnership remit. 

6.12 Navigation agencies feel that the Authority’s approach is good on the management and maintenance of navigation, and on the enforcement of byelaws. 

6.13 A constructive approach is taken to involving the media to try and ensure that good quality messages are generated. This has led to balanced and largely positive reporting.  

Issues to consider:

6.14 There is little positive direction of travel in the Authority’s best value performance indicators although in a positive vein, the targets to be attained have been increased for 2005-06, even for indicators that failed to reach their previously lower targets in 2004-05. The Authority has also been working on developing a set of more relevant performance indicators.  

6.15 Local stakeholders are less clear than national ones about the benefits attached to some changes. Part of this is the national understanding of pressures that exist but it can also be about the technical and scientific language that is used within the Authority which can prevent communities and stakeholders from understanding and appreciating the improvements that are being made.

Theme Nine: Developing the effectiveness of the organisation

Strengths:

6.16 Many of the building blocks and support systems for the future are being put in place. These include a straightforward and adequate procurement strategy, investment in a document management system, the new performance management framework, implementation of information and communications technology, the development of a workforce strategy, and an emerging communication strategy for both internal and external communications. These added to the new organisational structure and member arrangements are positioning the Authority well for the future

6.17 The structured approach of the development programme has been successful in generating additional funding for investment in key issues for the Authority.

6.18 Best value reviews are thorough and detailed and have been used constructively to influence improvement changes. Examples include the best value reviews of the planning function which led to the decision to take planning in house and the review of the countryside service which led to improved ways of working and a refocusing of rights of way funds.

6.19 Work has now started on planning for a 50-100 year horizon in order to address the major issues the Authority may have to face, such as rising sea level. 

6.20 The Authority responds well to issues raised by external sources such as the weaknesses identified by the external auditor in risk management which have now been addressed.

Issues to consider:
6.21 Resource planning needs to align the Authority’s objectives to available resources. This will ensure that the available funding, staffing levels and assets, along with the management of workflows is more closely tuned. This is particularly relevant given; the size of the costed, but under funded, five-year action plan; the identified need to secure in the base budget the additional £0.5m per annum Defra funding; and the wish to generate increased income from tolls for navigation initiatives. It is also relevant to the delivery of new strategies – such as that for recreation and tourism where successful implementation depends on the availability of current and future funding, including contributions from partners. 
6.22 There is no structured project plan using accepted project management techniques, for the implementation of a robust and fully functional and effective development control service. Aspects such as how the Authority will deploy resources, engage all parts of the organisation, identify risk factors and give a timeline for implementation remain unclear. (see also paragraph 6.6)
6.23 Asset management is still being developed. Whilst considerable progress has been made in the identification of assets which needs to be translated into an asset management plan, the plan is not yet formed nor is there a documented approach to the application of asset management principles relating to the concept of construct, maintain and replace. Some encouraging work has now taken place on facilities management such as with the yacht stations and with port marine safety code work.

7. Best practice highlights 

In each assessment the teams intend to identify initiatives, services or functions which they feel represent best practice and are worthy of examination by other national park authorities. In the case of the Broads Authority the areas identified are:

· The Broads Forum – as a way of involving disparate stakeholders in a constructive and meaningful way that helps Authority decision making.

· Research and scientific information sharing through the Broads research advisory group

8. Conclusions and recommendations

8.1   
The findings of this report are to a great extent, confirmed in the Authority’s own self-assessment and through its performance improvement plan.  The purpose of a peer assessment is to encourage an organisation’s self-awareness and to support improvement.  Because of the time available and because of the basis on which the team members offer their insights, a peer assessment is not intended and can never provide a detailed forensic analysis of an organisation.    However, the team reached their conclusions and put forward their recommendations on the basis of triangulating evidence from a range of sources.  During the course of the assessment week team members met and held detailed discussions with a large number of people representing internal and external interests.  They also had access to a considerable amount of documentary information. Nothing in the report is simply the perception of the team or a single view expressed by one person who was interviewed.  All the contents have been well substantiated.  When speaking to team members, respondents were given a commitment of confidentiality. That has been maintained, since it is essential for making the assessment process effective.

8.1 The team felt 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, stakeholder 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. 
8.2 The recommendations of the team which are drawn from the detail of the report are set out below: 

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)
Ken Lloyd on behalf of the Assessment Team

November 2005

The Assessment Team’s Judgement of the Authority’s Current Performance against the nine themes of the Key Lines of Enquiry: 

	          KLOE Themes
	2. Assessment

	3. What is the Authority trying to achieve?

	4. Quality of vision 
	Strong

	5. Quality of Authority’s plans 
	Strengths outweigh Weaknesses

	6. Setting priorities
	Strengths outweigh Weaknesses

	7. How has the Authority set about delivering its vision?

	8. Organisational capacity
	Weaknesses outweigh Strengths

	9. Working in Partnership
	Strong

	10. Performance management and Learning
	Weaknesses outweigh Strengths

	11. What has the Authority achieved / not achieved to date?

	12. Achievement in delivery of purposes and duties
	Strengths outweigh Weaknesses

	13. Achievement of improvement in delivery of purposes and duties
	Strengths outweigh Weaknesses

	14. Developing the effectiveness of the organisation
	Strengths outweigh Weaknesses 


Definitions

Strong: High achieving with few outstanding improvement issues to address

Strengths outweigh weaknesses: Making strong progress towards achieving the standard.  Some improvements still required but these are minimal compared to the distance travelled so far.

Weaknesses outweigh strengths: On the move with evidence of progress being made but there is further to go in making improvements than the distance travelled so far or in seeing the changes create an impact.

Weak: Little evidence of achievement, considerable improvement required.  Clear focus and a structured approach to improvement are necessary. 
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