Broads Authority Summary Self Assessment and Improvement Plan
SETTING THE SCENE
The Broads

“...a breathing space for the cure of souls” 

The Norfolk and Suffolk Broads is the UK’s premier wetland, a unique and globally important landscape shaped and nurtured by its inhabitants since at least Roman times. Encompassing an area of 303km2, the Broads sits between the urban areas of Norwich, Great Yarmouth and Lowestoft, with a short coastal strip at Winterton and an estuary at Breydon Water. The low-lying, mainly open and undeveloped landscape of the Broads comprises an interconnected wetland mosaic of rivers, broads, fens, marshes and woodland rich in rare habitats and species, some of which are unique to the area.  

The shallow lakes referred to as ‘broads’ originated as pits dug for peat to provide fuel during medieval times. In the 14th century these peat diggings flooded and became part of an extensive communication network for transporting fuel, building materials including reed for thatch, and livestock and their products, especially wool. The advent of the railways in the mid-19th century and vehicles in the 20th century brought most river-borne commerce to an end, but made the Broads accessible as a popular tourist destination for boating holidays, with 200km of navigable, lock-free rivers and lakes. 

The importance of the Broads is borne out by a range of national and international designations in recognition of its landscape, nature conservation and cultural features. Particularly important is the role of the Broads, as a member of the UK National Park family and global network of protected landscapes, in demonstrating how wetland resources can be managed sustainably for the benefit of nature and people. 

The Broads Authority

The Broads Authority has very similar responsibilities to those of the national park authorities but because of its additional role in managing the navigation area has additional functions set out in the Norfolk and Suffolk Broads Act 1988
. The Authority promoted a private bill through parliament which received Royal Assent in July 2009. Most of the provisions in The Broads Authority Act 2009
 are now in force. The Act is primarily concerned with giving the Authority greater powers to manage safety on the Broads, and includes provisions relating to boat safety standards, compulsory third party insurance, the regulation of water skiing and wakeboarding, hire boat licensing and the giving of general and special directions to vessels.

There are also provisions which amend aspects of the 1988 Act, including those relating to the Secretary of State’s appointments to the Authority and the keeping of navigation accounts. The Act also contains provisions which in due course will provide for the transfer of Breydon Water and the Lower Bure into the Authority’s navigation jurisdiction.

The Authority’s membership was reduced from 35 to 21 in 2005 and now consists of nine members appointed by the eight constituent local authorities, ten appointed by the Secretary of State and two appointed by the Authority from the co-opted members of the Navigation Committee. The latter are now appointed using a process in line with Office of the Commissioner for Public Appointments (OCPA) guidelines on best practice for making public appointments.
The Authority has set a budget for 2011/12 based on core income of £6.7 million - £4.0 million of National Park Grant and £2.7 million in tolls from boat owners using the Broads. This core income is projected to fall to approximately £6.4 million in 2014/15 with National Park Grant (NPG) falling to £3.34 million and tolls income rising to £3.03 million. A three year Financial Strategy, adopted by the Authority at its June 2011 meeting, demonstrates how the Authority will adapt to the changes in its funding. This has involved a review of the allocation of shared costs so that they are assigned on a fair basis between the Authority’s national park and navigation expenditure.

The Authority has been proactive in responding to the reductions in National Park Grant, undertaking service reviews of all the activity funded by National Park Grant. Following reviewing the results and the priorities for service delivery with stakeholders, the Authority adopted plans for transformational change to align the Authority with its resource profile. Central to those plans are furthering an integrated approach to the management of the Broads and increasing flexibility throughout the organisation. The new organisational model brings all the practical activities of the Authority together and creates a new multi-disciplinary Strategy and Projects Team. The new organisational structure is designed to: win efficiencies; protect frontline delivery; streamline procurement; share equipment; build resilience; and strengthen work programming and project management.

From 1 May 2011 the Authority reduced to three Directorates: Operations, Planning and Strategy, and Resources and Change Management. In 2013 the Authority plans to move to a two Directorate structure: Operations, and Planning and Resources. The total number of posts in the organisation has been reduced from around 170 to about 140, with a focus on retaining as much frontline activity as possible. 
Current Priorities
The Authority has adopted the three key themes from the Broads Plan 2011 as its strategic priorities for the life of the Plan, together with a fourth strategic priority relating to the governance and organisational development of the Authority. These priorities will be used to guide expenditure and the work of staff. This does not mean that other important areas will not receive attention, but rather that these will receive priority over others when difficult decisions have to be taken about staff time and calls on the Authority’s budget.  The current priorities are:
· Planning for the long-term future of the Broads in response to climate change and sea level rise: Understanding and responding to the key challenges facing the Broads over the next 50 – 100 years presented by climate change and sea level rise.

· Working in partnership on the sustainable management of the Broads: Landscape and Cultural Heritage; Agriculture and Land Management; Biodiversity; and Management of the Navigation Area.

· Encouraging the sustainable use and enjoyment of the Broads: Promoting Understanding, Enjoyment and Wellbeing; and Tourism, Recreation and Access.
· Governance and Organisational Development of the Authority: New organisation transitional arrangements, governance review, improvement planning and developing an integrated Ranger service.

Future Challenges and Opportunities
Delivery of the Shared Vision

The Broads Plan is a Plan for the Broads as a whole and not just the Broads Authority and there is a need to have a robust framework in place for capturing the progress of other organisations against meeting specific objectives to which they have committed themselves. The Broads Plan 2011and subsequent iterations of the plan will be published and monitored principally through electronic means. This will allow the plan delivery and outcomes to be regularly assessed and updated, and the results of this work to be publicly available. Work is being undertaken on the establishment of a robust but easy to use monitoring system that all delivery partners can access, use and report against that does not involve a significant additional burden of time or staff resource. There is uncertainty about the future financial and staff resources available to key agencies at work in the Broads and this could have a sizeable impact on Plan delivery targets and timescales.

Climate change and its challenges are the biggest issue facing the Authority, and a major local political issue. There is much more to be done not only to frame a sustainable approach, but to also engage with those whose land and property is most closely affected by anticipated and largely unavoidable changes.

Delivering our Priorities
The Authority’s capability to deliver some of its key priority objectives will be greatly enhanced through external funding programmes such as STEP
, PRISMA
 and the Higher Level Stewardship (HLS) funding for How Hill
. However, it is important that the Authority does not overreach itself and that sufficient administrative, financial and technical support is built into the resourcing of these activities to ensure that they are adequately supported. The Authority needs to be clear about, and communicate effectively, those areas of its work where progress is likely to be limited or reduced, or where service improvements will be dependent on external funding. 
Looking after the Broads
In terms of conservation of both the natural and built environment, climate change and specifically sea-level rise is by far the biggest challenge. The Authority is integrating this within all its plans but the true impact and clear priorities have yet to be established. The Authority will be building on the Broads Plan to set clearer targets for nature conservation work. Despite improving understanding of water quality issues there are still areas where plants are not thriving and rarities like stoneworts have declined. Investigations
 continue through research and catchment management advice.
Because the Authority’s executive boundary is closely related to the floodplain, planning and development control in most settlements is split between the Authority and others; thus the designation or review of Conservation Areas is shared with other authorities. This can create additional work and highlight differing priorities. Targets used to record progress on repairing listed buildings in private ownership are often outside the Authority’s direct control. There are 74 redundant drainage mills in the area which are not only resource hungry in terms of maintenance but are often neglected with their often isolated nature, fragility and vulnerability a significant factor militating against identifying alternative uses. There is still a shortage of local skills to address these needs.
The Sustainable Use of the Broads

There is more to do in the integration of land and water access. Access to the Broads from the land is constrained by their remote location or sensitive sites. This will be addressed by an integrated access plan that also seeks to tie into the public transport network and promote sustainable ways to get around the area. 
The complexity of the Broads makes it hard to focus on simple core messages. The many sensitive sites within the Broads which are designated of European importance means tourism growth has to be carefully managed, with behaviour which is sensitive to the preservation of the environmental balance encouraged. Some of the most spectacular wildlife species are highly sensitive to disturbance (e.g. bitterns and cranes) or exist on sites where access is not possible for the public (e.g. fen orchid). 
The Authority believes that the image of the Broads would be greatly enhanced if it could be designated as a National Park. There is strong local support for this, particularly among tourism businesses, but also vocal opposition against it by those who feel the use of the area for navigation and recreational purposes might be threatened by the introduction of the Sandford Principle.

The Authority has a stated objective to ‘examine and promote opportunities for expansion of navigation water space, consistent with nature conservation interests’. However, a group looking at opportunities arising from the Broadland Flood Alleviation Project failed to identify any scope for partnership working. There has been some limited expansion of the water space (e.g. through canoe access agreements in the upper Waveney and in the North Walsham and Dilham Canal). 
It has been difficult to deliver the full extent of access improvements as identified in the Mooring Strategy Action Plan due to the reluctance of landowners to sell or lease land. External funding applications have been successfully made to help achieve the Authority’s ambitions for improved access, sustainable tourism and to deliver innovative solutions for sediment management. We will have to ensure that we are realistic in our level of ambition for the future, and that the additional administrative burden of managing external funding audit and reporting needs is built into the bids.

Sustainability
The Authority’s carbon footprint in the context of the Broads as a whole is minuscule. However there remain some difficulties in establishing accurate data to monitor the Authority’s ongoing use of carbon. The Authority has adopted new targets for this area in its Adopted Strategic Priorities for 2011/12. 
Resources

After a number of years of significant growth in the support provided by Government, which has allowed the Authority to increase the scope of its work, take on direct responsibility for dredging, bring planning in-house, promote a Private Bill through Parliament and relocate to modern new offices, it now faces a period of reduction in public funding. The £1.12 million reduction in National Park Grant will inevitably have an impact on the level of services the Authority is able to provide.
Funding, from the Environment Agency (EA) and Natural England (NE), is likely to be greatly reduced in the current economic climate.  The Authority has shrunk its workforce where opportunities permit, and continues to seek more efficient ways of working.  It will also be necessary to prioritise expenditure and focus activities more carefully. This has resulted in  a slimmed down and more focussed organisation, which concentrates the majority of its resources on high priority areas and statutory duties.
KLOE 1:  Quality of vision and the Authority’s plans to help achieve it
1.1
Is there a shared vision for the National Park that translates the National Park purposes and duty into a specific set of objectives?
The Vision for the Broads portrayed in the Broads Plan
 launched in September 2011 is ambitious and translates the national approach set out in the 2009 National Park Circular into a series of major issues that the Broads will face up to 2030. The vision has been the subject of wide-scale debate and comment and there is a degree of consensus and sign up from key stakeholders demonstrated by the responses to the consultation.

Over 600 consultee groups, organisations and individuals were notified of the Broads Plan review and invited to comment. The draft versions of the plan were subject to discussion at meetings of the Authority, Navigation Committee, Broads Local Access Forum and Broads Forum. Consultation details were published on the Authority’s website, in the press and in Authority publications including the Broads Bulletin, Broadcaster and Broadsheet.

The Plan recognises the need to consider future options for dealing with threats of sea level rise and climate change, and identifies priorities for the sustainable management of the natural resource (landscape and cultural heritage, biodiversity, agriculture and land management, and navigation) and the use of the resource (promoting understanding, enjoyment and wellbeing, and managing tourism, recreation and access). For each of its key themes there are clearly defined objectives and outcomes.
The Plan identifies objectives to be achieved during its lifespan (5-7 years). Each objective has a set of key actions with identified lead and key partners, mechanisms for delivery and monitoring targets/indicators, together with an indication of whether an action is considered to be a priority, thus recognising the need for a clear prioritisation of available resources to deliver the most important objectives.  The Plan’s structure reflects the integrated and cross-cutting nature of the Broads Authority’s statutory functions, the multiple responsibilities of other agencies and bodies working in the Broads, and the need for integrated partnership working and the best use of shared resources.  
1.2
How realistic and robust are the objectives?
The Plan seeks to be realistic in the short to medium-term about key priorities for action in the Broads set against a backdrop of fiscal restraint. Objectives were refined and priority actions identified throughout the plan review process in consultation with Authority members and officers, delivery partners and stakeholders.
A first draft Broads Plan 2011 was subject to public consultation between June and August 2010. In September 2010, the Authority agreed a revision to the original review timetable to enable it to take into account the outcome of the Government Spending Review and decision on National Park Grant allocation, as well as the Authority’s service reviews and subsequent reorganisation. Further public consultation on a revised draft Plan was undertaken between 28 February and 8 April 2011.

Key agencies, including the Environment Agency, Natural England, the National Farmers Union, Norfolk Wildlife Trust and local authorities, together with a range of local organisations and partnership groups, have been identified as lead and/or joint partners against relevant actions in the Plan to strengthen and encourage buy-in, integrated working and the realistic prospect of the actions being delivered. During the plan review process, delivery partners agreed, and in some cases provided detailed wording for, specific actions in the Plan. 

1.3
Are the vision and objectives based on a sound evidence base, and a shared understanding of local needs?

The output from a programme of research and monitoring, together with data collated from external sources, underpins the Authority’s adopted strategies. The Authority has supported a range of research including PhD research focusing on the Upper Thurne, the EcoBoat Project, fish, plant and water quality studies, the Fen Ecological Survey 2007-2010, and the comprehensive hydrographic survey of the navigable area. The findings from such research are regularly reported to the Broads Forum and through a range of media.  Events such as the Fen Workshop and Coastal Catchment Conference are held to provide shared understanding of the underlying issues and the justification for the Authority’s stance on particular matters is well understood. Data is collected in-house through regular monitoring (e.g. annual macrophyte survey, 4-yearly boat census, visitor surveys) and provided to the Authority through external sources and partners. Public opinion data is collected through direct commissioning, such as for the development of a sustainable tourism strategy for the Broads, and in-house through specific consultations, such as the tolls review and planning policy development (LDF). Shared understanding of local needs is also gained through ongoing partnership working at strategic and officer level, and through community level groups and forums ranging from the Broads Forum, whose membership represents a wide range of interest and user groups, to liaison groups whose focus is on a particular theme or geographical area. The Broads Plan recognises that active community and partnership involvement needs to be at the heart of project delivery at a local level and will be critical to the development of a climate change adaptation plan for the Broads.
The Sustainability Appraisal and Appropriate Assessment
 for the Broads Plan provided evidence to support the preferred direction of the Plan.  The Broads State of the Park Report (SOPR), first published in 2007, also provided baseline and trend data for the Broads Plan review.  The SOPR which is being reviewed and updated during 2011/12, collates data relating to the area’s special qualities, e.g. cultural heritage, biodiversity, navigation, tourism and recreation, water quality, access, and promoting understanding. The review is assessing the quality of data and its use in analysing trends in the Broads..

1.4
Does the Authority have a robust planning framework in place, which translates the National Park Management Plan objectives for which it has lead responsibility into clear actions and realistic targets?
Each year, the Authority adopts a set of Annual Strategic Priorities
 as the guide for its work, which is formed from objectives in the Broads Plan where the Authority is the ‘lead or joint partner’. At each Authority meeting, progress against the Strategic Priorities is monitored and reported; using a traffic light system so that members can easily monitor progress
.

The Strategic Priorities form the basis for the Authority’s Business Plan
 and also for the Annual Directorate Work Plans
 feeding down into individual team plans and Performance Review targets for Broads Authority staff. The Broads Plan is supported by a range of topic specific strategies with action plans covering areas such as sediment management, tourism, moorings and biodiversity.
Assessment: Performs Well
KLOE 2:  Setting and using priorities

2.1
Has the Authority set clear and robust priorities for action and improvement?

The Broads Plan has updated the long-term vision and aims for the Broads, but has also identified the short-term strategic objectives to be delivered during the Plan’s lifespan of 5 – 7 years. The Authority has therefore developed a set of key objectives, projects and milestones which make a significant contribution towards the delivery of the three themes in the Plan, as well as towards a fourth priority heading relating to the Governance and Organisational Development of the Authority. 

In November 2008 the Authority established a member working group to work with officers to formulate a navigation financial strategy and to review the balance of toll charges for small and large boats. As part of this process the Group scrutinised in detail all aspects of navigation income and expenditure. Its report was received and adopted by the Broads Authority in November 2009
.

Between June and September 2010, the Authority engaged senior staff in a series of service reviews
 in respect of those areas of expenditure which are funded from National Park Grant (NPG). These reviews considered whether the services could be run in a different way, whether they could be undertaken by someone else and what priority for funding the service might command in the event that there was a significant cut in NPG. The outcome of this exercise was reported to a member working group, the Resource Allocation Working Group (RAWG)
, which resulted in a clearer prioritisation of the Authority’s services, a better understanding of the impact of cuts on service delivery, and the identification of a number of services which were deemed to be lower priority.

The ‘Guidelines for the Future Allocation of Expenditure’ and Basic Principles for the Future Delivery of Services’, developed as part of the process, were tested in October with the Broads Forum
. Forum members were also invited to prioritise expenditure and the results were fed into the deliberations of the RAWG. Briefing meetings were also held with key stakeholders and the trade unions, to explain the proposals and obtain their views. This helped to inform Members and officers in developing the proposals for service delivery and organisational structure which were considered at the November meeting of the Authority
. This resolved to protect some areas of expenditure, such as fen management and dredging, while reducing the Authority’s involvement in rights of way, finding other means of delivery for three of its six visitor centres and reducing administrative support.

Regular surveys of the 10,000 Broads boat owners and engagement with a wide range of stakeholders represented on the Broads Forum helps the Authority review and adjust its priorities and inform them of progress in the implementation and delivery of key priorities.

2.2
Has the Authority sought and deployed resources to match priorities?

The Authority has not been afraid to take difficult decisions which will in the medium to long term assist the delivery of its main priorities. So, for example, the Authority reduced the resources spent on dredging to fund the survey and research activity for the Sediment Management Strategy. While in the short term this reduced the output it delivered the resulting evidence supporting the case to Defra for additional funding.

The Authority has also handed over responsibility for three of its six visitor centres, ceased one boat trip, reduced its involvement in the maintenance of public rights of way to a number of selected ‘priority permissive paths’, cut back its events programme and reduced the Sustainable Development Fund by £50,000 per annum. Other reductions are planned over the next three years to reflect the reducing level of National Park Grant, and have been identified in the Authority’s financial strategy. 

The reshaping of the Authority’s budget
 and the development of a three-year financial strategy has been led by a clear set of priorities for service delivery. This has focused resources on frontline delivery. A review of the allocation of shared costs between national park and navigation expenditure
, although unpopular with the local boating organisations, was essential to ensure that resources were correctly deployed. 

The Authority has a strong record of obtaining and deploying additional resources to match key priorities. Funds were obtained from Defra to bring the administration of planning applications in-house (£120,000 per annum) in response to a Best Value Review of a poorly performing service
 and to relocate to new offices (£150,000 per annum) to deal with the inadequate working environment for staff. The development of the Sediment Management Strategy identified a substantial dredging backlog and as a result of representation to Ministers, Defra also provided £2.8m of additional grant over six years to support dredging and restore Broads ecosystems.

The Authority submits bids for external funding only where there is a strong alignment between the programme and the Authority’s priorities. Thus the delivery of the Authority’s Sustainable Tourism Strategy has been supported by €500,000 of EU Interreg IVa funding towards total expenditure of €1,150,500 as a partner in the Sustainable Tourism in Estuary Parks (STEP) project. Similarly the implementation of the Sediment Management Strategy is being supported by a €921,560 contribution for the development of innovative dredging techniques with Dutch, Belgian and French partners.
2.3
Does the Authority stay focused on what matters?

Prior to the publication of the current Broads Plan the Authority adopted a number of key strategic priorities
 and these remained broadly similar over a number of years, although they were reviewed and amended each year. Resources and recent initiatives have therefore been largely concentrated in a number of key areas, such as:

· implementation of the Sediment Management Strategy;

· restoration of Broads ecosystems;
· supporting the development of sustainable tourism;

· minimising the risks to the public using the navigation area; and

· improving the quality of the planning service.
The results have been dramatic. The amount of sediment removed from the navigation area has increased by 15 per cent average per year; 10 broads have been pump dredged (2005-2011); the local hire boat industry is the first to adopt a green tourism accreditation scheme
; all the risks under the Port Marine Safety Code are “As Low As Reasonably Practicable” (ALARP) and the Authority has met all the Government’s targets for the processing of planning applications
.

At times, in delivering its strategic objectives, the Authority comes across considerable difficulties and strongly opposed views from different interest groups. On these occasions, for example the dredging of Heigham Sound, the Authority has explored all possible alternatives, developed new techniques to get over a problem and used research and monitoring to try and allay concerns and fears.

Committee agendas are structured to ensure that members focus primarily on strategic matters
, and the Powers Delegated to Officers
 have been strengthened to enable officers to manage day to day operational matters. In seeking external funding, the Authority seeks to ensure that it engages only with those projects which add value to the work of the Authority and contribute to the delivery of its priority objectives. 
Assessment:  Performs Well
KLOE 3:  Achievement of Outcomes:  to conserve and enhance the natural beauty, wildlife, and cultural heritage of the National Park
3.1
Is the Authority delivering the conservation objectives that it has set for itself?
In 2009 the Authority produced and adopted a Broads Biodiversity Action Plan (BAP)
 that pulled together core information about each of the Broads’ habitats and identified main objectives. This was accompanied by a 5 year action plan
 with costs for the first year and GIS mapping of all major habitat types in the Executive Area and surrounding buffer zone. The BAP sets objectives for all habitats in the Broads as well as identifying biodiversity opportunity areas on the valley sides, grazing marshes and more recently providing detailed assessment of site by site opportunities in the Ant valley
. The Broads Authority focuses its conservation effort on two priority habitats, lakes and fens, because of their international significance.  The broads are the habitat in most need of restoration and the fens require constant maintenance to retain their high biodiversity interest.

A Lake Restoration Strategy and Action Plan
 was adopted in May 2008. The process was initiated with a conference to examine the evidence base with a focus on biomanipulation and mud pumping. Evidence for all 63 broads was collated and a programme of measures for each lake developed. Prioritising the best broads, in terms of the greatest recovery potential and the safest locations, ensures that investment is secured for the long term against increasing risk of saline water intrusion and marine inundation. This strategy provides for future investment in freshwater lakes in the context of a changing climate, with cyclical reviews to incorporate new evidence and adapt to change.
The Fen Management Strategy
 was written in 1997 to guide the work of the Authority and partners in the management of fens. This highlighted the need to manage this important habitat on a large-scale using such techniques as the unique Fen Harvester and grazing in addition to the traditional commercial cutting. The Fen Audit
 (2004) assessed all practical techniques on a site by site basis and this is currently being updated using information from the Fen Survey
. The latter shows that the work of the Authority and its partners has increased the area of open fen by 170 hectares. However, it also highlights the potential adverse impact of climate change and failure to manage the fens, and the scale of the task ahead. A Reed and Sedge Action Plan
 is under development along with an adaptation and investment plan for the fens.

As a result of the Authority’s work with partners over the last 20 years, water quality has dramatically improved in some areas of the Broads with the resulting benefits for wildlife species such as wintering waterbirds and Otter. Practical management of the valuable fen habitat has retained the most important sites and species including Bittern, Fen Orchid and Swallowtail Butterfly. The partnership with Essex & Suffolk Water, EA and NE to manage and improve water quality and wetland habitat in the Trinity Broads and Lound Lakes has been particularly successful
.  This was recognised by the Partnership winning a Waterways Renaissance Award in 2010.
Good progress has been made with tackling Non Native Invasive Species with the Authority central to a new initiative attracting Government funding to improve awareness and understanding and practical projects to control their spread. The Authority is engaged in three major landscape scale projects, the Upper Thurne, the Bure and the Suffolk Broads Living Landscapes working with the Norfolk and Suffolk Wildlife Trusts and others. These, along with the creation of two freshwater fen and reedbeds in the Ant valley, have created several hundred hectares of new wetland for wildlife. There have been transformational improvements to broads where mud pumping and other lake restoration techniques have been used. An annual survey of water-plants
 helps direct the priorities for future action throughout the Broads.

Work on landscape and historic conservation has been aided by the completion of a Landscape Character Assessment
 for the whole of the Broads. This provides material for design guidance to assist development control, and underpins our approach to Whole Valley Management. A survey of all heritage assets
 completed in 2009-10 has updated our picture of the state of key sites and buildings, and an annual Buildings at Risk survey
 is now undertaken, backed up by an action plan to tackle properties falling into disrepair. Progress is being made with 9 out of 37 properties coming off the buildings at risk list in the last year. An inventory of all mills has been drawn up and a survey of Listed mills and their vulnerability to climate change and other threats has been completed; a survey of non listed mills will be completed in 2011 providing data for future priority-setting
. A full re-survey of all existing Tree Preservation Orders in the Authority’s area has been undertaken since 2007 with revision to Orders as necessary.
Work through the regional protected landscapes group enabled undergrounding of electricity cables at St Benet’s Abbey and Buckenham Marshes and agreement to develop a further £1.5million scheme at Gillingham/Barsham. Conservation Areas have been reappraised at 10 sites since 2007
. The pilot for the Whole Valley Approach on the River Ant has brought together a wide community group with significant input to mapping of key features within the valley. 

A bursary scheme funded with £714,000 by the Heritage Lottery Fund between 2007-2010 enabled the Authority to train 10 people in traditional land management skills focussed on reed and sedge cutting and five people in mill wrighting.
 The reed and sedge cutting project won a Royal Town Planning Institute (RTPI) award in 2005 and a Europa NOSTRA award in 2006.  The mill-wrighting and restoration of Stubb Mill is into the final selection round of the RTPI awards for 2011.

3.2
Is the Authority working to ensure that the other conservation objectives in the National Park Management Plan are being achieved?

The Authority has been deeply involved in work on the Anglian River Basin Management Plan as required by the Water Framework Directive. This has been supported by close working with the EA with regular liaison meetings covering flood and water management as well as fisheries and community liaison.  The close association has particularly existed over the Broads Flood Alleviation Project where the opportunities for conservation are explored prior to a planning application and permissions given through the Development Control process. 

The Authority has been jointly responsible for tackling a number of SSSI remedies and this led to very close working with national agencies and local voluntary groups through Management Agreements, BAP working groups and specific wetland connectivity schemes. The importance of the transition from the Environmentally Sensitive Areas (ESA) scheme into Environmental Stewardship has been highlighted and the Authority is undertaking mapping and advice work on habitats and peat carbon management to help the relevant agencies, landowners and agents.

3.3
Is the Authority delivering the quality of conservation services that it set for itself?
Using the framework of the BAP the following achievements can be identified:

· Research published in peer reviewed publications. 

· Norfolk Non Native Species Initiative resulted in year on year decrease in the amount of floating pennywort in the River Waveney. Increased Community awareness with annual two years of Days of Action.

· Designated sites quality includes: 15 new County Wildlife Sites in the Broads. Whitlingham Country Park designated as a Local Nature Reserve. Achieved Favourable Condition targets on all SSSIs owned by the Authority.

· Increasing numbers of wintering birds on the Trinity Broads supported by flourishing population of water plants.

· Habitat recovery includes: improved water plant populations in five restored broads over the five years, stoneworts present in six turf ponds dug over past two years, improved biodiversity of around 400ha of grazing marsh.

· Species recovery includes: 17 booming bittern in Broads in 2010 compared to a low of two in 1996. 50 cranes in Broads. New site and recovering populations of fen orchids.

The Authority has also delivered quality in other conservation services. Of the 25 conservation areas, 45% have an up to date appraisal.  In addition, the Authority has 271 listed buildings, of which 37 were classed at risk and 9 were rescued in the last year.

Assessment:  Performs Well
KLOE 4:  Achievement of Outcomes:  promoting opportunities for the understanding and enjoyment of the special qualities by the public
4.1
 Is the Authority delivering the objectives it has set for itself in relation to promoting understanding and enjoyment?
Many of the 5–year objectives for tourism and recreation and understanding in the Broads Plan 2004 have been achieved. The Communications Strategy
 has been delivered and implemented. A new forum has allowed for regular meetings with parish councillors and parish pop-ins have been held in village halls around the area. Key publications produced by the Authority include the visitor newspaper Broadcaster and the toll payers’ newsletter Broadsheet. In 2010 the Authority introduced a newsletter primarily aimed at local residents – Broads Explorer – and we now encourage online subscription and delivery for both this and Broadsheet.
 Braille and large print publications and on-site signage are available. A wide programme of events (‘Fun in the Broads’) has run for many years and a new ‘Outdoor Festival’ has started in 2011
 and with the help of our Mosaic Community Champions there are now a more diverse set of images used to promote the Broads.
The Authority has built on its excellent work on sustainable tourism, being recognised as a Beacon Authority in 2004/5.  Sustainable tourism has been a high priority for the Authority and Objective TR1 was to develop a sustainable tourism and recreation strategy. Not only has this been produced but large parts of it have been implemented, the document reviewed and new targets for the coming five years set. The Strategy supported the successful bid in 2006 for the Europarc Charter for Sustainable Tourism in Protected Landscapes. Since obtaining European funding for the STEP project in 2009, further progress has been made, with the Broads Tourism Forum playing a strong role. The Sustainable Tourism Strategy was fully revised and updated as part of the re-application for the Europarc Charter in 2011 which has been granted for a further five years.
 
The STEP funding has allowed the Authority to take an entirely fresh approach to tourism and to the marketing of the image of the Broads. In co-operation with the Broads Tourism Forum, a major rebranding exercise for “Britain’s Magical Waterland” has been developed, and most local businesses have adopted this with enthusiasm. It has also enabled the creation of a new website (enjoythebroads.com) entirely devoted to tourism in the Broads with some aspects translated into French, German, Polish and Spanish. There has also been fresh investment in the visitor centres with updated facilities including new touch screens introducing the wildlife of the Broads at Whitlingham and Hoveton. At the same time, however, the Authority has had to recognise that it can no longer afford to run six visitor centres within the Broads area, and from 2011 will be concentrating its resources on only three key “visitor hubs” with two others passed to other local organisations to run.

4.2
Is the Authority working to ensure that the other ‘promoting understanding’ objectives in the National Park Management Plan are being achieved?
The achievement of the Europarc Charter for Sustainable Tourism was fundamental in establishing and giving substance to the work of the Broads Tourism Forum which in recent years has flourished and worked very closely with the Authority. Forum Members must now pledge to recognise the special qualities of the Broads and the need to support their conservation.  The Authority has provided strong support and STEP finance to promote the Green Tourism Business Scheme
 and extend it to ground breaking new work linked with boats and boat hire, as well as encourage the Welcome Host Gold training programme for tourism businesses. The Broads Quality Charter
, introduced 10 years ago, is an annually awarded mark of excellence for food and drink establishments in the area. In 2011, VisitEngland has adopted the Broads as one of its four national “Pathfinder” delivery partners, selected for special promotion to ensure they become recognised internationally as great holiday spots.
The Authority is also seeking to engage local communities in the promotion of access and understanding. Working groups have been established to guide integrated management of water space at Barton Broad and the Upper Thurne
, which have led to effective dialogue between competing interests. The pilot Whole Valley Approach for the Ant Valley has involved those with different interests combining to explore issues such as rights of way and interpretation. A rights of way improvement plan as part of the Norfolk Plan was created and an action plan implemented and regularly reviewed with the help of the Local Access Forum. Effort has gone into creating and implementing a slipway strategy with projects such as the improvements at Cantley, a partnership with the parish council, being particularly successful.

The need to rethink our approach to the provision of visitor information within the Broads and withdraw from three of our visitor information points has led to a more mature relationship with other public and charitable providers, who have taken over these services, ensuring little loss of information for the visiting public.

Progress has been made in understanding the priorities for creating a partnership way forward over fisheries and the provision of facilities for angling. Although the conservation of fish stocks remains an Environment Agency lead the Authority is playing an increasing role in providing suitable access and facilities and working closely with the Broads Angling Strategy Group. 
4.3
Is the Authority delivering the quality of services that it set for itself?
The independent review carried out in 2010/11 of the 2005 Sustainable Tourism Strategy showed that good progress had been made under most of the actions then identified. In addition, there have been comprehensive service reviews of many of the understanding services over recent years, which have led to improvements to be identified and worked on. The new tourism website was subject to a lengthy period of development that included profiling of users and field trials to ensure it met as many needs as possible including DDA requirements.
The Authority participates in the National Park review of visitor understanding through visitor centres and events handing out response cards and analysing the responses
. This includes reviewing whether hard to reach audiences are being involved. In the development of the Sustainable Tourism Strategy extensive visitor surveys
 have been undertaken in 2005 and 2010 involving approximately 1,000 people and mirroring one in 2006. This helped to identify levels of satisfaction as well as trends of change such as a significant increase in camping, caravanning and hostelling between the two dates.
4.4
Does delivery of the services that promote understanding and enjoyment embrace equality and diversity?
The Authority has also taken positive steps to provide opportunities for all. Grants from the Sustainable Development Fund
 have encouraged young people to take up sailing and support for a local radio station based in one of the most deprived areas of Norwich has raised the profile of the Broads with the community. Effort has been put into developing a Forest Schools style approach at Whitlingham bringing in young people from ages 6 to 25 who are in danger of social exclusion and seeking to give them new confidence and an interest in the countryside. A programme engaging persistent offenders working in the countryside has been successful in providing them with opportunities to obtain employment and reduced their risk of offending. These projects have given the Authority a good experience in reaching new people and those experiences are to be plugged into the ‘visitor hub’ concept and new outreach activities developed over time. The Broads joined the Campaign for National Parks led Mosaic project and now has a team of about a dozen community champions from black and minority ethnic communities. 

KLOE 4B:  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 (Section 10 Norfolk and Suffolk Broads Act 1989)

4.5
Is the Authority delivering the objectives that it set for itself in relation to the navigation area?
The Broads Plan 2004 and the 5 year Action Plan which sprang from it identified a number of objectives for maintaining the waterways. These covered 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. The strategic objectives within the 2011 Broads Plan are a further development of previous work, additionally highlighting bridges as a key issue. 
Good progress has been made against all the priority objectives, and in consequence promoting and improving sustainable boating and integrated management, higher standards of safety and improved access to the area are contributing towards our 20-year aims. Promotion of a Private Bill over three years at a cost of £500k has provided the Authority with the most up to date legislation for the management of an inland navigation and improved the safety of the Broads users.

Specifically, a number of key strategic plans (e.g. Sediment Management Strategy
, Mooring Strategy
) for managing the water space have been developed, some of which include integrated management of the system in specific geographic areas. The Authority has taken a comprehensive approach towards the management of sediment, improving facilities to support access opportunities and implementing an effective approach to safety management. These strategies also set out the Authority’s targets and quality standards (for example, Waterway Specifications for navigable water depth in all reaches of the rivers and Broads, and progress towards compliance with these standards is set out each year
). 
Each of these strategies has an associated Action Plan with annual targets, many with an identified review period to ensure progress is captured and any changing circumstances are taken account of in revised targets. All these documents are published on the website, and also made available in hard copy, thus helping inform the public and stakeholders of the Authority’s priority objectives and our performance.
A Safety Management System
 has been developed as required by the Port Marine Safety Code
 which requires all identified marine hazards to be managed so as to be able to classify the risks to as low as reasonably practicable. All risks are now in this category, and further works will be undertaken as identified in the Hazard Review Action Plan
 to further improve the safety conditions. A key part of this work has been the development of the Waterways Code
, a series of safety leaflets and the ‘Better Boating’ DVD to help educate and inform users of the risks and appropriate actions in the water environment.
When the Authority’s contractor for dredging decided to cease that part of its business, a comprehensive business case was generated resulting in the purchase of the contractor’s dredging arm and undertaking the work in-house in 2007.  This has also resulted in a more cost effective solution. The Authority’s toll payers have consistently identified dredging as their highest priority. The investment in the Dockyard and the equipment, in line with the Authority’s 2006 Sediment Management Strategy, has supported the development of a long term programme of dredging which will enable the Authority to deliver its ambitions for the navigation area in respect of Waterways Specifications. The decision was informed by a business case
, which incorporated forecasts for asset management needs associated with ageing equipment, and this has informed budgeting over the last four years.
The Authority has been innovative in improving water quality and arranging sediment disposal.  The trialling of geo-textile bags and the creation of islands from dredging
 are two such examples. A further innovation has been the development of a team of volunteers who work with Rangers in support of the patrolling and maintenance of the navigation function.
4.6
Is the Authority delivering the quality of services that it set for itself for the navigation area?
The 2002 Best Value review
 set out a number of key performance indicators to identify the level of service which the Authority aims to achieve, which includes targets for patrolling, dredging, river works, moorings and managing income. There was also an informal target for engagement with volunteers to enhance the Authority’s patrolling function. The quality of these services is supported through rigorous training plans
 for staff, established quality criteria in site management plans and the development of a series of Standard Operating Procedures
 to ensure works are done in accordance with best practice.
These performance indicators are reported to the Authority and stakeholders annually via the Authority’s Business Plan and demonstrate that the Authority is delivering the quality of services it has set itself. The Authority’s Navigation Committee also receives reports on the delivery of the dredging programme
, and an annual review is completed for the volunteering programme, river works performance and budget outturn. Regular reviews are also completed of strategic action plans where performance is assessed.

As the duty holders under the Port Marine Safety Code, the Broads Authority is required annually to consider performance against the Safety Management System and its Action Plan, and also review the annual incident records which sit alongside. Excellent progress has been made in developing the system and implementing the Action Plan.

The Authority has completed biannual toll payers’ surveys
, in order to gain feedback from customers regarding the services that the Authority provides. The results also help refine priorities. Recent data
 shows an improving performance in terms of customer satisfaction and the feedback regarding priorities remains consistent with previous consultations and informs the Authority’s approach to setting its priorities.

Assessment:  Performs Excellently
KLOE 5:  Achievement of outcomes: wider sustainability development

5.1
How well is the Authority engaging people directly in the delivery of national park purposes?
The Broads Forum is used to engage with the many groups interested in the management of the Broads. Meeting quarterly with an independent chairman, it has a membership drawn from over 50 different organisations, including parish councils. The Authority consults the Forum on its key issues (e.g. the Broads Plan, the Government’s Governance Review of national parks, the forward financial strategy and annual Strategic Priorities). The Forum also sets its own agenda of issues which it wishes to bring to the attention of the Authority
.

The Authority has also brought together different stakeholders to consider more local issues for example in the Upper Thurne and Barton Broad
 Liaison Group enabling parish councils, local businesses and other interests to get involved in the management issues local to them. Since 2008, the Authority has developed this further into a ‘Whole Valley Approach’, piloted on the River Ant, with Authority staff and representatives from the area working together to map important features and assets. The Authority also engages with groups who have a thematic or specific topic focus. Some consist of professionals formed from organisations with a specific remit (Conservation Partnership, Water Quality Partnership
) while others are informal groups with a specific thematic interest (Broads Angling Strategy Group
, Broads Local Access Forum, Parish Tree Wardens and Planning Agents). Such groups have taken on and completed key pieces of work and then monitored progress (Broads Fisheries Action Plan, Broads Rights of Way Improvement Programme
), or have contributed to the Authority’s surveys of important buildings or trees. The Authority also has regular meetings with planning agents with regard to the service it provides and carries out a Customer Satisfaction Survey with applicants
.

The involvement of around 250 regular and committed volunteers has been sustained across the whole range of the Authority’s work
. There is a wide range of volunteering opportunities on offer from typical week-day and weekend tasks in practical conservation work, to patrolling the rivers and broads, administrative tasks, and inputting information into the GIS mapping system.

5.2
How well does the Authority use its purposes and statutory functions (e.g. planning) to deliver social and economic objectives for communities within the park? 
The Authority was one of the first Local Planning Authorities in the country to have adopted a LDF Core Strategy.  The Department for Communities and Local Government subsequently awarded the Authority a Housing and Planning Delivery Grant of over £600k, due to the Authority’s success in plan making.  The Authority has prepared and adopted planning policies and these policies are used in the assessment of planning applications. These policies support the retention of local employment opportunities by protecting boatyards and other businesses from inappropriate redevelopment, as well as allowing development which will  make a positive contribution to the visitor economy.  The development of the BeWilderwood Adventure Park since 2007 has resulted in the creation of over 150 local jobs and brought many thousands of visitors to the area, where they make use of local services and facilities and thereby contributing to their viability.  

The Authority has used the planning process to support traditional Broads industries. It provides guidance on maintaining the special character of the area and local industries have been supported (e.g. through the use of Norfolk reed for thatching). It has produced a Sustainable Design Guide which was the recipient of a national RTPI Award in 2007.  The Authority has also sought to maintain a local skills base to maintain these traditional crafts through the development of an RTPI award winning project to train millwrights and reed and sedge cutters at the same time as achieving the planning outcome of preserving the special character of the area. As an example of an initiative to help promote tourism, the Bike and Canoe Hire Association
 was encouraged by the Authority, and with support from the Sustainable Development Fund is now firmly established and has led to productive commercial spin offs.
Much of the Authority’s executive area is functional floodplain, and as a result the Authority had to explore with the EA the interpretation of PPS25, Development and Flood Risk to prevent its strict application stifling economic, social and tourist development in the area. The Authority also developed its own Flood Risk Supplementary Planning Document in 2007/08
 to set out the opportunities for development of the riverside economy, boatyard diversification and suitable replacement of riverside domestic properties characteristic of the Broads. 
5.3
How well does the Authority use its purposes to deliver wider social and economic objectives? 
Tourism in the Broads is worth over £400 million to the local economy and the Authority has been instrumental in a branding exercise with local companies to enhance the promotion of the area and worked extremely closely with the Broads Tourism Forum in joint annual visitor campaigns and attendance at events such as the Outdoor Show and Bird Fair. Planning policies support the provision of visitor accommodation and this helps to maintain visitor facilities in the Broads.  The Authority has been an active partner in the long term planning of the Greater Norwich Area. As a member of the Greater Norwich Development Partnership
 it has contributed to research such as the Water Cycle Study, sat on the Place-Making sub group and the Authority’s Director of Planning has chaired the Directors meetings involving staff from Norfolk County Council and the three district councils.

The Sustainable Development Fund has proactively sought to make valuable contributions to the social and economic needs of a wide area of influence (larger than just the Executive Area) supporting everything from better recreational opportunities for disabled people and youngsters to helping the Bike and Canoe Hire networks and the Reed and Sedge Cutters Association. 

The Authority has used its role at Whitlingham Country Park to work with disadvantaged young people and promote healthy living and an understanding of the countryside to communities and individuals that wouldn’t normally have that opportunity. This has included promoting events in the country park and an understanding of the Broads via a community radio. Forest Schools has been used as a framework to work with teenagers who have been excluded from conventional schooling. Projects with the YMCA have engaged young adults with a range of personal problems in practical and environmental work.  Recently this has been extended under a programme called Baseline on the Broads involving ‘persistent offenders’.

Through its planning function it has facilitated the Broads Flood Alleviation Project (BFAP), which is a  20 year project to provide long term flood protection to the traditional marshes and the surrounding communities.  
At the national level the Authority has played a leading role in the Association of Inland Navigation Authorities influencing national and regional policy for waterways.  Internationally the Authority plays an active part in the UK and Worldwide Living Lakes network.

5.4
How well does the Authority use its purposes to deliver wider environmental objectives? 
Climate change is a particular challenge for the Broads. The Authority has been a central member of the Norfolk Climate Change Partnership sitting on the Steering Group and chairing the Adaptation Sub-Group. The Authority pulled together a Broads Climate Change Adaptation Panel bringing together environmental agencies, local authorities, the NFU and UEA to help develop a coordinated approach to adaptation options as will be manifested through the Adaptation Plan sent to Defra in September 2011
. This work is viewed as critical to the Authority and the test is having very clear objectives in relation to climate change.
The Authority has sought to develop cutting edge approaches to sustainability by supporting new initiatives. Examples include using fen arisings as soil improver and working with partners and research organisations to investigate bio fuel opportunities; assisting an independent group seeking to develop an ‘eco-boat’; promoting the use of the Green Tourism Business Scheme locally and pioneering a version of their work to cover boats and waterway services. Around 150 grants worth about £1m awarded through the Sustainable Development Fund have brought in a further £4 million of funding for innovative projects such as a tidal harvester – power generation by slow flow/large volume turbines, renewable energy installations at schools and other community buildings with insulation and renewable energy units and land management initiatives such as information on alien plant species through ‘Broad Sweep’.

5.5
How effective has the Authority been in improving its own environmental performance?
As the predicted impacts of climate change will be very challenging to the low lying nature of the Broads there has been a growing emphasis on raising awareness about the threats and setting a leadership example of what needs to be done. In 2008 the Authority moved its offices to a purpose built BREEAM Excellent building in the centre of Norwich. This had little dedicated parking, and members of staff were instead encouraged to make use of park and ride, take out loans for public transport season tickets, or sign up to the discount Cycle to Work scheme. The Authority also made improvements at its Ludham Field base, installing a more efficient boiler and low energy lights. 
In 2010 a carbon audit and preliminary carbon reduction plan
 from consultants Low Carbon Innovation Centre (UEA) and Best Foot Forward identified a series of further recommendations. The Authority has now introduced the use of pool cars for most regular users, including two ultra low carbon branded Smart cars to be seen out in the Broads, energy efficient ICT capability, including moving to virtual servers in 2011, and the use of tele and video conferencing in preference to travel to meetings. A voluntary team of staff looking at sustainability has organised a range of information activities to help colleagues identify more sustainable choices in their behaviour. This team has now been converted into a formal corporate working group and is focused on reaching targets set for reducing carbon dioxide emissions from the Authority. Over 10% reductions were achieved in fuel and property emissions in 2010/11.

Assessment: Performs Adequately
KLOE 6:  Organisational Capacity, Use of Resources and Governance

6.1
Managing finances: does the Authority plan its finances effectively to deliver its strategic priorities and secure sound financial health?

The Authority has a good record of financial management and sets a budget each year
 having regard to the finances available and the Authority’s key objectives and priorities. The requirement to ensure that, taking one year with another, navigation expenditure is equal to income, adds a complexity to the process. A new budgetary and coding structure was introduced in May 2011, to mirror that of the new organisational structure, which brought with it a number of new budget holders. The opportunity is therefore being taken to provide ‘one to one’ financial management training for all budget holders, including refresher training for existing budget holders. The Authority makes sound provision through appropriate reserve accounts
 for ongoing commitments, and has a three year Business Plan
 which sets out its medium term financial strategy. Any temporary surplus funds are invested in accordance with the approved Annual Investment and Capital Financing Strategy
. There are clearly set out delegated powers, Financial Regulations
 and Standing Orders Relating to Contracts
, all of which are reviewed and updated not less frequently than every three years. 
6.2
Managing finances: does the Authority have a sound understanding of its costs and performance and achieve efficiencies in its activities?

Budget holders are aware of the need to secure value for money in all purchases and service delivery areas. The Authority builds the full cost of all programmes and projects into the budget. Realistic assumptions are made about inflation and staff increments, the costs of which are built into base budgets. Costs are monitored closely and officers are aware of the need to challenge expenditure which is not in accordance with what was agreed. The Authority is acutely aware of the need to achieve efficiency and effectiveness in all its operations. Efficiency savings of approximately £600,000 were identified over the three financial years ending in 2009/10
, and further significant savings have since been achieved and are planned up to 2014/15
.The service reviews carried out in 2010 looked at detailed cost bases, including some benchmarking of vehicle and IT costs. Planning costs have been benchmarked against 200 district councils and a smaller group of comparable organisations, and dredging costs against those of the previous private sector provider, Data is being collated in respect of project costs on fen management, recreation management and other practical works, to be able to evaluate costs against those of other comparable organisations and use market testing to ensure that value for money is being achieved. 
6.3
Managing finances: is the Authority’s financial reporting timely, reliable and does it meet the needs of internal users and stakeholders?
There are sound systems of budgetary control and monitoring in place. Each month from June onwards, a management statement
 by the Head of Finance, identifying significant spending variances, is made available to all budget holders, in order that any necessary corrective action can be taken. Financial monitoring reports are considered at each meeting of the Broads Authority, Navigation Committee and Financial Scrutiny and Audit Committee (FSAC)
. The Authority has until this year always met the very tight deadline for the preparation of its year end Statement of Accounts
, which are considered by the FSAC and adopted by the Authority, and has always received an unqualified opinion on its financial statements.  Details of the Authority’s budget and accounts are placed on its website, as is the report of navigation income and expenditure
, which it is required to prepare and publish in an agreed format as a result of the Broads Authority Act 2009.
6.4
Governing the business: does the Authority commission and procure quality services and supplies, tailored to local needs, to deliver sustainable outcomes and value for money?

The Procurement Strategy
 has recently been reviewed. It aims to have sustainability at its heart, where possible using suppliers who can demonstrate good environmental policies - as well as quality and value for money - and to raise awareness amongst officers of the need for sustainable purchasing. Larger and integrated teams from May 2011 onwards have been formed to win efficiencies and make savings in procurement. This will help to pool resources and reduce the vehicles, equipment and materials required. 
6.5
Governing the business: does the Authority provide relevant and reliable data and information to support decision making and manage performance?
The Authority records and maintains appropriate data to assist it in decision making. Examples are the four yearly boat census of the Broads
, the annual Water Plant Survey
, regular hydrographic surveys
 which feed into the dredging programme, the annual Hazard Review, regular surveys of toll payers and residents (using the Norfolk County Council Citizen’s Panel) and prosecution data on offences recorded and warnings issued on the waterways
.  The Authority monitors its performance against a series of key indicators, some of which are benchmarked with national park authorities. This information is published in the Business Plan and trends are monitored. Responsible officers are nominated for each indicator.
Key objectives are incorporated into Directorate, team and individual work programmes, and are monitored through regular team meetings and one to ones. Performance is reported to members through a traffic light system, which ensures that members are alerted to any projects which are falling behind schedule, and the reasons for this, and sets out any corrective actions which are required or are suggested. 
6.6
Governing the business: does the Authority promote and demonstrate the principles and values of good governance?
The Authority complies fully with all statutory governance requirements. Clarity about the respective role of members and staff is set out in the Protocol on Member and Officer Relations
. Decision making during meetings is governed by the Terms of Reference for Committees
, which sets out clearly the procedures and powers reserved to the Authority and each of its committees. The Authority has Codes of Conduct for both members
 and officers
. Members make public declarations of interest at all meetings. The Authority has arrangements in place to investigate alleged breaches of standards. The Standards Committee has seven members, five of whom, including the Chairman, are independent. The Authority has in place a Fraud and Corruption Policy
 and a Whistle Blowing Policy
. The Annual Governance Statement
 is considered and adopted annually by the Authority, and an Action Plan is drawn up to address any significant governance issues which have been identified. Senior members and officers – including the Monitoring Officer and Treasurer and Financial Adviser – are consulted in the preparation of the report, and officers are invited to undertake a self assessment to identify any weaknesses. A review of the governance arrangements
 has also been carried out in respect of all significant partnerships, and an Action Plan drawn up to address any weaknesses identified.
6.7
Governing the business: does the Authority manage its risks and maintain a sound and proportionate system of internal control?
The Authority has a Risk Management Policy
, and maintains a Strategic Risk Register
. The risks are periodically reviewed and updated by risk owners, and the Register is reviewed at least annually by the Management Forum and by the FSAC. The Authority has adopted and tested a Disaster Recovery Plan
. The Authority is a member of a consortium of local authorities within Norfolk which have jointly contracted out the internal audit service to the private sector. The Head of Internal Audit, who is employed by South Norfolk Council, works closely with all the parties to the agreement. An annual audit programme
, together with a five year strategic plan
, is drawn up with the Head of Internal Audit and is approved by the FSAC, which also receives a summary of each of the audit reports and key recommendations
.

6.8
Managing resources: does the organisation manage its assets effectively to help deliver its strategic priorities and service needs?
The Authority has made a number of strategic investments in its assets. STEP funding has, and will, modernise the three visitor centres which have been retained. The Authority has invested in new equipment such as a 360o excavator and is commissioning a new mud wherry and a new launch, the latter as part of a programme to replace its existing fleet over the next 20 years.

Ludham Fieldbase is due to be leased and functions transferred to the Dockyard where PRISMA funding and a partnership with a private sector company is modernising the facilities.

The Audit Commission issued a qualified opinion in 2009/10 in respect of the Authority’s value for money arrangements because there were identified weaknesses in the arrangements for managing assets. Subsequently, the Authority has identified and recorded all known land and property assets into a comprehensive single source of data, containing over 450 records, and vastly improved filing systems (both electronic and paper-based). The Authority has also established an Asset Management Steering Group and new post of Asset Officer. 
6.9
Managing resources: does the Authority plan, organise and develop its workforce effectively to support the achievement of its strategic priorities?
The Authority has an effective performance management framework
 which includes an annual Individual Performance Review (IPR). Targets are set relating to objectives in the Directorate or Section Work Programmes, which themselves are derived from the Broads Plan. There is a strong record of supporting staff through training, including where appropriate helping them to attain relevant professional qualifications. Individual training needs are identified through IPRs, and there are corporate
 and directorate training plans
 in place to implement the programme of training. In 2009 the Authority successfully retained its status as an Investor in People
 organisation, first attained in 2000. The Assessor confirmed that the Authority meets the criteria and evidence requirements for both the core Standard and the additional Bronze status. Project management training has been provided to staff and all major projects are managed in accordance with a tailored PRINCE-Lite project management framework. The Authority has regularly surveyed all its staff and volunteers to obtain feedback on their experiences and views, and made the results known
. HR policies
 which complement the national conditions of employment and support good management are reviewed and updated regularly.  The Authority has a constructive working relationship with its recognised trade unions, Unison and the GMB, and consults both the staff and trade unions on any changes to conditions of service which are likely to materially affect them.
Assessment:  Performs Well
KLOE 7:  Leadership and Improving Performance

7.1
Does the Authority have the leadership, capacity and capability it needs to deliver improvements in performance?

The Chairman, Chief Executive and Management Team provide strong and transparent leadership, and do not shirk difficult decisions nor from recommending courses of action which may not be universally popular. The Chairman is visible to staff, as are Lead Members who are engaged in supporting officers in developing policy. The Chief Executive and Directors report weekly on activities and new developments to all office based staff, and this information is circulated electronically to staff based in the field. The Management Team meets on a weekly basis and its decisions are communicated to all staff in an open and transparent manner.

Members’ role in providing strategic guidance and leadership has been recognised within the Member Development Strategy
, which has been adopted to provide the skills and knowledge that members will need to carry out their responsibilities effectively. This includes:

· a comprehensive member induction programme;
· an opportunity for new members to be mentored by a more experienced member during their first six months of appointment; 
· a continuous development programme which includes a range of presentations, site visits and training opportunities; and 
· an annual development appraisal
 with the Chairman/Vice Chairman which aim to identify levels of Authority and individual performance and how these could be improved.
A staff survey was conducted by independent contractors in September 2011, as a follow up to a previous exercise in 2011. Whilst the results were generally positive, with the contractors commenting that most organisations would not expect to receive such good results just four months after a major restructure, the Management Team has recognised that the Authority could do better, and will be drawing up an action plan to address the issues raised. 
The Authority recognises the importance of having competent and appropriately trained managers, and has for a number of years invested in a Management Development Programme
 for its senior and middle managers. In 2009 this was supplemented by a LANTRA funded ‘Growing Great Leaders’ course for 12 managers and change management training for the new Management Team in 2011
.

7.2
How well is the Authority delivering improvements in priority areas?
The adoption of a set of dedicated priority areas has enabled the Authority to focus its attention on these key areas. This does not mean that other important work will not receive attention, but rather that these areas will receive priority over others when difficult decisions have to be taken about staff time and calls on the Authority’s budget. 
Communications is an area which was identified as being in need of improvement. Following the appointment of a new Communications Manager in July 2009, the Communications Strategy was updated, and the Authority has published its first Residents Newsletter, which was sent to all homes in the Broads area in May 2010. The Authority has also been more proactive in engaging with the local media, and more selective in issuing press releases, with a consequent improvement in the number of positive press stories and messages. An internal newsletter
 has been introduced as well as improvements to the Authority’s intranet and websites.
7.3
What are the prospects for future improvement?
The reorganisation in 2011, prompted by the Spending Review, has brought common activities together to win efficiencies and make savings.  This reorganisation protects frontline delivery by creating larger teams to achieve economies of scale, improves work planning through more efficient scheduling and reduces costs by pooling resources and equipment.  A review of the new structure is scheduled to be completed by end December 2011, to identify additional improvement potential. The Broads Plan 2011 sets the framework for the Authority’s programme of work for the next 5 – 7 years which is challenging and ambitious, and which includes clear priorities. 
Key decisions in recent years to acquire the dockyard operation from May Gurney, take the administration of planning applications in house and promote a Private Bill through Parliament have proved to be beneficial and provide an excellent platform for the future. With external funding from PRISMA and the reduced overheads from an in-house operation the Authority is in a much improved position to implement the Sediment Management and Moorings Strategies. Recently awarded income from the Higher Level Stewardship (HLS) scheme will allow the Authority to undertake more effective management of its own estate and agreement land as well as plan ahead for the continuity of its innovative fen harvester operation. The planning service now meets all Government targets for planning and the Authority can be confident that it has a robust safety regime in place for the navigation area. The Sustainable Tourism Strategy combined with the funding for the STEP project and the close working with local companies will bring benefits to the local tourism industry and help to ‘position it’ for future challenges. 
The Authority has submitted an expression of interest to the Environment Agency /Defra about piloting a Catchment Management Approach with the hope it will enable improved co-ordination and investment in the water environment improving the quality of water entering the Broads and giving better prioritisation to address localised water quality issues.  

At an operational level the new organisational structure has made the Authority leaner and more efficient, and has enabled key frontline services to be protected by bringing together staff doing similar work, in larger teams, to achieve economies of management, support and scale. 

Assessment:  Performs Well
Initial Improvement Plan

The Broads Plan 2011 sets out the key strategic objectives, whilst the Business Plan 2011/12 – 2014/15 describes how the Authority proposes to allocate its resources and work programme towards achieving these objectives during the period 2011/12 to 2014/15.  This initial improvement plan lists actions which are considered necessary to underpin this programme of work, set out by KLOE for convenience.  The initial improvement plan is therefore in line with the Authority’s strategic and business approach.     

KLOE1:

· Review community engagement processes and consultation arrangements to ensure the Broads Plan Vision and long-term aims are clearly communicated and understood by March 2012.

· Review and update the State of the Park Report and identify a robust set of relevant and proportionate performance indicators by December 2012.

· Review e-Broads Plan performance monitoring system in liaison with delivery partners by October 2012.

KLOE 3:

· Develop a Strategy and Action Plan for the Mills in the Broads area by December 2011.

· Review how the Authority can more effectively coordinate the commissioning and dissemination of research by March 2012.

KLOE 4:

· Develop a Strategic Access Plan for the Broads by Summer 2012.

· Incorporate a strategy for interpretation of the Broads within the review of the Communication Strategy by March 2012.

· Clarify the Authority’s role in the implementation of the Sustainable Tourism Strategy through the development of an Action Plan by November 2011.

· Support the Environment Agency in the revision of the Broads Fisheries Action Plan.

· Carry out bi-annual survey of toll payers and use the results to inform priorities and work plan activities by February 2012.
KLOE 5:

· Develop with partners an educational strategy and accompanying Action Plan to include a review of the Forest Schools and Baseline on the Broads projects by December 2011.
· Develop targets for early reductions of carbon uses within Broads Authority work and identify options for tackling more challenging carbon usage within Broads Authority work by December 2011.

KLOE 6:

· Provide training and guidance to budget holders in the use of the Authority’s financial systems by December 2011.

· Transfer the land and property asset data from a spreadsheet onto a database and develop a consolidated maintenance and capital expenditure programme by December 2011.

· Provide training to line managers in managing routine HR issues by March 2012.
· Undertake a review of the Authority’s Budget Structure by December 2011.

· Roll out the DMS across the whole Authority and introduce an Authority wide electronic filing system by end 2012.

KLOE 7:

· Progress and complete the Development Management Policies Development Plan Document, to provide a basis against which development can be determined by December 2012.

· Undertake a review of the successes and shortcomings of the new organisation structure by December 2011. 

· Conduct a review of the Authority’s consultative arrangements by March 2012. 
· Draw up an action plan to address the issues raised in the 2011 staff survey.
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