REPORT OF

THE ECONOMIC DEVELOPMENT SECTION

TO THE LIFELONG LEARNING AND LEISURE SCRUTINY COMMITTEE ON 13th MARCH 2002
TITLE:
FUNDAMENTAL BEST VALUE REVIEW: ECONOMIC DEVELOPMENT SCOPE AND TERMS OF REFERENCE REPORT.

RECOMMENDATIONS:

1. The Committee is asked to consider nominating two Elected Members to serve on the Members’ Panel referred to in paragraph 4. 2

EXECUTIVE SUMMARY

A small working group comprising of Stuart Kitchen (Assistant Director, Economic Development), Stan Frost (Best Value and Performance Team) and Becky Edwards (Local Economic Development Officer) has met on several occasions to plan the structure of the Best Value review of Economic Development activity within Salford. Economic Development is a particularly difficult service to apply Best Value to, as there is great diversity in the services that are provided. It is also a cross cutting service where partnership is fundamental and assessing other organisations’ contribution will prove difficult.
However, to provide a comprehensive review of the whole economic development activity that takes place within Salford, to demonstrate best value in line with the audit commission guidance and to ensure all partners have an input into the terms of reference for the review, it was agreed that a Visioning Workshop be conducted to produce the terms of reference for the review. This took place on Tuesday 15th January 2002 at Salford Water Sports Centre.  The outcome of this event is discussed throughout the report. After lengthy discussions the members / officers / partners present decided upon a thematic approach to the review based upon the current Economic Development Strategy. The contents and work programme for the three themes require further discussion and therefore it is proposed to establish three sub groups which will report back to the Core team and in turn will report back to the members panel and this committee.
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DETAILS

1. Scope of the Review

The aim of the review is to continue to work on developing the ‘good track record’ that Salford has within Economic Regeneration, according to the City of Salford Peer Review conducted by the I&DeA (29 Oct to 2 Nov 2001).

The review will take its guidance from the current Economic Development Strategy (2001 – 2004). The Economic Development Strategy for Salford has been well established and is a long-term approach towards necessary economic change and maximising the local benefit of that change. The strategy is not produced in isolation, it is a partnership document that compliments the City Pride strategy and the Regional and National perspective.  It influences the development of other linked strategies such as the Lifelong Learning Strategy and the Transport strategy.

The strategy is based upon a simple model that focuses on the three core themes that are inter-related and must be addressed simultaneously.

Thematic Approach

· Encourage Investment in the City – by raising the profile of Salford as a business location, boosting confidence in the area through the procurement of resources, the provision of excellent communications network, land, premises, an attractive environment and to offer first class information, advice and support services to potential investors.
For example: 

Strategic Sites and availability of land

Business Premises – development of new workspace

· Supporting Business Development – by meeting the needs of business in Salford, improving competitiveness and efficiency, promoting the growth of existing companies and the creation of new firms to provide quality employment opportunities for local people.

For example:

Business Security via dedicated grants and mobile patrols

Business & Environment Association

Industrial Estate Management – i.e. Northbank

Self Employment & Business Start Up Opportunities

Support and encouragement for Community Enterprises

· Enabling Local People to achieve their full potential – by improving their local skills and raising aspirations and achievements and enhancing the employability of local residents particularly those experiencing barriers to finding employment.
For example:

Tackle unemployment via job shop plus

Linking local jobs to local people inc wage subsidies

Creating a world class workforce

2. Review Context

We need to consider how this review fits with the City’s corporate strategy, ensuring it focus’s on services as users experience them, and utilise an evidence based approach to provide a step change in the way services are planned and delivered.

2.1 Relation to Corporate Objectives 

2.1.1 Salford Community Plan   

The Economic Development Section has a leading role in the Economic Development Forum, which will take responsibility for delivery the theme of An Economically Prosperous City.

The Section will also have an input in the delivery of other themes, notably: - 

 A Safe City and in particular working with businesses to support them in reducing crime against staff and commercial premises in order to improve inward investment. 

A Learning and Creative City through membership of the Lifelong Learning Partnership and championing of the need to increase the skills of Salford’s workforce and potential workforce.

2.1.2 City Council Pledges

The Economic Development Section has a joint responsibility in delivering pledge 5.  Stronger Communities.

In particular we will be working to ensure that

· We reduce unemployment in the City’s five worst affected wards and reduce the City’s average below that for Greater Manchester.

· New public and private sector investment comes to the City.

· People from all walks of life choose to live and work in Salford.

Following discussions at the Visioning session it was agreed in principle that the review will focus on the three themes of the current strategy.  However, careful consideration within each sub group needs to be given to the final context of each section.  The service is closely linked with numerous partners / agencies within the City Pride area and their input is essential.  

We also need to consider, especially due to the fact the economic development is such a wide and varied service, other Best Value reviews planned which can then guide the content of this review.

3. Linked Reviews

This review can be linked with a variety of other reviews scheduled within the five year plan including:-

· Asset Management / Property – Yr 1 & 2 review

· Crime – Yr 1 review including Business Security

· Development / Forward Planning – Yr 2 review

· Transport – Yr 2 and 3 reviews

· Regeneration – Yr 5 Strategy & Resources, Pathfinder and Housing Strategy 

· Lifelong Learning – Yr 4 review - this will have an impact on the Economic Development review but will be required to be reviewed separately; this is planned for Year 4. Obviously the outcome of this best value review of Economic Development will inform the development of the terms of reference for the Life Long Learning review.

· Cultural Development – Yr 4 review including Tourism 

· Highways / Street care. – Yr 1/2 – Certain environmental aspects of economic development aspects have already been included. 

4. Structure

It is proposed, that the following structure is implemented to carry out the review: -





4.1 Core Team

To plan, guide and coordinate the review, to lead the scoping process and ensure the review is ambitious, challenging and likely to deliver value for money (as recommended by Changing Gear). Suggested membership:

Stuart Kitchen – Review Team Leader - 
temporary team leader – Sub Group 3 – 

Maximising the Opportunities for Local People.

Becky Edwards – 



Local Economic Development Officer

Stan Frost – 



Best Value & Performance Team

Sue Jarvis – 



Manchester Enterprises

Emma Colledge – 



Team Leader –
Group 1- Inward Investment

John Quirk – 



Team Leader-Group 2 – Supporting Business 

Development

Representatives from partners will be invited to Core Team meeting as and when appropriate.  However, all partners will be invited to participate in the relevant sub group.

4.2 Members Panel

In addition, following the recommended guidance it is proposed that a Members Panel be established to oversee the review.  Membership to be nominated from the Economic and Community Safety Scrutiny Committee. Members, in addition, will have the opportunity to participate in any of the groups they feel appropriate.

Each of the thematic groups would devise a work programme, and collate the necessary data / evidence.  The team leader would report back to the core group on a regular basis.

4.3 Sub Group 1 – Inward Investment

To devise work programme and implement the review for this theme

Emma Colledge – Group Leader (Business Liaison Team)

Representatives will be invited from: -

Development Services – Salford City Council

MIDAS

Manchester Enterprises

NWDA

Private Sector Bodies – i.e. Peel Holdings, Bruntwood

4.4 Sub Group 2– Business Support

To devise work programme and implement the review for this theme

John Quirk – Group Leader (Business Liaison Team)

Representatives will be invited from: -

Asset Management – Development Services, Salford City Council

Salford Hundred Venture

Salford Community Venture

Chamber of Business Enterprise

Manchester Chamber of Commerce & Industry

Salford University

4.5 Sub Group 3– Maximising the Potential of Local People

To devise work programme and implement the review for this theme

Stuart Kitchen  – until Employability team leader is appointed. 

It is proposed that this theme will be tackled in conjunction with Salford’s Employability Task Group.  This group already exists and is currently developing an employment strategy for Salford.

Current membership comprises of representatives from:-

· Salford Partnership -


Sheila Murtagh

· Salford Employment Charter -

Chris Edwards / Ruth Shields

· Careers Partnership - 


Les Ware

· ERP -




Lisa Procter

· New Deal For Disabled People -

Cecilia Woods

· Salford Action Team -


Peter Adams

· G. Manchester Learning Skills Council -
Dave Lindsey

· Mancat -




Sandra Smith

· Lifelong Learning Partnership -

Elaine McMahon (Salford College)

· North West Employment Service -
Barbara Mills

· Salford City Council -


Stuart Kitchen / Rachel Donnelly 

/ Emma Nolan

5. Performance Indicators

There are currently no national Performance Indicators.  However, Salford is currently working with a number of AGMA authorities namely Bolton, Bury, Stockport, Tameside and Warrington, to develop a series of locally comparable indicators. It is anticipated that these will be available for our review.

6. Background to developing the ‘Terms of Reference’ for the Economic Development Best Value Review

6.1 Evidence Based Approach

Deciding when and what to improve – the shape of the BVR programme and scoping the review – is the most critical stage of the whole process. Best value should provide a means for the delivery of local and national priorities.

One of Salford’s guiding principles is a belief that best value is not served by reviewing everything to the same degree.  An evidence-based approach is used to determine where most benefit and improvement can be derived from a fundamental review. Within the terms of reference measurable improvement targets need to be set as targets for the review e.g. measurable performance improvements, quantifiable savings or investment targets. Further development may be required of the current performance management framework that is in place via the strategy, to ensure it is adequately monitoring performance.

6.2 Related Reviews

These terms of reference need to be agreed as soon as possible in order to be able to commence the data gathering. The relationship to aspects addressed by other reviews elsewhere on the programme also needs to be considered at this early stage.

6.3 Resourcing the Review

One factor that also must be considered in resolving the terms of reference is the resources available to conduct the review and to implement the actions derived form the review. It is essential the adequate and appropriate resources can and will be released to address and meet the expectations of the review.  The terms of reference help identify the skills (e.g. service specialists, personnel, finance) and contributions (e.g. service users representatives, front line staff, partners, other providers, consultants, trade union representatives), necessary to undertake the review. 

6.4 Building Blocks for Best Value 

The Audit Commission recently published its annual Best Value Statement 2001, titled Changing Gear. Within this report the following recommendations have been suggested in order to maximise the impact of the review, based upon experience of previous reviews.  It recommends that a clear focus on what matters to people is required, the service needs to be open to challenge and willing to change. But just as importantly must have the capacity to deliver.

 The IDeA has recommended the following building blocks which have been incorporated into the corporate governance inspection methodology, therefore we need to ensure that are all tackled: -

· Ownership of problems & Willingness to change – identifies the need for the Core Group and Members Panel to lead and be committed to continuous improvements. Also emphasises that the review needs to welcome external and internal challenge, be open about current performance and problems.

· A Sustained focus on what matters – focus needs to be clear and consistent, with targeted priorities. Based upon what matters most to local people. Efforts need to be concentrated in proportion to priority and focus on achieving impact in priority areas.

· The Capacity and systems to deliver performance and improvement - Sound performance management systems required, with clear lines of accountability for action.  The need to be able to move people & money to tackle the most important problems is essential.  As are the skills to build effective partnerships with other organisations to meet shared objectives (particularly relevant to Economic Development).

· Integrate best value into day-to-day management – the improvement needs to be seen as the day job (seen as the norm’).  Best Value is integrated with other performance management processes – not treated as an add-on.

6.5 4 C’s of Best Value

Fundamental performance review requires consideration of the purpose, process and performance of existing services utilising the 4C’s which:

CHALLENGES what we are trying to achieve and whether we should be delivering the service in this way or at all;

For example – 
What problems does the local economy face ?




Who is best placed to tackle them ?




How well are the Council and partners supporting local priorities ?




Do services meet ‘client’ need ?




Why do we provide this service ?

COMPARES how our services are provided with those provided by other Councils, voluntary and private sector organisations;

For example -
How does intervention differ between similar areas ?




How has impact varied from place to place ?




What lessons can be learned from others ?

CONSULTS with the various stakeholders to establish their needs and perceptions of performance and demonstrates how we;

For example-
Do agencies have a common vision and shared priorities ?




Are these shared with communities ?




Do partnerships allow effective participation ?




How do we ensure all our clients are consulted ?

COMPETE with other providers as a means of evaluating whether there are better ways of delivering the service.

For example-
Which agencies provide which service best ?




How can performance be improved ?




Is the collaboration and competition right ?

The process dictates that any judgement on how well services meet the needs of citizens and the objectives of the strategy should be rooted in soundly based evidence which is able to stand scrutiny by external auditors and inspectors.

Consequently the gathering of service profile / baseline information such as performance and activity data is essential; if we are to ensure that this fundamental performance review process, is rigorous and robust.

6.6 Outcomes

Both Audit and Inspection regimes will be looking at the rigour with which we conduct our reviews, therefore we need information;

· Which details the status quo and can be compared with new options

· To act as a basis for conducting the challenge process

· To identify gaps in information gathering which need to be filled

· To produce a SERVICE PROFILE using objective data as evidence

· Which helps to plan and prioritise the review
· To provide base data for analysis by the Review Team.
6.7 Economic Development Review 

Each of the following three sub groups need to devise the focused terms of reference, stating which areas of service need to be reviewed utilising the guidance stated. It is not possible, or necessary to review the entire service.  But focus in on the priority issues.  This discussion commenced on January 15th 2002 at the Visioning session. It was felt that due to the nature of the service, and the fact that certain key players were not present further discussion needs to take place within each of the sub groups.

Sub Group 1 – Inward Investment

Following on from the Visioning session the following questions were suggested as prompts for developing the work programme, including:-

· Do we have a corporate product ?

· Do we actively market and encourage investment into our land & premises ?

· Are we offering the right service ?

· What are the current barriers ?

Sub Group 2 – Supporting Business Development

Again within the Visioning session, a small sub group discussed the current provision and suggested the first step in developing the work programme would be to review current activity.  The group felt more information is required on –

· Knowledge of Clients

· Knowledge of businesses within the City

· Are we responding to their needs ?

Sub Group 3 – Maximising the Potential of Local people.

This sub group sparked a lengthy discussion about what should be included within the terms of reference for this theme.  The group are aware a later review is scheduled to look at Life Long learning but felt that certain aspects need to be discussed within this review.

To develop the work programme for this theme the following questions need further discussion including :-

· What do we want the service to do ?

· How do ensure the maximum benefit to local people?

· How do we fill the vacancies ?

· Are we focusing on the right people ?

· Recruitment Practice – information

· Employability Barriers – are they being tackled ?

· Current Practice – What works ?

Utilising all of the above a draft terms of reference has been attached (Appendix B)

7. Time Scale

April 2002 to March 2004. 

8. Work Programme

A full workprogramme will be devised comprising of 4 sections.  This needs to be detailed at the first meeting, specifically identifying how the 4C’s are to be addressed.

1. Overview with timescales, and reporting milestones (See Appendix A)
2. A specific programme for Inward Investment activity including service profile, targets and data required. (See Appendix B)

3. A specific programme for Business Support activity including service profile, targets and data required. (See Appendix B)

4. A specific programme for Employability activity including service profile, targets and data required. (See Appendix B)

Each sub group will report regularly to the Core Team.  In turn the Core team will report to the Members Panel and this committee as appropriate.

Appendix A- Draft Timetable

Plan of Action

This work programme will be revised at the first meeting of the group. It needs to be flexible in its approach but ensure key milestones are achieved. For example the first issue to be tackled by the Core Group is the resourcing of the review.

Proposed Meeting Frequency:

Members Panel -
Quarterly, 2 weeks prior to each Economic & Community Safety Scrutiny Committee where the review is being reported on.

Core Team - 

Mtg Monthly and report to the Members Panel. In addition report to the 

Economic & Community Safety Scrutiny Committee on a quarterly basis.

Sub Group -

To meet at least monthly and two weeks prior to the Core Group 

Meeting.

N.B. This cycle of meetings will be re-evaluated after the interim review in July.

Schedule (March has sample dates in, these have not been finalised but demonstrate the cycle of meetings in any one month with the exception of the report submitted to the *Economic & Community Safety Scrutiny Committee, which will occur quarterly.

Date
Committee
Reason
Report To

March 4th 2002
W/c 11th March

W/c 25th March
*Economic & Community Safety Scrutiny Committee

Sub Groups - Mtg 1

Core Team – Mtg 1


To agree review procedure and update on the Visioning Session.

To devise work programme / agree TOR’s for individual theme

To devise coordinated work programme
Core Team

Members Panel

April
Sub Groups - Mtg 2

Core Team Mtg 2
Commence data collection

Implement Work Programme
Core Team

Members Panel

May
Sub Groups - Mtg 2

Core Team Mtg 2

Members Panel
Commence data collection

Implement Work Programme
Core Team

Members Panel

E& CS Scrutiny Committee

June (Date to be announced subject to National Events)
*Economic & Community Safety Scrutiny Committee

Sub Groups - Mtg 1

Core Team – Mtg 1


To update and inform on the forthcoming interim review

To draft improvement plan and issues for interim challenge

Prepare for Interim Challenge
Core Team

Members Panel

July
Interim Review – All members
Using the 4c’s within the Best value Guidance
Economic & Community Safety Scrutiny Committee

August
To be re-evaluated after July Interim Review

Members Panel
TBA
TBA

September 2nd
*Economic & Community Safety Scrutiny Committee
To update and submit draft improvement plan


October – March

3rd March 2003
All teams continue as previous month.

*Economic & Community Safety Scrutiny Committee
To evaluate the results of the review


April 2003
Inspectors arrive anytime during this financial year.



Appendix B – Draft Terms of Reference of Best Value Review of Economic Development

1. SCOPE

1.1 The review will cover the three main themes, in accordance with the current Economic Development Strategy

Inward Investment

Supporting Business Development

Maximising the Potential of Local People

1.2 Each theme will be reviewed by a multi-agency sub group, but will be accountable to the Economic Development Best Value Core Review Team.

2. GENERAL AIMS

2.1 To improve understanding and seek the views of all the services’ stakeholders as regards needs and expectations in the theme via consultation.

2.2 To undertake a fundamental challenge in order to establish whether some or any of the services need to be carried out at all and, if so the most appropriate method of delivery having regard for the full range of potential service providers.
2.3 To establish service performance and seek to develop improvement programmes for delivery of effective and high performing services.
2.4 To identify any gaps or weaknesses in service provision.
2.5 To ensure there is adequate benchmarking information.
2.6 To establish options for alternative methods of service delivery and their feasibility in terms of effective economic use of resources
2.7 To expose services to market testing where deemed appropriate service improvements or adequate investment cannot be secured.
2.8 To produce an action plan for implementation within specific timescales.
3. ECONOMIC DEVELOPMENT SPECIFIC

3.1 To ensure that Economic Development activities within the City of Salford, reflect best value and in general:

· Promotes and involves members / partners in reviewing current services in comparison with other providers and customers requirements.

· Determines the most economic, effective and equitable method of delivery reflecting service improvements and cost.

-
Produces an action plan for implementation.

3.2
Determine client perception of the range of services provided, encouraging involvement, accessibility and incorporating customer feedback to improve the way we undertake service delivery.

3.3
Identify and review the service linkages with partner agencies to facilitate structural cohesion and communication between partners.

3.4 Evaluate the impact of resources on the services capacity to meet deadlines and achieve optimum efficiency in order to improve responsiveness and the timely provision of advice.

4. THEMATIC AREAS OF FOCUS

4.1
Compile detailed service profile of current provision, with associated costing and achievements.

4.2
Evaluate the effectiveness of major development potential, i.e. Economic Development Zones

4.3
Review communication and consultation processes across the theme to provide holistic services and an effective understanding by customers, along with an effective understanding of businesses & clients needs.

4.4
Challenge whether the current allocation and utilisation of resources is the most appropriate having regard to service delivery performance and value for money.

Thematic Focus 1 - Inward Investment
4.5
Potential Areas to be reviewed:

· Raising the profile of Salford as a business location via resource procurement

· Communications network

· Strategic sites and Land Availability

· Premises

· Targeted Area Based Programmes – SRB’s, Chapel Street, New Deal

Thematic Focus 2 - Supporting Business Development

4.6
Potential Areas to be reviewed:

· Dealing with business enquiries

· Networking with Businesses

· Quaywatch Scheme

· Business Security

· Salford Loan Fund

· Business & Environment

· Self Employment and Business Start Ups

· Community Enterprise

· Innovation Park – New business initiative

· Local Purchaser & Supplier Network

· Cultural and Creative Industries

Thematic Focus 3 - Maximising the Potential of Local People
4.7
Potential Areas to be reviewed:

· Tackling Unemployment – reducing the disparities within the City.

· Linking Local Jobs to local people – Job Shop Network. Employment Charter

· Creating a world class workforce – Jobshop Plus

· Barriers to Employment - Urban Bus Challenge

· Local Economic Development Activity – Community Action Plans

5. PROCESS

The following section will be developed further within each sub group to create a service baseline & profile, which will include:

· Description, 


· Salford City Council provision & partnership provision, 

· Nature of Services

· Scale

· Cost (Inputs)

· Staffing (Inputs)

· Service Outcomes (Targets & Impact)

· Service Quality (Via Consultation)

· Processes of Implementation

Core Team





Encouraging Investment into the City





Supporting Business Development





Maximising the Potential for local People





Service Provider Data & Client Information





Clients





Consultation





Other Authorities


(i.e. Comparable Data)





Members Panel








BV Visioning Session
- 1 -
                                   Jan 2002

