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Item 7

SOUTH EAST ENGLAND DEVELOPMENT AGENCY
BOARD MEETING ON 6 DECEMBER 2007
ITEM 7
CORPORATE PLAN FRAMEWORK
Recommendation
That the Board AGREE the framework as set out in this paper which can then be developed into a full consultation draft for consideration at the Board meeting on 31st January.


Background

1. At previous meetings the Board has agreed the principles and narrative governing the Corporate Plan. 
2. At its last meeting on 25th October it discussed an approach to structuring the Corporate Plan around three main areas:

· A management framework for the RES and Single Delivery Framework
· A Strategic Resource Plan and a

· Continuous Improvement Programme

3. It also discussed an approach to delivering the RES in localities and sub-regions whereby:

i. SEEDA will prioritise place-based investments as the basis for negotiation with local partners;

ii. The Area Teams will be re-configured to:

· strengthen their role as relationship managers and as drivers of local strategies;

· shift away from a programme management role;

· develop an enhanced role as brokering negotiations between relevant SEEDA programmes in SEEDA and local partners.

· Play an instrumental role in establishing cross SEEDA Task Forces to identify key SEEDA activity in sub regions. 

iii. Directorates will re-think delivery to focus sub-regional capacity (for example a ‘Team SEEDA’ approach brigading all relevant services to businesses in a particular area) and to channel appropriate programmes delivery through the Local Area Agreement mechanism, contracting with mainstream partners.

4. This paper builds on these foundations to propose an overall framework for the Corporate Plan in terms of
· Vision

· Corporate Objectives

· Structure of the document

· Framework for the Strategic Resource Plan

Vision:  where we want to be at the end of three years
5. SEEDA is aiming for the following outcomes by the end of the Corporate Plan period:
· Managing the RES

· All RES target traffic lights are green, ie plans are being actively pursued by the right partners to deliver the RES targets
· All RES targets are on track to achieve their outcome by 2016, ie ‘policy on’ graphs in the Annual Monitoring Report are going in the right direction

· This will mean by definition that regional partners responsible for RES implementation are being held to account through an effective accountability framework.
· Strategic Resource Plan

· SEEDA is clear about its role in delivering the RES and is applying its resource in a transparent way to achieve RES outcomes
· SEEDA activity is delivered differentially in place in a transparent way understood and agreed with sub-regional partners 
· SEEDA activity is understood to be adding value and impact according to the central government Sponsorship Framework
· Continuous Improvement
SEEDA has achieved the shifts in ways of working described by the principles underpinning the Corporate Plan, ie
· SEEDA’s work is now mainly strategic with most delivery either delegated to local authorities or outsourced to arm’s length bodies
· Most staff have an external focus, working with partners and partnerships to deliver the RES rather than working on direct delivery of projects
· SEEDA works with external partners to identify capacity issues and fill them
· Most SEEDA activity happens differentially in place based on strong understanding of sub-regional needs and contributions to the RES
· All SEEDA activity delivers multiple outcomes mainly through cross-team working
· Much SEEDA activity has an extra-regional outlook, particularly work with the Greater South East and Europe 

· SEEDA leverages new resource into RES priorities, particularly from the private sector
Corporate Objectives
6. This vision can be expressed in three Corporate Objectives as required by the Central Government Sponsorship Framework:
I. Managing implementation of the RES:  SEEDA will develop a management framework for the RES and Single Delivery Plan that supplies a robust evidence base, a clear process for assigning accountability to the right partners in the right place and a transparent approach to assessing and building the capacities of others

II. Strategic investment of SEEDA resources:  SEEDA will invest its resources to innovate and take risks as a way of catalysing the activities of others to deliver the RES and will demonstrate maximum impact by ensuring that its activity has multiple outcomes in the right place with all activity contributing to all three headline targets of the RES
III. Continuous improvement:  SEEDA will develop continuously as a clever, adaptable and flexible organization delivering efficiency savings and value for money mainly through externally focused cross-team working and with an extra-regional view of new ideas and best practice. 

Structure
7. A structure for the Corporate Plan is proposed that takes the vision and objectives as its starting point and therefore has the following sections: 
· Executive Summary

· Introduction

· Managing Implementation of the RES

· Strategic Resource Plan
· Continuous Improvement Programme

· Resource allocation
8. The table attached at Appendix 1 shows how this structure would address the list of BERR requirements as set out in the Sponsorship Framework.  The table also shows which SEEDA directorate would be responsible for developing the content of each section.  
Framework for the Strategic Resource Plan

9. It is proposed that SEEDA activity should be held under a set of portfolios as set out below.  Resources will be held against all of the portfolios, both in terms of people and programme budget, and RES outputs will be reported against each of them.     
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(as allocated on PMS)

13. Natural Resources and the 

Environment  £-   

12. Sustainable Consumption & 

Production  £-   

14. Sustainable Communities  

£1,116,150 

1. Global Business & Foreign Direct 

Investment  £3,769,248 

2. Knowledge Transfer & Business 

Expenditure on R&D  £13,307,666 

3. Innovation & Creativity  £18,602,627 

4. Infrastructure  £-   

5. Enterprise  £28,040,570 

8. Transport  £3,030,050 

7. Competition & Business Regulation  

£-   

6. Skills  £816,845 

10. Employment  £2,299,251 

Headroom  £26,264,912 

9. Property Portfolio  £39,752,681 

11. Climate Change & Energy  £-   


10. In order to achieve the vision set out in para. 5 above and live within the means granted by the Comprehensive Spending Review, SEEDA will need to shift its activity over the life of the Corporate Plan in three major ways: 

· Simplification and efficiency gains in areas where SEEDA has been active for some time, such as Enterprise, Innovation and Skills
· Development of strategy, policy and delivery mechanisms in areas where SEEDA is leading the region into new areas of work, such as all of the Sustainable Prosperity work and particularly:
· Achieving the ‘double dividend’ of sustainable growth

· Achieving changes to travel patterns and modes particularly through promoting homeworking and next generation broadband

· Supporting the London Array and the range of renewables supply chains

· Supporting the establishment of an Institute for Sustainability at Ebbsfleet

· Development of new approaches to working with localities both through RES thematic work and through direct delivery of regeneration projects.  Particular priorities will be:
· Thames Gateway and the Greater South East

· Other Diamonds and Growth Areas (but prioritised)
· The Coast

11. This will mean that over the life of the Corporate Plan:

· The number of programmes being run will more than halve from around 130 to around 60
· The number of projects being run at any one time will also halve from 300+ to around 150

· Where possible services and programmes will be simplified and run at arms length from SEEDA achieving value for money gains of up to 20%
· The property portfolio will be developed and refined so that it is clear how it contributes to RES targets, how SEEDA projects exemplify RES ambitions and how new approaches can be ‘scaled up’ as part of an economic development ‘roadmap’ for an area

· SEEDA will have developed with local partners a clear economic development rationale for each sub-region and locality, so that it is clear why and how SEEDA prioritises activity and funding in place and can demonstrate how thematic programmes apply differentially in place

· SEEDA will put a greater proportion of its human resource into Area Teams and strategic management of the RES and Corporate Plan, including research and evaluation
· SEEDA will be seeking to work increasing closely with the Assembly in linking the RES and the Regional Spatial Strategy through the Single Delivery Framework.  For those RES targets where the Assembly is currently the target sponsor and where the SEEDA contribution is mainly developing the economic development case, a single portfolio will be created.  These are:  Target 4 ‘Infrastructure’; Target 8 ‘Transport’; and Target 9 ‘Physical Development’ 
12. The table attached at Appendix 2 shows how these approaches might apply against each portfolio and how programme budgets might therefore change, leaving headroom available to make strategic resourcing decisions about how and where new areas of work should be developed.  The pie-chart below shows the balance of spend currently committed or in the pipeline on the Project Management System for the next financial year, 2008-9.  This shows headroom of around 20% of single pot programme spend available to make the shifts in activity necessary to achieve the Corporate Plan vision in year 1.   The Executive Board has agreed that around 30% is the proportionate shift SEEDA should be aiming to make across both programme and admin spend if it is to achieve its vision.  Work is on-going to achieve this by zero-basing programme spend and identifying areas of work to stop or exit over the Corporate Plan period.
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13. It is as yet unclear what delivery mechanisms will replace the AIF programmes in order to achieve the alignment between local and RES priorities as expressed in LAAs, MAAs and other local strategies.  As these are being defined, work is progressing on ways of delegating an amount equivalent to the AIF funding, £20m, during the first year of the Corporate Plan period.
14. Area Teams are currently being re-configured to take the strategic, negotiating role agreed at the last Board meeting.  The main features of this are:
· A fifth Area Team being established to cover Berkshire and Surrey;

· Deputy Area Directors being recruited to ‘upskill’ the teams in terms of strategic management and negotiating skills.
Author:      Barbara Hammond
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