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1 Introductory Comments
1.1 The Broads Authority (the Authority) is self aware and this showed through in the content of the self assessment document produced to inform the assessment team. Consequently, many of the issues identified by the team were already known to the Authority and whilst some have been included in the issues to consider under the seven themes, they do not all appear in the list of recommendations at 12 if they are already being addressed adequately.

1.2 The Authority has transformed its structure, staffing and activities in response to the changed financial environment and has addressed the issues raised in the 2005 National Park Authority Performance Assessment (NPAPA). 
1.3 A feature of this current NPAPA is the raising of expectations within the Key Lines of Enquiry to increase the standards of performance required to attain each of the four possible assessment levels. These are: performing poorly (1), performing adequately (2), performing well (3) and performing excellently (4). With a grading of 2 as acceptable baseline performance, an Authority that obtains a grading of 3 for a theme will be performing in an above average way and delivering to a very high standard. A grading of 4 will show exceptional delivery. The assessment scores for this Authority are shown on the last page of this report.
2 Background

2.1 National Park Authorities (NPA) and the Broads Authority are required to achieve best value through structured approaches which improve their effectiveness, efficiency and economy.  

2.2 To provide an objective external assessment of the individual Authority’s performance, each Authority is subject to periodic review through the National Park Authority Performance Assessment (NPAPA).  
2.3 The NPAPA methodology uses a peer review team approach which is led and facilitated by SOLACE Enterprises.  The process was developed and first applied for most NPAs in 2005.  It is based on best practice assessment for public bodies and uses techniques similar to the former Comprehensive Performance Assessment.  NPAPA has been agreed by Defra, the Department for Communities and Local Government, the Audit Commission and the English National Park Authorities Association as the appropriate approach for NPAs and the Broads Authority.  
2.4 The NPAPA process is intended to give each Authority a better appreciation of its strengths and weaknesses in order to assist it to improve the quality of the important services which it offers to the public. It will show how good the Authority’s performance is in delivering its strategic objectives and outcomes and where it might make improvements.

2.5 The aims of peer assessment are to:

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

· Encourage thinking about strengths and areas for improvement; 

· Contribute to strong and forward looking improvement planning.

2.6 The SOLACE Enterprises model of peer assessment for Authorities involves an NPA Chief Executive, a serving local Authority Chief Executive, an NPA member and an NPA Staff reviewer, all working with a SOLACE Enterprises facilitator for 4 days on site. This model has been specifically designed for providing peer assessment for NPAs and the Broads Authority. 

3 The Broads Authority performance assessment process

3.1 The assessment of the Broads Authority began several weeks before the November 2011 on site period. A provisional timetable of activities was drawn up and background documentation was circulated to the peer review team prior to their visit. This included the Authority’s own self assessment which was considered closely by the whole team to help determine the focus of the assessment. 
3.2 The team was:

· Peter Grimwood, Chief Executive, Fareham Borough Council.
· Ken Lloyd, SOLACE Facilitator 

· Anne Rehill, Performance and Business Planning Manager, South Downs NPA

· Trevor Smale, Member, Dartmoor NPA, 

· Andy Wilson, Chief Executive (National Park Officer), North York Moors NPA.
3.3 On the evening prior to the visit the team met to prepare for the assessment process. In that preparatory meeting the team:

· Reviewed the proposed methodology for Authority.
· Reviewed the background information provided by the Authority including the self-assessment, the related evidence and documentation.
· Agreed initial lines of enquiry to be pursued during the visit and any additional activities and documentation that was needed to gather information on these.
· Confirmed the team roles and responsibilities for the assessment period.
3.4 The team had regard to the whole of the published Key Lines of Enquiry for NPAPA, but gave particular attention to the issues that appeared from the documentation to warrant more detailed focus. In assessments such as these, the team cannot look at absolutely everything in the same level of detail and the process needs to be bounded in some way.

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

· Face to face and telephone interviews with a cross section of stakeholders from inside and outside the Authority.
· Small group discussions with staff, members and partners.
· A tour of the area to familiarise the team with the National Park.
· A review of documents provided by the Authority before and during the visit.
3.6 Throughout the process the team held a continuing dialogue with the Authority to reflect back what they were learning and the way that their views were forming. This provided the Authority with an opportunity to present the team with additional information and also helped to generate ownership of the feedback and the thinking and reasoning behind our views.

3.7 On the final day of the visit the team fed back the results of the information gathering process in a more structured way. 

3.8 The team took care to note areas of strength as well as areas for improvement. However, the main aim of the assessment process is to stimulate improvement, so comparatively more attention has been given in this report to explaining and evidencing the areas on which the team believes the Authority should focus its attention in the future.
3.9 The following sections describe the team’s assessment of the Authority’s performance against the seven themes of the published Key Lines of Enquiry.

4 Theme 1:  Quality of vision and the Authority’s plans to help achieve it
Strengths:

4.1 A clear and inspiring vision exists that captures the uniqueness of the area. The Broads Plan is a very well structured document which is built around the delivery of four strategic priority themes: 1) Planning for the long-term future of the Broads in response to climate change and sea level rise; 2) Working in partnership on the sustainable management of the Broads; 3) Encouraging the sustainable use and enjoyment of the Broads; and 4) Governance and Organisational Development of the Authority. These four themes are used to inform both the Broads Business Plan and the Annual Strategic Priorities which for 2011-12 are translated into 39 delivery objectives and 62 actions.
4.2 The Broads Plan and its vision have good ownership. There was an extensive consultation exercise with over 600 consultees to create the newly published (September 2011) Broads Plan. This has led to a broadly accepted set of themes, objectives and outcomes that reflect a sound multi-agency, integrated working approach to delivery. 
4.3 The Authority’s vision is relevant, robust and sustainable. The vision and delivery documents have been developed in full knowledge of the likely financial and capacity contraction for the Authority and a number of its key partners. There has been a reliance on joint partnering and the identification of other bodies as lead agencies and this has encouraged buy-in and improved the prospects for successful delivery of the declared objectives.
4.4 Authority planning benefits from mature relationships with key statutory partners. The relationship between Natural England, the Environment Agency and the Authority is seen as mature and enables an open dialogue between the key officers. This has improved over the years as trust has built up and is assisted by the co-location of staff in Dragonfly House.
4.5 The Authority’s plans are based on a solid information base. There is a good underpinning research and intelligence built around the previous State of the Park Report and supported by routine surveys and regular monitoring. Further information is provided from subject specific surveys and PhD research carried out to provide depth to the understanding of issues.
Issues to consider:

4.6 Some non-statutory stakeholders feel disengaged in the process of strategy development. Whilst the high level Broads Plan and some other strategic documents benefit from full engagement with a wide audience, some stakeholders, including some on the Broads Forum, would like this engagement to be applied to all strategic documentation and would like to be engaged at an earlier stage for them to influence the structure of policies and strategies. Partners felt that their earlier involvement might sharpen the focus of objectives and priorities. On those occasions where early consultation did take place some responders felt unaware of progress due to a lack of communication, inclusion or feedback, either to responders individually or via schedules attached to consultation reports showing how the Authority has responded to comments made. Overall, there was a clear and widely seen need for a more effective engagement process. 
4.7 Research data could have more use and impact. Individual plans did not always benefit from an interchange and translation of data. For example, some of the content from the existing State of the Park Report didn’t flow into other plans and similarly the developing State of the Park Report identified gaps in data that existed within other documents.
4.8 Leadership and branding of partnership projects can be a problem. There were perceptions among some partners that the Authority can be too eager to brand and lead all the partnerships it is on. This can lead others to feel that their contribution is not recognised or that the contribution they have to make to delivery against objectives is diminished. Whilst such feelings are not unusual in a multi-partner environment it is something that the Authority may wish to review in order to understand how the perceptions have arisen.

4.9 No transparent Member or stakeholder structure is in place to progress national park status. The Authority has a declared objective to become a national park by 2030 and within this new status to continue to respect and embrace the public legal rights of navigation. This objective has created different interpretations amongst stakeholders which are often influenced by past events where navigation and conservation interest have needed to be balanced. Similarly, individual Members of the Authority have different views on the objective and how it might be taken forward. Given the sensitivity of this issue and the depth of feeling that exists it is surprising that Member led discussions are not taking place with stakeholders. These would help to arrive at a common understanding that might draw out areas of agreement between different interests and allow the objective to be pursued in a unified way.

5 Theme 2:  Setting and using priorities
Strengths:

5.1 Corporate priorities are clear and well documented. A robust Member process exists to determine priorities and rationalise competing needs, with the Resource Allocation Working Group (RAWG) making a sound contribution to help develop a firm set of Member priorities.  
5.2 A very good communications strategy is in place. The communications strategy sets out in a readable way the issues and methodology for internal and external communications and provides a well thought out, clear and informative set of principles.  Its implementation is now important to achieve the benefits it could provide. 
5.3 There is a good awareness of priorities. There was a consistent understanding amongst staff, members and partners about the corporate priorities, objectives and issues the Authority is pursuing and the reasoning behind them. Staff understand how these relate to their work and are committed and enthusiastic about the organisation and their contribution towards delivering the Broads Plan.
5.4 Resources are allocated to priorities. Available internal and external resources are directed effectively towards key priorities and this has allowed the delivery of a number of high profile priority projects. In particular, historic strong financial support from Defra has enabled the Authority to: address dredging and restoration of Broads ecosystems; and improve the planning service by bringing it in-house.
5.5 Senior managers and Members are focused on the priorities. Members have a sound grasp of the need to remain focussed on the key delivery areas.  Managers understand what needs to be done and the challenges that exist. They feel able to apply themselves through good partnership working, having regard to the delivery of quality services, and through effective short term priority planning. 
Issues to consider:

5.6 Customers, stakeholders and communities feel that their involvement in annual priority setting could be stronger. Whilst the Authority has a good approach to involving a wide audience in determining the strategic objectives for the Broads Plan there is limited involvement of customers, staff and communities in determining how these are translated into the annual corporate priorities and their related implementation.  Managers believe that it would increase ownership to have improved engagement and would like to see more community involvement before making key decisions on corporate plan priorities.
5.7 The Authority has not involved and engaged the full range of its customers. It is not clear that the Authority has effectively targeted contact with all of its stakeholders and communities of geography or interest. Whilst key partners and stakeholders are embraced by the Authority and often have a place on the Broads Forum and Navigation Committee there are some customer groups whose voice and informed opinion is not being accessed or surveyed. There is a perception that the two way dialogue with existing and new stakeholders may have been affected by a reduced staff capacity. It is important for this wider engagement to be in place for the shared identification and delivery of objectives and priorities; and the success of partnerships, networks and group support.
5.8 Many priorities are focused on outputs rather than outcomes and impacts. Many of the high level plans and strategies have targets and deliverable actions that relate to outputs, such as policies, procedures and process, rather than outcomes that show measurable change or impact that will be seen or felt by users. For example, of the 51 corporate priority actions and key milestones contained in the 2010-11 Business Plan only 19 related to deliverable activities that were not outputs. For the 2011-12 Business Plan there are 62 corporate objective actions with 20 not outputs. This output focus means that it is difficult to gain a full and detailed understanding of the way that Authority actions are having an influence on its sphere of activities
6 Theme 3: Achievement of outcomes:  to conserve and enhance the natural beauty, wildlife, and cultural heritage of the National Park 

Strengths:

6.1 There is a solid record of achievement on the delivery of practical conservation. Examples of improvements delivered by conservation objectives include: an improvement in water quality in important areas; improved habitat for wintering water birds and otters; retention of the most important sites and species including Bittern, Fen Orchid and Swallowtail Butterfly; a 170 hectare increase in open fen; and tackling non-native invasive species. In addition major landscape scale partnership projects are creating new environments such as in: the Upper Thurne; the Bure; the Suffolk Broads; and the creation of a large area of new wetland for wildlife in the Ant valley. Small scale projects were also seen by partners as very successful, for example Trinity Broads. 
6.2 The Biodiversity Audit is an outstanding document and makes a significant contribution to understanding of the species present in the Broads and will be of national significance. It involved a considerable amount of research, including tolerance sensitivity mapping for the Broads and the published report draws on historic records and post 1988 documentation to provide a searching insight into: the importance and uniqueness of differing habitats and landscape elements; the classification of the sensitivity of multiple species to saline incursion, flooding and drying; and defining groups of species with similar tolerances. The audit identified that of the 11,067 species recorded over time in the Broads, 1,519 were priorities for conservation, although there were no recent record for 423 (28%) of these including 67 now regionally or nationally extinct. 
6.3 External bodies recognise the quality of conservation work. The partnership to manage and improve water quality and wetland habitat in the Trinity Broads and Lound Lakes has been recognised by winning a Waterways Renaissance Award in 2010; the reed and sedge cutting project received awards by the Royal Town Planning Institute (RTPI) in 2005 and Europa NOSTRA in 2006; and the mill-wrighting project and restoration of Stubb Mill is a finalist for the RTPI awards for 2011. Behind these quality awards is recognition by partners that the Authority is willing to tackle and address in partnership the important issues affecting the Broads.

6.4 High quality monitoring, data and research are produced. Good research is generated by the Authority and key partners to underpin strategy documents and partnership projects and to direct attention to the areas of greatest need or benefit. For example, in support of Environmental Stewardship schemes, the Authority is undertaking habitat and peat carbon mapping for agencies, landowners and agents.
Issues to consider:

6.5 Progress on some cultural heritage issues has been challenging. Heritage assets and buildings at risk were previously not well documented and although a structured approach is now being taken, ambition as set out in the plan is limited. The Authority knows that progress on monitoring the use and repairing of historic buildings remains difficult as: some targets for repairs to listed buildings are not within the Authority’s control; there are a large number of isolated redundant drainage mills; and there is a lack of local skills for restoration. An increased involvement of local stakeholders may lead to a greater volume and variety of conservation work being undertaken.
6.6 Outcomes and impact from some conservation work is not always aspirational or clear in delivery terms. The Authority knows that there are still areas where plants are not thriving or are declining and it continues to conduct research to understand how this might be improved. It also knows that its conservation targets are not always sufficiently well-defined and that it needs to set clearer targets for nature conservation work.  Perhaps as a reflection of this, the assessment team had to deepen their search in order to try and obtain details of the impact of some important joint working projects such as: the Anglian River Basin Management Plan; the Broads Flood Alleviation Project; and work on tackling SSSI remedies. The easy availability of more examples of change on the ground might help external audiences appreciate the depth of improvement that is occurring.
6.7 There are perceptions that the conservation focus has been lessened. Some stakeholders were concerned that due to the recent organisational restructure, and particularly the split between operations and strategy, the conservation focus has been altered and a leadership deficit on nature conservation may have been created. 
7 Theme 4: Achievement of outcomes:  promoting opportunities for the understanding and enjoyment of the special qualities by the public &
Theme 4B: Achievement of outcomes: manage the navigation area for the purposes of navigation to such standard as it appears to the Authority to be reasonably required, and take such steps to improve and develop it as the Authority thinks fit.
Strengths:

7.1 Sustainable use and enjoyment of the Broads is actively encouraged. The promotion of understanding, enjoyment and wellbeing feature alongside tourism, recreation and access in the third theme of the Broads Plan. The Broads brand helps provide a unified voice for information, interpretation and tourism, giving a platform for water based recreation including boating, sailing, canoeing, rowing and angling; and land based activities such as quiet reflection, cycling, horse riding, sightseeing, painting, photography and bird watching. 
7.2 The status of the Broads Authority in tourism is special. The partnership working gives an enviable status that is an exemplar of the integrated approach that can be attained. Through this, tourism is effectively marketed with a good partnership basis. The Authority’s tourism activities are appreciated by partners who are highly complementary about the work to support tourism. The Broads Tourism Forum supported by STEP funding has introduced a fresh approach to tourism and image marketing with the ‘Britain’s Magical Waterland’ strapline and the ‘enjoythebroads’ website. This has been helped by VisitEngland adopting the Broads as a “Pathfinder” delivery partner. 

7.3 Sustainable tourism is promoted well with high quality material. There is a very good range of promotional material available including publications to provide information to residents, toll payers, visitors, and parishioners. There is also an innovative use of new technologies, such as augmented reality mobile phone technology, e-books and the impressive interactive touch screen provided in visitor centres. In addition a number of initiatives are encouraging sustainable tourism, including: the Green Tourism Business Scheme; work with boats and boat hire; the Welcome Host Gold training programme; and the continued use of the Broads Quality Charter. 
7.4 The education officer post will increase capacity. The creation of the new role is seen by partners as a major opportunity for the Authority to add value in this area. Whilst care needs to be taken to ensure that the post creates additional capacity rather than duplicates or overlaps provision that already exists, the extra capacity and potential for coordination is seen as a considerable boost.
7.5 Access and recreational issues are being addressed. An integrated approach to land and water access is being developed with an access forum that works well together. Recreational interests are being engaged more actively through work to draw different interest groups together, including: involving local communities in the promotion of access and understanding; forming working groups for integrated water space management at Barton Broad and the Upper Thurne; the pilot ‘Whole Valley Approach’ for the Ant Valley looking at rights of way and interpretation; slipway partnerships with parish councils; and creating a partnership way forward over fisheries and the provision of facilities for angling.
7.6 External bodies recognise the quality of work to promote understanding. The Authority was recognised as a Beacon Authority in 2004/5 and since then has successfully retained its accreditation under the Europarc Charter for Sustainable Tourism in Protected Landscapes.
7.7 Young people have benefited from inclusion projects. There has been good support through the Sustainable Development Fund for projects that involve young people in activities which have included: persistent offenders; those at risk of exclusion; and those from deprived areas. The Whitlingham Country Park work with disadvantaged young people has allowed the promotion of healthy living and an understanding of the countryside and projects with the YMCA have engaged young adults with a range of personal problems in practical and environmental work. Stakeholders see the Authority as innovative in its willingness to take appropriate risks, such as working with priority offenders as conservation volunteers. The Mosaic partnership also produced an annual action plan that encourages voluntary bodies and community champions to become involved in Broads activities. 
7.8 Navigation objectives are robustly structured and delivered well, with innovative approaches. The Authority’s plans have had a consistent focus on maintaining the waterways through objectives such as: managing water space; safety of the navigation and boats; environmentally friendly boating; access to land and water; dredging and disposal of dredged material; bank erosion; and management of aquatic plants for navigation. These have been underpinned by key strategies, targets and quality standards and have delivered well on their action plans. Creative and innovative work has seen: the trialling of geo-textile bags; the creation of islands from dredging; rangers supporting maintenance of the navigation function; and promotion of a Private Bill to create legislation to manage inland navigation and improved the safety of Broads users.
7.9 Sediment management is addressed constructively. Accumulated sediment arising from bank erosion, agricultural practice, and nutrient enrichment, has an impact on navigation, recreation, water clarity and ecosystem recovery. Whilst not pleasing everyone, the Authority has addressed this constructively by: compiling a comprehensive assessment of the sediment within the rivers and broads; engaging with users about their requirements; working with partners and interested parties to deliver a proactive approach; and constructing a strategy for both reducing and dredging sediment accumulations.
7.10 Clear standards have been set and delivered for the navigation area. Level of service indicators were produced by a Best Value review and identified targets for patrolling, dredging, river works, moorings and managing income. These targets are routinely reported to the Authority and stakeholders and have shown good compliance. 
7.11 Customer satisfaction on navigation issues has improved. Recent toll payers’ survey data shows improving customer satisfaction with feedback on priorities remaining consistent with the Authority’s priorities. More generally the majority of local stakeholders are content with services provided for navigation purpose with partners highlighting mooring work as a particularly strong area of achievement. There are examples of sound working with navigation interests to resolve contentious issues such as the debate on water skiing, which is widely seen as a good example of the Authority engaging well with navigation and other stakeholders to arrive at a shared agreement.
Issues to consider:

7.12 The enviable relationship with the tourism sector might be at risk. This relationship may be affected as the Authority considers how best to take forward its future involvement at this time of reduced resources. There are concerns for the future when the STEP project funding terminates at the end of 2012-13 including the loss of the project officer post. The Authority may need to consider further how the loss of direct influence over both sustainable tourism and its connection to wider conservation and navigation issues could generate considerable risk along with a new and continuing workload in managing the interfaces created by any other alternative arrangement. It may take a lot more time and effort to support an alternative arrangement at a time of reduced capacity. The Authority needs to work with the sector to jointly establish how tourism work will be supported and funded in future. In this respect we were unclear why tourism spending directed towards navigation interests such as the hire boat industry could not be funded from Navigation Expenditure.
7.13 Aspects of understanding and enjoyment relating to tourism are uncoordinated across the Broads area. New arrangements are being negotiated following the demise of East of England Tourism and there is the potential for closer working and sharing of information systems with the tourist offices in Norwich and Great Yarmouth. Some partners would like to see more co-ordinated and sustained use of the rangers in the way that they organise and deliver elements of educational programmes.
7.14 Differences of view on navigation outcomes need to be resolved. Stakeholders questioned the basis of targets for sediment removal as they feel that the pursuit of targets based on tonnage removed were not as useful as alternative ones that might relate to the length of navigable route dredged. There was also a concern about the overall number of available moorings The stakeholders consider the overall number are reducing even though the number of Authority provided moorings is increasing and they were concerned to ensure that the Authority’s Moorings Strategy outcome targets take account of this. The Authority is aware of these two issues and the former is under active discussion and is likely to be considered as part of next year’s review of the sediment removal strategy, whilst the reasons for the latter are understood by them. As these issues are so high profile in the minds of navigation stakeholders it might be helpful to have a constructive and informed exchange of views to determine a shared view of interpretation and the way forward.
7.15 Further work is needed to build trust with navigation interests. The differences of view and strength of feeling between local navigation stakeholders and others is quite striking. There is mistrust on the part of navigation stakeholders which seems to be based on a combination of real or perceived issues. Members are aware of these issues and recognise that the Authority needs to continue to work on breaking down the barriers between navigation and conservation interests, and managers feel there needs to be more engagement with these stakeholders to resolve the problems that exist. As engagement with navigation stakeholders is clearly not as good as it could be, the relationship needs to be developed and nurtured. This will mean ensuring that appropriate resources are invested to secure the right structure and support to allow a constructive exchange of views for now and for the future. 
8 Theme 5:  Achievement of outcomes: wider sustainable development

Strengths:

8.1 Volunteers are positively engaged and deliver an impressive range of activities.  Volunteers have a strong presence and role, with around 120 regularly active amongst the 250 available. They provide a wide range of contributions including: practical conservation work; patrolling the rivers and broads; administrative tasks; and inputting information into the GIS mapping system. These are carried out on weekdays and at weekends. The management and supervision of volunteers is being improved with the intention of rationalising the recruitment, allocation to activities, and equipment requirements of volunteers. Web-based software is being trialled to support: recruitment; training and information; and group contact for volunteers with similar interests.

8.2 Connection to bodies interested in the Broads is sound. The existence of the Broads Forum provides an independently chaired body bringing over 50 organisations into structured debate with the Authority. In addition there are groups formed to get involved with more local, thematic or topical issues such as: the Upper Thurne and Barton Broad  Liaison Group (parish councils, local businesses and other interests); the  ‘Whole Valley Approach’, piloted on the River Ant, (Authority staff and representatives from the area); specific remit groups (Conservation Partnership and Water Quality Partnership); and  informal thematic interest groups (Broads Angling Strategy Group, Broads Local Access Forum, Parish Tree Wardens and Planning Agents).

8.3 The planning service is performing well. Since the planning service was brought in-house performance against planning targets has improved considerably. They are now achieving or exceeding national performance indicators DC1 (b) & 1(c) ‘percentage of planning applications determined in 8 weeks’ (88 per cent against 65 per cent target for minor applications in 2010-11 and 86 per cent against 80 per cent target for other applications). They provide pre-application advice which is appreciated by applicants and leads to better quality planning applications. Members consider that the Planning Committee is effective and is able to balance the tensions between recreation, conservation and navigation to find balanced solutions.
8.4 Planning policy is well developed, both in the local development framework and the management planning approach. Flexibility has been shown in addressing the difficulties of development in a sensitive area which is also largely functional floodplain. Local guidance has been produced to highlight the opportunities for development of the riverside economy, boatyard diversification and providing riverside domestic properties characteristic of the Broads. 
8.5 Economic development has been supported through the planning function. The Authority’s planning policies have protected boatyards and other businesses from inappropriate redevelopment, whilst allowing development positive to the visitor economy.  This approach saw the encouragement of the successful Bike and Canoe Hire Association development; and the development of the BeWilderwood Adventure Park which resulted in 150 local jobs and whose large visitor presence helps other local services be viable. Flooding presents a significant threat to sustainable futures and the Authority has facilitated input to the Broads Flood Alleviation Project (BFAP), an Environment Agency 20 year project to provide long term flood protection to the traditional marshes and the surrounding communities. 
8.6 Social aspects have been supported through planning functions. The issues needed to secure wider social and economic sustainability are well understood, with the role of tourism seen as pivotal. Traditional Broads industries and the special character of the area have been supported by policies such as the sustainable design guide and the projects to train millwrights, and reed and sedge cutters. Land use and management features more in the new Broads Plan and the authority understands the use of the human resource in the farming sector. 
8.7 The impact of climate change is being addressed. The Climate Change Adaptation Panel established by the Authority is an effective partnership that has been considering the issues faced by the Broads due to both dryer and wetter climatic conditions and the prospect of saline incursion. The inclusion of farmers and landowners in this climate change work is seen as productive and helpful to the securing of a wider set of informed opinion. The Authority also plays a prominent role in the County network on climate issues. Some novel sustainability approaches have been considered by the Authority, including using fen arisings as soil improver, investigating biofuel opportunities and the development of a tidal harvester. 
8.8 Partners see the Authority as leading on delivering sustainability objectives. The sustainable development fund (SDF) has been used to support the needs of a wider geographical area than just the executive area. Since commencement, 195 projects have been supported with £1.65 million in grants attracting £5.52 million in match funding. These have included support for issues such as: better recreational opportunities for disabled people and youngsters; helping the bike and canoe hire networks; and the reed and sedge cutters association. 
8.9 A sound start has been made to improving environmental performance. This has included: an emphasis on sustainable staff travel; use of pool cars; energy use improvements at the Ludham Field base; conducting a carbon audit;  energy efficient ICT;  the use of tele and video conference meetings;  and encouraging staff to identify more sustainable choices in their behaviour.
Issues to consider:

8.10 Engagement with local communities and groups could be improved. On a number of levels the Authority is not secure in its connections to local people and other groups, and it seems that attempts to deliver better engagement are not always recognised within communities. There are mixed views on the benefits and impact of Parish Forums; the Authority is not seen as having good engagement with people in the wider region, and this shows in the lack of appetite for SDF funding applications in Norwich, Great Yarmouth and Lowestoft; and there is little connection with the two local action groups that cover parts of the Broads (Norfolk Coast and Broads and Waveney Valley). Aligned to this is a perceived lack of appreciation by the wider community and limited communication about: the complexities of the Broads; the profile of Authority members; what the community expectations should be; and how they can support each other. Members are particularly concerned about this lack of understanding and how the Authority is perceived as an unrepresentative body. 
8.11 The continuing goodwill of volunteers is potentially at risk. Whilst the changes being implemented to rationalise the arrangements for volunteers are soundly based and necessary, they are causing concern amongst volunteers and could adversely affect their goodwill and motivation. Whilst volunteers acknowledge that the previous ways of working were inconsistent they felt they did work at a local level and now see the wider range of opportunities as more than they are comfortable with. In amongst the changes, it is the small issues that appear to be having the biggest impact, such as allocating volunteers to general rather than specific roles and not meeting the site or project specific preferences of volunteers. 
8.12 More could be done to progress the climate change agenda. The Authority knows that there is more to be done to explain to wider audiences about the impact of climate change and in getting people involved in the decision about what to do for the future and it is still working on this. Within the Authority, target setting for carbon dioxide reduction is still at an early stage due to a lack of accurate data to monitor the Authority’s carbon footprint, although new actions for this have been adopted in the strategic priorities for 2011-12.
9 Theme 6:  Organisational capacity, use of resources, and governance

Strengths:

9.1 Sound financial arrangements are in place. The Authority received an unqualified report this year which is a particularly strong achievement given the successful implementation of the new IFRS regulations and the size of the organisation. Robust financial planning and budget control mechanisms are in place and there is a well-established use of integrated financial and service planning with a medium term strategy. 

9.2 Good financial monitoring and scrutiny arrangements exist. Financial reporting is well structured and comprehensive with good data and information collection and a thorough approach to carrying out the work of internal audit with good follow up. The Financial Scrutiny and Audit Committee is well run and provides a strong and appropriate challenge. Service reviews examined detailed cost bases, and there was benchmarking of costs for vehicles, IT, planning, and dredging. Further work to examine project costs on fen management, recreation management and other practical works is being conducted.
9.3 A structured performance management framework is in place. The framework with key performance indicators cascades from the Broads Plan and its five-year action plan, through an annual business plan, directorate, section and individual work programmes.

9.4 Partnership governance has been strengthened. Following value for money comments by the Audit Commission, partnership working arrangements have been improved through: production of a partnerships protocol; review of significant existing partnerships; a questionnaire to review partnerships’ effectiveness and governance; an action plan to address issues identified; and a register of partnerships, with a review of operational risks. 

9.5 Corporate structures and processes have improved over recent years. Procurement policies have been improved with an increased focus on sustainability, quality and value for money. Sound governance arrangements are in place and are kept under active review. There are good working relationships between members and officers with members feeling involved and informed and focussed on the key roles of the Authority.
9.6 Asset management has been improved. In response to identified weaknesses the Authority has established an Asset Management Steering Group and created a post of Asset Officer. It has also now: recorded its 450 land and property records; rationalised the number of visitor centres; and used STEP and PRISMA funding to update three visitor centres and the Dockyard.
9.7 An effective risk management framework is in place. Risk management arrangements are thorough and the risk management policy is appropriate as is the strategic risk register. 

9.8 Staff are committed, loyal and supportive of the Authority. Staff have a high regard for their work and through the use of individual performance review (IPR) the Authority helps the development of individuals and ensures that priorities are translated into section and individual work programmes. There is a sound training philosophy for senior and middle managers combined with a mature management development programme. The Authority is generally seen as a good employer and this showed in the way that it communicated with staff about the organisational changes.

Issues to consider:

9.9 Performance monitoring is exposed by having a dispersed responsibility. The responsibility for assembling data on performance sits with the management team supported by section performance leads who gather data.  Whilst this performance monitoring structure has worked well previously the role of performance leads has been diluted by the structural changes and the absence of an individual with co-ordinating responsibilities is unusual. This could impact on the management and monitoring of performance and may already be showing itself in the variable delivery on priorities and performance indicators detailed elsewhere in this report.
9.10 Members are seeking changes to the governance structures. Members fully support the planned review of governance and consultative structures and see a need to reduce the number of committees and the level of detailed working in order for them to focus more on strategy and to better match their capacity to attend meetings. Members feel that: there are issues to consider about their influencing role: the longevity of member sub groups and panels: and how they spend their time in meetings.
9.11 Members want to review their two-way engagement with the broader community. Members feel communities need to be more fully involved in debate with the Authority to help the exchange of views and broaden understanding on Broads issues. They also understand that they need to gain the confidence and trust of some stakeholders. It was felt that there is a role for all members to be more “Broads minded” and consistent in giving out clear messages about the work of the Authority as a whole. The opportunity exists to review the role of members and consider how best they might deliver the advocacy, ambassadorial and information gathering roles connected in to any new Authority engagement initiatives.
9.12 Broads Forum members feel that they are not currently functioning well as a body. There is a concern amongst Broads Forum members that: single interest issues can dominate discussions; there is a perceived lack of genuine capacity to influence the Authority; there is a strong officer influence at meetings; presentations give little time to engage with the topics; ; and they do not feel as cohesive in their working as they could be. 
9.13 Progress on implementing the equalities standard is slow. The Authority has not made sufficient progress on its programme of equalities related work and recognised that more needs to done. It has recently agreed to: review and update the equalities policy; conduct an equal pay audit; collect data about staff and volunteers before conducting an equality analysis of employment policies and practices; and organise training for staff and members. 
9.14 Sickness absence levels were high in 2009-10 and 2010-11 with performance against indicator CD1 ‘number of working days lost to sickness absence’ showing 11.7 days in 2010-11 against a target of 4 days. Measures have been taken during the current year to manage this and the levels are now significantly lower. Nevertheless the Authority should continue to manage sickness absence levels.
10 Theme 7:  Leadership & Improving performance

Strengths:

10.1 Partners recognise the strong and visible leadership of the Chief Executive and Chairman. The profile of the Chief Executive is good and his contributions are well regarded in his attendance at countywide meetings of local authority chief executives. Within the Authority there is recognised leadership provided by the Chairman, Chief Executive, lead Members and the Management Team with good collective responsibility among senior managers and Members. At a national level senior managers are seen as leaders in the navigation field.

10.2 The strategic leadership is not complacent about what still needs to be achieved. There is recognition that the Authority is on a journey and has not reached the end. One of its great strengths is that it is prepared to take big decisions, with appropriate identification and managing of risk, followed by targeted actions for delivery.
10.3 Member development arrangements are good. A robust strategy is in place to develop members that includes: member induction; mentors; a continuous development programme with presentations, site visits, and training; and an annual development appraisal.

10.4 Key building blocks are in place. The reviews, reorganisation, cost cutting and structural decisions taken over recent years will help the Authority be in a better position to deliver on its priorities and meet the aspirations of its users, partners and stakeholders. 
Issues to consider:

10.5 Performance against the key lines of enquiry for this theme is varied. Whilst part of this theme looks at aspects of leadership and management, the bulk reflects on how well priorities have been delivered against past targets combined with a focus on the prospects for the future. The leadership expectations are met well with active, visible and recognised profiles, although there are issues to do with delivering priorities and the future prospects that we comment on here and elsewhere in the report.
10.6 The delivery of improvement in priorities areas is mixed. Delivery of the 2010-11 priorities was variable with only 55 per cent (28) of the priority objectives being delivered as intended with the remainder partially delivered. However, the Authority feels that it was operating in a very challenging year dominated by the response to the Spending Review culminating in a restructuring of the Authority. 

10.7 Delivery of performance targets for the 2010-11 was also variable. Whilst a number of indicators comfortably exceeded their targets, including those relating to ‘number of days attended by underrepresented groups’ ‘number of weeks dredging’ ‘percentage of planning applications determined in 8 weeks’. other indicators failed to meet their targets including: ‘percentage of SSSI land in favourable or recovering condition in BA management’; ‘percentage of paths with ease of disability access’ ‘number of volunteer days’ ‘percentage of promoting understanding services for underrepresented groups’  and ‘number of working days lost to sickness absence’. The Authority should review its targets against these indicators in order to set realistic targets which will match the resources available following the Spending Review.

10.8 Managerial flexibility is constrained. Having just come through a major reorganisation the Authority has needed to ensure that firm direction, structures and oversight are in place to ensure the best is achieved from the new arrangements. However, some staff felt the Authority has become too inflexible and centralised and this constrains the ability of managers to manage their own workload and priority objectives. Some see the Authority as: too process driven; overly bureaucratic; lacking in co-ordination for the application of plans; and not a listening organisation. The Authority recognises that it is applying tighter controls at the moment. The key now is to recognise when the appropriate time may be to relax the constraints and allow the skills, knowledge and innovation of staff to be used more fluidly.

10.9 There are stakeholders who feel that their ability to influence the Authority is limited. This shows itself through their expressed views on issues such as: their role in strategy development; the degree of empathy they perceive; the relationship over shared employment of staff; and the degree of effective compromise.  
10.10 Organisational resilience needs to be monitored closely. Whilst the organisation’s resilience has been strengthened in some areas, there is still further change to be accommodated and there are some parts of the Authority where the dependence on key staff will present a risk.  In addition, the scale of the Authority’s capacity to deliver on the ground is still being assessed in the light of reduced resources. The Authority has acknowledged the potential to overreach itself and is trying to ensure that there is sufficient administrative, financial and technical expertise in place. It has also flagged up uncertainty about the resources available to key partners and the impact this will have on the Authority’s ability to work in partnership as intended to deliver the targets and timescales in its plan. Continued close working with key stakeholder bodies, such as the Environment Agency and Natural England, will help maximise outcomes and potential for improvement in the future.
11 Good Practice and Special Features
11.1 This section identifies good practice or special features that are worthy of highlighting for the interest of other Authorities in the National Park family. 
· The quality and presentation of published strategies and documents.
· The Biodiversity Audit and Tolerance Sensitivity Mapping report.

· Broads Tourism.

· Implementing the IFRS regulations.

· Member development arrangements.

12 Recommendations 
12.1 The recommendations of the team are shown below with the detailed points arranged under the seven themes of the Key Lines of Enquiry.
1.  Quality of vision and the Authority’s plans to help achieve it

12.2 Review engagement with non-statutory stakeholders on strategy and policy development and consider the timing of consultations, how feedback is provided, and how engagement is maintained.[4.6]
12.3 Review how decisions are made on the branding of projects and how the profile of all partners can be appropriately maintained. [4.8]
12.4 Establish a Member/stakeholder structure to establish a common understanding on the basis for progressing national park status. [4.9]

2.  Setting and using priorities

12.5 Review the process for involving  customers, stakeholders, staff and communities in annual priority setting.[5.6]
12.6 Undertake routine surveys, information and intelligence gathering exercises for all relevant stakeholders and Broads communities. [5.7]
12.7 Include more outcome focussed and measurable targets and milestones in strategy and other priority lists.[5.8]
3.  Achievement of outcomes:  to conserve and enhance the natural beauty, wildlife and cultural heritage of the National Park 

12.8 Set clearer targets with delivery outcomes for nature conservation work and communicate the resulting improvements more widely to help inform external audiences.[6.6]
12.9 Manage the perceptions that the focus on conservation has been lessened.[6.7]
4.  Achievement of outcomes: promoting opportunities for the understanding and enjoyment of the special qualities by the public &
4b. Achievement of outcomes: manage the navigation area for the purposes of navigation to such standard as it appears to the Authority to be reasonably required, and take such steps to improve and develop it as the Authority thinks fit.
12.10 Examine options for future tourism funding that might help maintain the enviable relationship which the Authority has with the tourism sector. [7.12]
12.11 Review the scope for further joint working and coordination of activities on understanding and enjoyment issues. [7.13]
12.12 Establish a framework that provides a route to discuss differences of view on navigation outcomes.[7.14]
12.13 Increase dialogue, break down barriers and build trust between local navigation interests and the Authority.[7.15]
5.  Achievement of outcomes: wider sustainable development

12.14 Improve engagement and two way exchanges with local communities and groups. [8.10]
12.15 Introduce measures to maintain the motivation and enthusiasm of volunteers at a time of change. [8.11]
6.  Organisational capacity, use of resources and governance

12.16 Review whether the arrangements for monitoring and reporting on performance are effective and appropriate in the new organisational structure. [9.9]
12.17 Undertake the agreed review of governance and consultative structures. [9.10]
12.18 Review the role of Members in engaging with the wider community including their possible use in advocacy, ambassadorial and information gathering roles.[9.11]
12.19 Progress the implementing of equalities issues. [9.13]

7.  Leadership & improving performance
12.20 As the benefits of the organisational change become embedded, consider when the appropriate time may be to relax organisational constraints and allow the skills, knowledge and innovation of staff to be used more fluidly. [10.8]

12.21 As part of the review of consultative structures determine the arrangements for engaging with key stakeholders including the role of the Broads Forum. [10.9 & 9.12]

13 
Summary of Assessment Scores

13.1 The teams assessment of scores for each of the KLOE themes are as follows: 
	Key Line of Enquiry


	Score

	1. Quality of Vision


	3

	2. Setting and Using Priorities


	3

	3. Achievement of Outcomes: Conservation


	3

	4. Achievement of Outcomes: 

Promoting Understanding and Service Delivery


	3

	5. Achievement of Outcomes: Wider Sustainable Development


	3

	6. Use of Resources: 

Managing Money

Managing the Business

Managing other Resources

Use of Resources – Overall score


	3

	7. Leadership & Improving Performance


	2


SCORING

1. An organisation that does not meet minimum requirements – performs poorly
2. An organisation that meets only minimum requirements – performs adequately

3. An organisation that exceeds minimum requirements – performs well
4. An organisation that significantly exceeds minimum requirements – performs excellently.

With a grading of 2 as acceptable baseline performance, an Authority that obtains a grading of 3 for a theme will be performing in an above average way and delivering to a very high standard.  A grading of 4 will show exceptional delivery.
Ken Lloyd on behalf of SOLACE Enterprises

November 2011
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