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BOARD MEETING 18 SEPTEMBER 2007
ITEM 6
SEEDA’s CORPORATE PLAN 2008 – 11

POLICIES AND OPTIONS 
Recommendation

· The Board is asked to NOTE the approach to developing SEEDA’s Corporate Plan and AGREE the overall direction of travel following the publication of the Sub-national Review of Economic Development and Regeneration (SNR).
· The Board is invited to DISCUSS high level priorities for SEEDA to inform Executive Board discussions in late September.  These will be presented at the Board meeting. 
1.
Background

1. The current Corporate Plan is in its last year of delivery and so a new three year plan has to be prepared to start as of 1st April 2008.  Formal guidance, reflecting the policy and financial outcomes of the Comprehensive Spending Review, is expected in late October.
2. This Corporate Plan will be developed during a particularly dynamic period in terms of central government, regional and local developments following publication in July of the Sub National Review, and taking account of likely outcomes of the Comprehensive Spending Review. 
3. The RES Implementation Plan will be published on 25th October at the Open Public Meeting.  The new Corporate Plan will then set out SEEDA’s role in delivering the RES. 
2.
Context

4. The Central Government policy context has been developing rapidly following Gordon Brown taking over as Prime Minister.  Of particular interest to the RDAs is the Sub National Review of Economic Development and Regeneration (SNR).  Main points to note from the SNR are:

i. RDAs are identified as the major regional strategic body, to be charged in due course with preparing a Single Integrated Regional Strategy;
ii. Regional Assemblies will not continue in their present form beyond 2010;
iii. Local Area Agreements and, where relevant, Multi Area Agreements are identified as key mechanisms for aligning priorities at local and sub regional levels, with upper tier local authorities expected to gain a new statutory economic development;
iv. There is an expectation that RDAs will delegate responsibility for spending to local authorities wherever possible, unless there is a clear case for retaining spending at regional level and subject to the necessary capacity bring in place; level;
v. The focus of scrutiny will switch from Regional Assemblies to both Parliamentary Regional Select Committees and local authority leaders;
vi. There is a very strong focus on economic growth as the main objective for economic development and regeneration and relatively little real emphasis on follow up to the Stern report.

5. The emerging Regional Outcomes Framework for RDA performance management continues the new emphasis on economic growth for the RES.  It will set one overarching target for the region on GVA growth per head; all other measures will be outcome indicators.  These indicators will be based on the drivers of prosperity and are listed below, together with likely measures:

	Indicator
	Measure

	
	

	Productivity
	GVA per hour worked

	Employment
	Employment rate

	Skills
	Attainment at NVQ Levels 2, 3 and 4

	Innovation
	Gross Domestic Expenditure on Research and Development as a percentage of GVA

	Enterprise
	Number of VAT start-ups per 10,000 of resident working age population


6. There is as yet no explicit indicator, following Stern, about carbon reduction or environmental sustainability, nor is there any indicator relating to the 2 remaining drivers of prosperity (investment, and competition and business regulation).  This means that there is a substantial but incomplete read-across to the scope of the RES.  We propose to close these gaps in creating a framework for assessing investment choices within the Corporate Plan (see Section 5 below).
7. As well as continuing developments around the SNR and the transition to a Single Strategy, the Comprehensive Spending Review (CSR) will pose clear challenges.  The first of this will be on administrative costs, where all RDAs will be expected to achieve single figures as a percentage of these costs in relation to the overall budget.  The second will be about real cuts being imposed over the three-year period of at least 5% cumulative year on year.
2.
Main Policy Options

8. These significant developments in central government policy suggest that the three year period of the Corporate Plan is best seen as a transition period to the new post-SNR world.  RDAs will be under more scrutiny than ever during this period and will need to convince new regional ministers and select committees, and a more powerful set of local authority partners, that they can deliver excellently against their objectives, but within a significantly reduced budget.

9. This context means that a business as usual option for development of the Corporate Plan is untenable.  For this reason, the general approach to objectives and resources is one of zero-basing where all existing and continuing business is in question and where a strongly corporate approach is taken to making investment decisions based on clear strategic principles linking strongly to RES outcomes.
10. The option at the opposite extreme might be to describe a transition which leads to SEEDA becoming an entirely strategic body with delivery entirely delegated to partners.  Whilst there is a clear thrust towards increased delegation within the SNR, there is no expectation that this will happen immediately, or even completely.  .
11. The middle way therefore probably best describes the major direction of travel for the Corporate Plan, ie a three- year transition to becoming a body combining strategy with programme delivery.  This is explored through a set of proposed principles in Section 4 below.
3.
SEEDA’s Role
12. Given this overall purpose and direction of travel, SEEDA’s role for the next three years can be described as two-fold: managing delivery of the RES; and direct contribution to its delivery.  Managing the strategy can be a major lever by which SEEDA will ensure delivery of the RES if the performance/accountability framework is well-designed and is bought into by central government and major partners.

13. It is proposed that the main rationale for SEEDA involvement in direct delivery of the strategy rests on applying our small resource to catalysing new approaches (strategies, programmes, projects, partnerships, ways of working) which may have a major measurable impact in delivering the RES.  Consultation responses on the RES Implementation Plan showed that partners clearly recognise this added value of SEEDA funding.  The lifecycle of SEEDA involvement on these terms is described in the diagram below and assumes that most new activity will ultimately be devolved or delegated to others, although it may clearly take some time to reach this point.
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4.
Corporate Plan Principles 
14. Senior managers have discussed the overall context and purpose of the Corporate Plan as set out above.  A set of principles emerged from these discussions which for use in shaping the development of the Corporate Plan and test whether it is going in the right direction to achieve its overall purpose. The principles are set out below. 

Strategy

The Comprehensive Spending Review will require year on year efficiency savings, while giving SEEDA additional responsibilities.  In addition the Sub National Review proposals mean that SEEDA will need to reduce its direct delivery of activity to focus on its strategic influencing role.  

External Focus

This increase in strategic focus will necessitate a greater external focus across SEEDAs activities.  In addition, achieving the RES will require a more joined up approach with a range of regional and local partners, such as local authorities, the NHS and Learning and Skills Council.  

Capacity Building

If SEEDA is to focus on strategic influence it will need to ensure that there are appropriate delivery mechanisms within the region and that partners have the capacity and capability to deliver.  

Place

More than ever, ‘place’ has become important within the region and SEEDA’s activities need to reflect the differing priorities across the region.  

Multiple Outcomes

The complexities of the region and a greater need for efficiency mean that SEEDA activity must deliver a number of outcomes across the breadth of its activities.  

Cross Team Working

Achieving multiple outcomes from SEEDA activity will require greater cross-team working.  

Extra-Regional Outlook

Achieving the objectives of the RES will require SEEDA to have an extra-regional focus in its activities, seeking to gain wider exposure to experience and to learning from the experience of other regions.  

Leverage

To achieve the objectives of the RES will require leveraging in financial resources beyond those of SEEDA and other public funded agencies in the region; this will include looking to work more closely with the private sector to find way of funding regional priorities.  

15. These principles can be summarised in a single narrative as follows in the box overleaf:

SEEDA achieves added value by maintaining a strategic overview of the region through the management of the RES, the development of a Single Delivery Plan and the movement towards a Single Regional Plan and by leverage of others funding, ideas and capacities into delivery of the RES and Single Delivery Plan targets.  

This means that SEEDA must 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
 - a Strategic Investment Framework that demonstrates how SEEDA uses its small resource to innovate and take risks as a way of catalysing the activities of others to deliver the RES and has maximum impact by ensuring that its activity has multiple outcomes with all activity contributing to all three headline targets
 - a Continuous Improvement programme enabling SEEDA to be clever, adaptable and flexible mainly through externally focused cross-team working and with an extra-regional view of new ideas and best practice 

5.
Corporate Plan Prioritisation:  the Strategic Investment Framework
16. The RES Implementation Plan and the set of principles described above will be used to set a number of high level priorities for SEEDA activities over the three years of the Corporate Plan.  The RES Implementation Plan templates will be used to inform Executive Board discussions on this through the course of September.  

17. From this high level prioritisation it is proposed that specific resource allocation and prioritisation will occur across a set of corporate ‘portfolios’.  Each portfolio will be based around a Regional Outcome Indicator, with additional portfolios for sustainable prosperity, both in terms of environmental sustainability and economic inclusion.  These will be used to give a transparent view of the areas of focus within SEEDA both in delivering the RES and the overall growth target to be set by Government.  They will be owned by Executive Directors who will therefore be accountable for delivery against them. Proposed Portfolios are as follows:
	Portfolio
	Lead Directorate

	
	

	Innovation
	Global Competitiveness

	Enterprise
	Smart Growth

	Skills
	Smart Growth

	Employment
	Smart Growth

	Investment and infrastructure
	Development and Infrastructure

	Ecological Footprint
	Sustainable Prosperity

	Inclusion and Wellbeing
	Sustainable Prosperity


18. Each portfolio will be reviewed and ‘scored’ based on its alignment with the headline indicators of the RES, the high level corporate plan priorities and the new Corporate Planning principles.
19. The programme prioritisation methodology will comprise three stages:

Stage 1: Go/No Go criteria – minimum criteria that all SEEDA projects/programmes need to fulfil. Only if a project passes ‘Go’ will it go to the next stage of the prioritisation process.  Projects that get a ‘No go’ would usually not be considered further although some degree of flexibility would exist to allow innovative ideas to develop further.  

Stage 2: Prioritisation within portfolios – application of key criteria to projects/programmes that have passed go/no go criteria.  Executive Directors will ensure consistency of approach in testing the projects within each portfolio, for ensuring that cross-cutting issues are addressed and for ensuring that projects all address the three headline targets of the RES. 
Stage 3: Approval, including agency-wide prioritisation where novel and contentious.  Once the approach is fully developed a review of the current approval process and delegations will be conducted to ensure the process is as lean and effective as possible.

20. Programmes that fulfil the minimum criteria and are classed as ‘go’, would then be assessed against the Strategic Investment Framework  criteria and rated bronze, silver or gold.  The bronze and silver levels would form a gateway through which projects or programmes must pass to enable further development.  
6.
Corporate Plan Performance Management
21. Alongside development of the new Corporate Plan, SEEDA is developing a new approach to performance management by using the Balanced Scorecard model underpinned by a Continuous Improvement Programme.  The Balanced Scorecard will allow the Board and Executive Team to monitor robustly SEEDA progress in delivering its Corporate Plan in terms of impact and effectiveness. 
22. The SIF and Balanced Scorecard are complementary to each other in underpinning the Corporate Plan because the Balanced Scorecard sets out the where SEEDA focuses its effort in terms of impact and the SIF process prioritises the resource allocation and project and programme prioritisation based on this impact.

23. Proposed SEEDA Balanced Scorecard Perspectives are as shown in the diagram below.  Each perspective is measured using 3-5 indicators which are reviewed regularly for their effectiveness in showing SEEDA’s impact.  These metrics are currently in development for a pilot run of the approach this year, given that the Business Plan for this last year of the current Corporate Plan period has been recast to show how planned activity contributes to RES targets.  The experience of this pilot run will be used to revise and refine the indicators as necessary for the next year.

24. There has been some criticism that the Balanced Scorecard Approach does not easily apply to the public sector because the financial perspective assumes that success in selling ‘widgets’ is what is being measured.  Re-casting the financial perspective as ‘economic, social and environmental impact’ using the RES targets as the measures we think answers this criticism, keeps the link between the RES and the Corporate Plan in sharp focus and allows SEEDA’s performance management system to show clearly and transparently how we are contributing to RES delivery. 
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