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1. Introduction

1.1 The purpose of this note is to provide guidance to those organisations and 

partnerships who are preparing Area Investment Frameworks.  AIFs have been prepared for five parts of the region on a pilot basis during 2001/02, and the main lessons from this first round of work have been drawn out in an accompanying paper.

1.2 The objective in producing an AIF is to identify the totality of financial 

investment being made in a locality from public, private and voluntary sectors, and from national, regional and local levels.  This is matched against an assessment of the needs of the area, typically set out in an existing economic development strategy, to provide a view of the investment gaps, and the local authorities, organizations and agencies who can be expected to fill these gaps.  To make the Area Investment Framework a continuing tool, an implementation programme will normally be developed on a 1 –3 year basis, setting out the sequence of projects and funding.  From this, agencies such as SEEDA will be able to determine their likely funding inputs to the locality.

1.3 AIFs will play an important role in informing SEEDA’s investment in the 

region’s Priority Regeneration Areas (see para. 3.1 below).   It is unlikely that SEEDA will be prepared to put substantial investment into these areas in the absence of an AIF, backed up by strong delivery partnership arrangements, and other funding commitments.

1.4 SEEDA expects to achieve total coverage of AIFs in the Priority Regeneration 

Areas.  Parts of the region outside the Priority Regeneration Areas may well wish to prepare AIFs themselves, but this will be for local reasons such as helping to develop a Local Strategic Partnership.  SEEDA will not normally fund the preparation of AIFs outside the Priority Regeneration Areas.

2. Characteristics of an AIF

2.1 An AIF is an analytical tool and part of a process, but the outcome needs to be a practical plan of action and activities to enable the negotiation of funding contributions and the development of programmes and projects.  The investment analysis is intended to support this action and resource planning process, and move it from a wish list to a practical plan.  

2.2 An AIF must:

· be clearly linked to an agreed strategy with identified outcomes to be achieved and priority actions; 

· cover the short, medium and longer term (with the level of investment planning sensitive to the different timescales);

· analyse and reach agreement on the resources already in place or required to implement the strategy;

· clearly identify roles, responsibilities and resources for taking action forward;

· outline the process for monitoring and assessing progress.

2.3 The extent to which partners have already established some of the factors required in an AIF will vary from area to area.  It is recognised that in some areas establishing a common vision, strategy and outcomes may be a precursor to investment analysis.  SEEDA will expect to see evidence of progress achieved and a clear work plan for the remaining elements prior to agreeing funding to produce an AIF.  

2.4 Whilst SEEDA will be a principal user of AIFs to determine the level and nature of its input over key areas, the characteristic of a successful AIF is its comprehensiveness.  As stated above, it should cover planned investment in the defined area by public, private and voluntary sectors, and at local, regional and national levels.  The usefulness of the AIF is therefore to a much wider range of funding partners and stakeholders in a locality than just SEEDA.

3. Geographic Coverage

3.1 SEEDA has identified 7 areas of the region regarded as Priority Regeneration Areas, and where it expects to support the preparation of AIFs:

· Thames Gateway, Kent

· North East Kent 

· South Kent 

· Sussex Coast 

· Isle of Wight

· Portsmouth and South East Hampshire

· Southampton

These largely coastal parts of the region contain the majority of wards in the region that fall within the 20% most deprived wards nationally (measured by the Indices of Multiple Deprivation 2000).

3.2 Five of these areas have been the subject of AIF preparation during the pilot phase, and work is now in hand to develop them to a common standard in the light of the experience gained.  This guidance note therefore provides the basis for this, as well as for those parts of the region where AIF preparation has yet to start.

Detailed boundaries

3.3 An AIF should normally have an economic rationale for its boundaries, such as a travel to work area or city region and is likely to cross administrative boundaries.  In many areas, Local Strategic Partnerships will be undertaking a similar investment mapping and planning exercise, and in these situations AIFs should build on and not duplicate this work.  

3.4 Stakeholder commitment to joint working is as important as spatial logic, thus SEEDA does not propose to prescribe geographical boundaries for an AIF but will agree these individually with partners, linked to discussions on future partnership working.  This means that it is quite likely that there will be more than 7 AIFs to ensure complete coverage of the Priority Regeneration Areas.

4. Ownership

4.1 Experience from the pilot phase suggests that not surprisingly, local authorities have a prime role in developing AIFs, both directly and through local partnership arrangements.  Local responsibility for preparing an AIF will vary from area to area, but is typically a local partnership supported by the local authorities.

4.2 SEEDA will expect to see a range of agencies involved in producing an AIF, but it will require one agency to co-ordinate the work and to act as the accountable body for SEEDA funding towards its preparation.  This will be most likely a local authority.

4.3 Agencies needing to be part of the AIF process will similarly vary with local circumstances, but SEEDA will expect South East Economic Partnerships (SEEPs) and Local Strategic Partnerships (LSPs) to be fully involved in the process.  The following should also be engaged if not already active in SEEPs/LSPs: 

· Learning and Skills Councils

· Business Links

· Private sector

· Local authorities

· Regeneration / Single Regeneration Budget (SRB) partnerships / New Deal for Communities (NDC) partnerships

4.4 As well as local and sub-regional partners, regional agencies in addition to SEEDA will have an important role to play in achieving the economic regeneration of the Priority Regeneration Area.  

5. Strategic Fit

5.1 The starting point for an AIF is an agreed set of strategic priorities.  Key strategies that SEEDA will expect to inform the AIF are:

1. Regional Economic Strategy, current document 1999 but revised document to be published October 2002 (documents available on the Agency’s web site www.seeda.co.uk);

2. Framework for Regional Employment and Skills Action (FRESA) due for completion in Oct. 2002;

3. The Regional Sustainable Development Framework and Social Inclusion Statement;

4. The spatial development plan frameworks for the sub region provided by Regional Planning Guidance, structure and local plans.

5. Sub-regional economic strategies prepared by the Region’s 11 South East Economic Partnerships;  

6. Local Economic Development Strategies prepared by local authorities

7. Community Plans prepared by LSPs.

5.2 Of these strategies, community plans are an important component of the AIF process and fit neatly with the objectives of an AIF, albeit at a smaller geographical scale in most cases.  Community plans are intended to result in: 

· a shared assessment of the needs of an area, community priorities, and objectives; 

· an agreed set of actions that organisations commit to.

Community plans thus provide the mechanism for local needs and priorities to inform sub-regional strategies and action.  

6. Scope & Content

6.1 It is for local partners to determine priorities for achieving economic growth and regeneration in their areas and thus the scope of an AIF, having had regard to the strategic framework set out above.  

6.2 However, in reaching decisions an its role and involvement, SEEDA is guided by the role of RDAs, re-emphasised by Government through the Spending Review 2002, which is “exercising leadership in developing their regional economies.”  The Regional Economic Strategy (RES), Tier 2 Regional Outcome Targets (see appendix 1) and SEEDA’s Corporate Plan collectively develop this role.  

6.3  It is important that partners have due regard to these documents as these will clearly influence the scale and nature of SEEDA’s investment.   This means that projects identified in an AIF seeking SEEDA funding will need to demonstrate how they contribute towards the achievement of appropriate output targets.  Partners are also reminded that in driving the economic development and regeneration agenda, SEEDA is committed to addressing social exclusion and sustainable development, and will expect AIFs to reflect these.

6.4 Appendix 2 sets out some of the technical points in AIF preparation, gained from the pilot phase, which those taking forward the process should find helpful.

7. Outcome targets

7.1 To be successful, an AIF needs to be as clear as possible about the outputs and outcomes the constituent projects are seeking to achieve, and therefore what the expected contribution of funding partners will deliver.

7.2 As far as SEEDA is concerned, the AIF should: 

1. see clear agreements on the specific outcome targets partners hope to deliver; 

2. encourage partners to develop a framework based on shared PSA targets or other similar performance frameworks; 

3. encourage vertical as well as horizontal integration of outcome targets and contribute to the achievement of the Tier 2 Regional Outcome Targets;

4. deliver a marked impact on wards in the target area that fall within the 119 most deprived wards in the South East  (Appendix 3 lists the 119 wards). 

8. Investment analysis

8.1 Co-ordinating investment is at the heart of an AIF, the starting point being an analysis of existing investment plans.  Partners should aim to capture data over which agencies have a measure of control or influence, bearing in mind the ultimate purpose of an AIF is to provide a tool for collective investment planning to address priorities. 

8.2 Again, from experience gained during the pilot phase, the investment analysis should:

1. be clearly linked to the strategic priorities identified by partners;

2. present a baseline position; 

3. identify planned future investment over a 3-5 year period across public, private and voluntary sectors;

4. clearly identify the source of funding and the strategic priority to which it contributes;
5. cover both capital and revenue funding;  

6. include investment through appropriate mainstream programmes and Area Based Initiatives;

7. distinguish between investment needed to maintain services, develop services and create new services;

8. highlight areas of overlap and duplication;

9. identify gaps in resources that need filling.

8.3 The time horizon (point 3 above) is particularly worth stressing.  The pilot phase of AIFs suggested a longer period of about 10 years.  Whilst the strategies referred to in section 5 may well look forward over this period, assembling investment and financial data reliably over much more than 5 years hence is too speculative to be useful.

9. Format

9.1 There is no optimum or prescribed format for AIF documents.

9.2 The process of producing an AIF should, however, result in a succinct, strategic document, owned by partners (detailed analysis should be confined to appendices).  Appendix 4 sets out a sample format.

10. Role of SEEDA 

10.1  SEEDA will invite partnerships to produce an AIF, and in order to build an 

ongoing relationship, SEEDA would hope to have a more active engagement in developing AIFs than has traditionally been associated with the bidding process.  SEEDA wishes to work alongside partnerships for example by being part of the AIF Steering Group and contribute to workshops/task groups as appropriate.

10.2  SEEDA will facilitate regional links and support links through initiatives 

such as the Regional Business Support Group and the South East Regional Funders’ Forum.  

10.3  SEEDA will also facilitate working groups of partners to share and develop 

best practice, continuing the process established for the pilot phase.

10.4 In terms of practical arrangements, partners invited to prepare an AIF will have SEEDA funding confirmed through the Agency’s standard appraisal process.  Partners will be asked to provide details of:

· the extent to which overarching priorities, strategy, baselines and outcomes have already been identified and agreed by partners;

· the stages and timetable for producing the AIF;

· process for engaging and consulting with stakeholders;

· where consultants may be employed;

· the organisations producing the AIF and the proposed accountable body;

· the budget proposals for each stage of the AIF and funding sought from SEEDA.  

10.5 Section 6 above outlines the framework within which SEEDA’s investment decisions are made (RES, PSA targets, Corporate Plan).  SEEDA’s Corporate Plan 2002-2004 (available on the SEEDA web site) sets out the activity SEEDA will be undertaking and the outputs it hopes to deliver plus the funding available.  Partners should take account of this document when identifying potential areas for SEEDA intervention.  SEEDA will be rolling this document forward and producing a Corporate Plan for the period 2003-2006 in the autumn of 2002.

10.6 Partners are reminded that SEEDA’s own resources are limited.  In this overall context, it is important that SEEDA’s funds are deployed in a genuinely additional way and without supporting activities that are – or should be – funded from elsewhere.
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