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APPENDIX A – PROJECT PROFORMAS

1. introduction

This report presents an interim evaluation of Smart, Successful Ayrshire.  Its main purpose is to provide the Client with feedback on the results achieved to date.   

1.1 background

Smart, Successful Ayrshire (henceforth referred to as SSA) was approved by the Scottish Enterprise Board in March 2003 in response to the challenges facing the Ayrshire economy.  SSA was designed as an ambitious strategic initiative, aiming to revitalise Ayrshire’s economy and intending to make a full contribution to the Smart Successful Scotland objectives.  The SSA initiative was designed to last for three financial years from April 2003 to March 2006.  SSA has five main themes:

· to create a balanced economy;

· enhance connectivity to markets;

· develop a positive workforce;

· reduce unemployment; and

· foster a pride in Ayrshire.

SSA was also designed to make a contribution to the Ayrshire Economic Forum’s ten year Action Plan (Ayrshire, Scotland’s Western Gateway). 

At the heart of SSA is the development opportunities offered by Glasgow Prestwick International Airport (GPIA).  GPIA is one of the fastest growing airports in the UK and its environs are home to important facilities for the Aerospace Industry.  SSA was intended to form an integrated development initiative, building on the progress made in recent years in developing the Airport and on the aerospace and related industries, and their supply base, using the airport environs.  Prestwick’s importance has been recognised at a national level and is now included in the Scottish Enterprise Investment Plan as outlined in the SE Operating Plan 2005-2008.

1.2 study objectives

The overarching aim of the evaluation was to establish activities, outputs and impacts within the five priorities of SSA. The evaluation covered the period March 2003 to the end of September 2005 and examines each project within the priorities and, where appropriate, references previous or current evaluations. The detailed objectives of the interim evaluation were to:

· confirm and audit the data collected through the monitoring process;

· access a range of data, particularly qualitative, from the relevant projects within SSA;

· obtain the information necessary to measure outputs/outcomes and produce anticipated impacts; 

· facilitate learning from the delivery of SSA to improve further performance; and

· offer observations on the suitability of projects to meet the aims and objectives of SSA.

1.3 study method

The study method comprised of four stages:

· Stage 1: Inception Period, in which the consultant team met with the Clients to agree the overall approach to the study;

· Stage 2: Desk-based review, in which the consultants reviewed all relevant project data including approval papers, monitoring information and individual project evaluations;

· Stage 3: Consultations, in which the consultant team carried out a series of face-to-face consultations, at both the strategic and thematic levels and with individual project managers; and

· Stage 4: Analysis and Reporting, where the consultants prepared the draft and final reports.

1.4 structure

The remainder of this document is structured as follows:

· Chapter 2 discusses the background and rationale of SSA and the projects funded by SSA;

· Chapter 3 presents our findings from the strategic and thematic consultations;

· Chapter 4 presents the progress to date of each project under each of the five themes; and

· Chapter 5 presents our conclusions and recommendations.

2. smart successful ayrshire

2.1 introduction

In Chapter 2 we present a brief overview of Smart Successful Ayrshire (SSA), focusing on:

· the genesis of the strategy;

· development of the strategy;

· its strategic fit;

· its key components – themes
; and

· monitoring arrangements.

2.2 the genisis of the strategy

An Ayrshire Strategy for Jobs (ASJ) was prepared in 1998 that sought to reposition the Ayrshire economy over a five-year period.  The ASJ was prepared against a background of a series of major shocks to the local economy resulting from a number of significant closures and job losses.  Volvo, Digital, Prestwick Circuits, Sweater Shop, Sports Division and Butlins all relocated or shed jobs.  

The implementation of the ASJ did lead to economic gains within the local economy but many of the challenges the ASJ sought to address still faced the public sector economic development agencies in 2002:

· the unemployment rate remained 3 percentage points above the Scottish average;

· the service sector remained relatively under developed; and

· the economy remained over reliant on the traditional manufacturing sector.

In 2002 the Ayrshire Economic Forum recognised that a step change was needed to address these challenges.  In 2002 the Forum endorsed an emerging strategy that identified five key aspirations to: 

· create a balanced economy;

· ensure connectivity to markets;

· develop a positive workforce;

· reduce unemployment; and

· promote a pride in Ayrshire.

In the course of discussions about the challenges facing the Ayrshire economy and how SE Ayrshire (SEA) could respond to them, the Chairman and Chief Executive of Scottish Enterprise (SE) invited the SEA Board to bring forward solutions to these issues and the resources required.  SSA was SEA’s response to SE’s challenge, and became an additional element of the LEC’s contribution to the wider Ayrshire Economic Forum strategic action plan - Ayrshire Scotland’s Western Gateway. 

2.3 development of the strategy

The development potential of Glasgow Prestwick International Airport (GPIA) and Clydeport’s Port Operations at Hunterston provided significant opportunities for SEA to create a focus for economic growth in Ayrshire, with the potential to act as a catalyst to reinvigorate the Ayrshire economy.  

Central to the development of SSA was the location and development opportunities afforded by GPIA.  The development of SSA aimed to build on the progress made in recent years in developing the airport and on the aerospace and related industries, and their supply base, using the airport environs.  

The development of SSA identified that some activities would be geared directly to opening up new market opportunities offered by the airport and the companies surrounding it.  Other components were developed to build linkages with the airport and between Ayrshire and the West of Scotland – developing the supply base, building enhanced skill levels, improving transport links, and hence creating a wider impact on Ayrshire and Scotland.

Following the approval by the SE Board in March 2003 of the SSA framework a dedicated Operational Team was established, charged with the responsibility for the development and implementation of the overall initiative and the individual projects within it.

2.4 strategic fit

There is a wide range of national, regional and local policies that influenced the development of SSA.  At the national level, it is specifically focused on addressing the key themes set out in Smart, Successful Scotland and is consistent with the approach summarised in Doing it Differently – Scotland’s Economic Future.  The delivery of social justice – the reduction of poverty – is a key component of the Programme for Government.  SSA, through enhancing employability issues, addresses a number of social justice objectives outlined in Social Justice – a Scotland where EVERYONE matters.

At the local level, SSA seeks to address key themes set out in the Ayrshire Joint Structure Plan.

2.4.1 National Level

Smart Successful Scotland

The projects within SSA each contribute towards the objectives of the three themes of Growing Businesses, Global Connections and Learning and Skills.  The five themes of SSA can each be directly attributed to one or more of the themes within Smart Successful Scotland.

Doing it Differently

SSA was designed to build on the actions set out in Doing it Differently by developing projects, which fit within:

· helping every Scot to be ready for tomorrow’s jobs;

· creating a climate for growth; and

· investing in new sources of success.

Social Justice – A Scotland Where EVERYONE Matters

SSA addresses the issue of social justice through promoting sustainable economic development in Ayrshire, which would lead to more jobs, greater prosperity and a higher quality of life.  SSA makes a key contribution towards achieving social justice through enhancing economic inclusion.  It aimed to do this through addressing issues of employability by assisting excluded people to become more able at obtaining and retaining employment and self-employment opportunities.  

2.4.2 Local Level

Ayrshire Joint Structure Plan

The Ayrshire Joint Structure Plan was developed by the three Ayrshire Councils – East Ayrshire, North Ayrshire and South Ayrshire.  They recognised that economic growth must be the driving force of the Ayrshire Joint Structure Plan.  The councils seek to achieve this growth in such a way that provides existing communities, particularly those considered as having economic disadvantage, with enhanced access to opportunity.  SSA fits with this aim, in particular with the following key themes:

· promotion of economic growth;

· protection and promotion of the vitality and viability of existing settlements; and

· promotion of the principles of sustainable development.

2.5 key themes

The key themes identified within the SSA are identified in Figure 2.1, overleaf.

Figure 2.1: SSA’s Key Themes
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2.5.1 Creating a Balanced Economy

Creating a balanced economy theme identified that employment in Ayrshire had become concentrated within a relatively small number of companies which were not competing within the key growth sectors within the Scottish economy.  This theme therefore seeks to build on existing strengths to raise productivity, and create higher value added manufacturing and service outputs in all sectors, but specifically those in or related to aerospace.

2.5.2 Enhancing Connectivity to Markets

Smart Successful Scotland highlights that Scotland needs to be involved more in global markets – connecting to these markets being key to the economic and social development of the country.  This theme within SSA contributes to Ayrshire, and Scotland as globally attractive locations.  

2.5.3 Develop a Positive Workforce

In order to service the needs of Ayrshire businesses SAA recognises it is necessary that their employees have the appropriate skills to fit business needs now and in the future.  There is a balance to be struck between more people having the appropriate skill sets and more businesses using training effectively and developing high performance work practices.  In addressing this important issue this theme seeks to increase the demand for high quality in-work training and help businesses to build the capacity to develop and train their staff to meet current and future business needs.

2.5.4 Reduce Unemployment

Ayrshire’s unemployment rate has consistently been above the Scottish average.  This theme seeks to bring the unemployment rate below the national average through providing unemployed individuals with the skills that employers require enabling them to grow and develop.  The theme aims to address the hurdles that people face that prevents them from returning to work.

2.5.5 Fostering a Pride in Ayrshire

In a world of increased travel and information through the internet the image of an area is the key to attracting not only visitors but also high calibre residents and investment interest.  This theme sought to create a fresh image of Ayrshire as Scotland’s Western Gateway rooted in its rich cultural and sporting heritage that can be exploited to the wider benefit of Scotland.  Key projects, and quality training and industry support programmes linked to Robert Burns, golf and sailing were key features of the theme. The image of Ayrshire promoted through SSA aimed to give local communities a sense of pride in their area.
2.6 funding

The SEA bid to the SE Board in March 2003 sought approval for a framework for the delivery of SSA.  Full implementation of SSA would require funding of £6m over a three-year period (see Table 2.1). However, this decreased by around £3m as the Prestwick International Aerospace Park (PIAP) project is now being taken forward as part of the Competitive Place 5 Year Investment Plan (CPIP) rather than through SSA. In addition, the target spend for individual projects also varied from the original, therefore funding targets were set at £500,000 for 2003/04, £1.28m for 2004/05 and £952,922 for 2005/06 (see Table 2.2). This totals £2.74m for the three years. It is these revised targets that are the basis for the evaluation of progress to date in Chapter 4. 
	TABLE 2.1: ORIGINAL FUNDING ALLOCATION OF SSA

	themes
	2003/04
	2004/05
	2005/06
	Total

	Creating A Balanced Economy
	£200,000
	£300,000
	£300,000
	£800,000

	Enhancing Connectivity To Markets
	£200,000
	£1,200,000
	£2,000,000
	£3,400,000

	Developing A Positive Workforce
	£100,000
	£200,000
	£200,000
	£500,000

	Reducing Unemployment
	£200,000
	£300,000
	£500,000
	£1,000,000

	Fostering Pride In Ayrshire
	£80,000
	£80,000
	£140,000
	£300,000

	Total
	£780,000
	£2,080,000
	£3,140,000
	£6,000,000


	TABLE 2.2: REVISED FUNDING ALLOCATION OF SSA

	Themes
	2003/04
	2004/05
	2005/06
	Total

	Creating A Balanced Economy
	£64,000
	£180,000
	£100,000
	£344,000

	Enhancing Connectivity To Markets
	£167,000
	£305,000
	£165,960
	£637,960

	Developing A Positive Workforce
	£64,000
	£167,500
	£154,599
	£386,099

	Reducing Unemployment
	£128,000
	£320,000
	£161,868
	£609,868

	Fostering Pride In Ayrshire
	£77,000
	£310,729
	£370,495
	£758,224

	Total
	£500,000
	£1,283,229
	£952,922
	£2,736,151


SSA was designed as a framework – projects would be approved at an individual project level.  The SSA approval paper’s Next Steps and Project Development section states the following: “This group (Operations Management Group), with the support of SEA Strategy and Planning team, will also be responsible for ensuring that appropriate evaluation plans are put in place at project level during the approval process and that they are then implemented.”  The intention was that projects would be developed under the overall framework and then approved separately in line with normal project and appraisal guidelines and contain their own normal evaluation plans where applicable.  

One result of the network moving towards a more strategic and higher level basis of evaluating projects is that a number of the SSA projects may not now be subject to a specific evaluation.  
2.7 monitoring & evaluation

A small in-house team was identified, and was of sufficient importance that it was led by SEA’s deputy Chief Executive, to monitor the Plan on a regular basis.  Regular monitoring, as agreed by the Operations Management Group (OMG), was then carried out with reporting both to OMG and the SEA Board through the Monthly Management Report (MMR).  The type of monitoring that was carried out was agreed by OMG as being the appropriate way forward for SSA given its nature.  

3. consultations

3.1 introduction

This Chapter reports on the strategic and thematic discussions.  The discussion agendas were as follows:

· strategic:

· continuing rationale for SSA

· fit with, and contribution to, SEA’s priorities

· fit with other local services and initiatives delivered by LEF

· continued appropriateness of the themes

· main achievements and impacts emerging to date

· its appropriateness as a mechanisms for achieving the desired objectives

· opportunities to develop performance and effectiveness

· opportunities to mainstream when SSA funding ceases, and/or scope for projects continuing as national projects

· future direction and focus; and

· thematic

· their role in the themes’ projects

· perceptions of strengths and weaknesses of the individual projects

· the projects’ fit with other thematic projects delivered by SEA and those of other public sector agencies involved in the LEF

· perceptions of the projects’ success (in terms of objectives and targets) and its contribution to the wider strategic and operational objectives of the SSA, LEF strategic action plan and SEA’s operational Plan

· opportunities to mainstream when SSA funding ceases and/or scope for projects continuing as local or national projects

· suggested improvements to the management, focus, or delivery of the projects.

3.2 strategic

3.2.1 Rationale

When questioned as to the validity of the original rationale for SSA there was a general agreement that seeking additional funding to address key issues facing the Ayrshire economy was an appropriate response to the opportunity of funding.  The developments taking place at GPIA provided an ideal opportunity for SEA to become further involved in assisting in the development of one of Ayrshire’s and Scotland’s key assets.

The principle that Ayrshire requires funding to address the key issues that it faces continues to be valid.

3.2.2 Fit & Contribution to Priorities

The themes and projects identified within SSA fit with and contribute to the key operational objectives of SEA, as the projects are grounded within the Smart Successful Scotland framework, which drives the operations of the Enterprise Network. 

The themes and projects also fit with the wider Ayrshire Economic Forum’s objectives as articulated in the Ayrshire Scotland’s Western Gateway – SSA was designed to be SEA’s contribution to the wider strategy.  SEA has followed through in delivering key elements of the Ayrshire Scotland’s Western Gateway within the framework.

3.2.3 Themes

The five themes remain relevant to the continued development of the Ayrshire economy.  They are sufficiently broad enough to enable the key issues facing Ayrshire to be addressed.  The focus on aerospace and the development of GPIA remain key to this.

3.2.4 Achievements & Impacts

The view was expressed that there have been significant achievements in terms of activities and engagement with key sectors and key players within the key sectors.  SEA is working effectively with the aerospace supply chain, and now better understand their development needs.  In particular it worked with them to enhance their skills base.  SEA is doing much more with the Gold Standard Account Managed Companies than before. 

The impact of the activities has still to be realised and will only become known when final reviews and/or evaluations of individual projects are undertaken.

3.2.5 Appropriateness

There was general agreement that SSA was the appropriate mechanism through which to address the issues facing Ayrshire.  The strategy had a clear focus and identified a range of projects that needed to be delivered to affect the step change that would be required.  Projects were developed to fit the aims of the strategy, and each can be located within the strategic aims of SSA.

3.2.6 Performance Development

SEA adopted a pragmatic approach to the implementation of SSA.  The focus was geared towards delivery of projects that would achieve both the aims and objectives of SSA and the outputs and impact targets.  Developing performance in the future should therefore be geared towards more effective and efficient delivery of the projects.

3.2.7 Mainstreaming

Typically, when LECs obtain additional funding this is used to fund one-off projects rather than a continuation or enhancement of existing activity.  SSA was project based and project driven which limits the scope for mainstreaming SSA activity.  However some of the projects have now been mainstreamed as identified in the evaluation framework approved by OMG in 2005.
However, the new funding regime introduced by SE will allow SEA to bid for additional funding that could be used to extend the interventions developed under SSA.  SEA does not intend to have less funds to invest when the SSA funding comes to an end.

3.2.8 Future Direction/Focus

SEA should continue with its current focus on the aerospace park and GPIA related projects as the mainstay of its focus.  There are additional opportunities that should also be pursued – these include the coastal framework, tourism and leisure related activity.  The airport is the key link to future activity.

3.3 thematic

3.3.1 Growing Business

role

Initially involved in developing the projects that constituted SSA, through participating in the management team workshops that developed the themes and constituent projects.  The current role is one of management to ensure that projects are effectively delivered.

strengths & weaknesses

The key strength is SSA’s and Growing Business’s focus on an area of opportunity that was both discrete and tangible, with opportunities to realise significant benefits to the Ayrshire and Scottish economies.  Significant effort was required on the part of SEA to engage with the companies involved in the Gold Account Management project – they were not seeking assistance and so SEA sought to try and influence things that were not happening.

The key weakness was one of timing – SEA did not follow through on delivery quickly enough once the strategy had been developed and agreed.  In part this was due to the time it took the companies to recognise the benefits that would accrue from the service provided by SEA.

fit & contribution

SEA was already delivering business development assistance to account managed companies.  The Gold project therefore fits with and contributes to SSA and existing strategic frameworks – but has allowed SEA to become involved in bigger projects through the additional resources provided by SSA.  The companies involved may not necessarily meet the SE network’s segmentation criteria; SSA funding has therefore allowed SEA to devote resources to these companies, which has engendered cooperation amongst companies based at GPIA.

The graduate programme was not previously delivered by SEA – it is now a network product and this activity was additional to current offerings.

North Ayrshire Council is involved in a supply chain project, part funded by ERDF.  This project complements rather than duplicates the efforts of SEA through SSA as each are seeking to achieve different objectives and outcomes.

success

The intervention is regarded as a success.  SEA is working with companies to deliver longer-term projects that would have not been possible within mainstream funding.  It has enabled SEA to pilot a number different approaches – where these have produced benefits they have been continued, where success has been less evident they have been discontinued.   

mainstreaming

The graduate project has been mainstreamed as it is a network product – it was not so at the time that SSA was developed but has subsequently become so. 

Working with key companies is already mainstream business development activity.  The new funding regime within the SE network will allow SEA to bid for funding to continue these projects.

improvements

The key improvement required for the Growing Business thematic projects is that of tracking the achievement of targets set for individual company interventions.  The SSA funded projects are typically larger in scale than the norm and outputs and impacts are expected to be achieved in the longer rather than shorter term.

3.3.2 Skills & Learning

role

Initially involved in developing the projects that constituted SSA, through participating in the management team workshops that developed the themes and constituent projects.  The current role is one of management to ensure that projects are effectively delivered.

strengths & weaknesses

The key strength of the projects developed under this theme was the contribution that they would make to enhancing the skills of existing employees and those of the unemployed seeking to enter the labour market.  The Training Needs Analysis undertaken within the Gold Account Managed participating companies enabled the intervention to focus on the needs of their business.

The key weakness was the generation of momentum at the start of the process.  It took longer than anticipated to design the projects and engage the Gold Account Managed companies in the Training Needs Analyses and subsequent workforce development implementation than was originally anticipated.  The first year of the project was substantially behind schedule; however, years 2 and 3 moved at a much faster rate and closer to plan.

fit & contribution

The projects within this theme are linked to other projects developed under SSA and linked to the development of GPIA.  Workforce development and employability are key themes within Ayrshire Scotland’s Western Gateway and Smart Successful Scotland. 

success

It is too early to reach a judgement on the extent to which the projects have been successful in terms of achieving aims, objectives and targets.  The longer than anticipated project design and company engagement time resulted in the projects starting later than planned.  Given that some of the projects generated from the Training Needs analyses will take between 2 and 3 years to implement, many of the outputs and impacts are not yet visible for inclusion in the evaluation.  

mainstreaming

The projects have the opportunity to be mainstreamed within the workforce development framework.

improvements

The projects are broadly achieving what they set out to do, and therefore, there is limited scope for improvements.  Skills & Learning decided to develop and deliver the projects utilising existing staff resource, which had to contend with competing priorities throughout the duration of the projects.  The lead-in time to develop projects could be reduced for future projects if dedicated staff resources were applied by SEA.

3.3.3 Global Connections

role

Initially involved in developing the projects that constituted SSA, through participating in the management team workshops that developed the themes and constituent projects.  The current role is one of management to ensure that projects are effectively delivered.

strengths & weaknesses

The front end of developing SSA was very robust, but as the processes lengthened it became less focused.  Many of the projects developed within this theme had less to do with GPIA development.  

Much of the activity is the same as was done before.  The only project within SSA that will have a step change impact will be the GPIA projects – but SEA has been working with the airport for 5 years or more, which predates SSA.  

fit & contribution

The activities within this theme fit with Smart Successful Scotland and the Forum’s Ayrshire Scotland’s Western Gateway.  However there is limited evidence that other partners have followed through with action in terms of implementing the Gateway strategy.  

success

Much of the activity under this theme has been focused on the commissioning of studies that would shape future activities.  The success will be determined in the long term when the studies lead to the development of detailed projects and intervention mechanisms.

mainstreaming

Some projects such as Pride in Ayrshire and the coastal framework development have already become mainstreamed.  

improvements

The development process was highly effective at pulling together SSA – but it is unclear whether its implementation has made a significant difference to the Ayrshire economy.  The work at GPIA is however likely to have a significant impact over the long term.

progress to date

3.4 introduction

As discussed in Chapter 2, SSA is structured around five themes. There are a number of projects and/or studies to be delivered under each theme, some of which have been completed, some are currently underway and some are yet to commence. It is not our intention in this Chapter to review the progress of each project/study individually, but instead to focus on the overall progress to date
 of each theme. Progress for each individual project/study is detailed in Appendices 1-5.

Following our analysis at the theme level, progress will be aggregated to provide an overall picture of the progress to date of the SSA Plan.

Data and information of the individual projects/studies were accessed from individual Project Managers and included:

· project description;

· aims and objectives;

· expenditure (target and actual);

· activities, outputs and impacts (target and actual);

· evaluation details; and 

· future activity.

It is important to note that the targets set (including financial, activity, output and impact measures) are for the three-year period of April 2003 to March 2006, whilst the actual achievements recorded are for the period of April 2003 to September 2005. Therefore, by the end of March 2006, it is likely that the achievements will be higher than they stand at present.

Progress of each theme is discussed in sections 4.2 to 4.6 below.

3.5 theme 1: creating a balanced economy

The project at the heart of the ‘Creating a Balanced Economy’ theme is Gold Standard Account Management (GSAM). The aim of the theme is to work more closely with around twenty key businesses that are based in and around GPIA or which are part of the supply chain to or from GPIA. These companies are in addition to the current account/client managed companies. 

The overarching objective of the theme is to raise productivity with the company leading to higher value added outputs in all sectors, but specifically those related to aerospace. Further details of the project are given in Appendix 1.

Tables 4.1 and 4.2 detail the target and actual expenditure of GSAM, with Table 4.3 presenting the target and actual activities, outputs and impacts. 

By September 2005, the actual expenditure for GSAM stood at £221,669 which equates to 64% of the target of £344,000. In both 2003/04 and 2004/05 the actual expenditure was below the target. In 2003/04 this stood at 91%, dropping to 57% in 2004/05. With half of 2005/06 remaining, over half (61%) of the target expenditure has been spent. Assuming that all of the target expenditure for 2005/06 is spent, total expenditure by March 2006 will be £260,827, equivalent to 76% of the overall target.

	table 4.1: Target & Actual expenditure for ‘creating a balanced economy’



	2003/04
	2004/05
	2005/06
	Total

	Target
	Actual
	Target
	Actual
	Target
	Actual
	Target
	Actual

	£64,000
	£58,101
	£180,000
	£102,726
	£100,000
	£60,842
	£344,000
	£221,669


	table 4.2: Actual expenditure for ‘creating a balanced economy’ 



	2003/04
	2004/05
	2005/06
	Total

	Actual
	% of target
	Actual
	% of target
	Actual
	% of target
	Actual
	% of target

	£58,101
	90.8%
	£102,726
	57.1%
	£60,842
	60.8%
	£221,669
	64.4%


As shown in Table 4.3, in the four areas where activity targets were set (events/workshops supported, research undertaken, companies supported and companies using intellectual asset support), despite spending only 64% of the allocated budget to date, three of the four have already been met. In addition, actual measures were identified for supply chain audits, but no targets were actually set. 

	table 4.3: activities and Outputs/Impacts for ‘creating a balanced economy’ 



	
	Target
	Actual
	% of Target

	Activities

	Events/Workshops supported
	7
	7
	100%

	Research undertaken
	1
	1
	100%

	Supply chain audits
	-
	4
	-

	Companies supported
	8
	8
	100%

	Graduate placements
	-
	1
	-

	Companies using IA support
	3
	0
	0%

	Outputs/Impacts

	Supply chain improvement programmes
	1
	1
	100%

	Company projects
	6
	10
	167%

	Jobs created
	35
	-
	-

	Sales generated
	£1.4m
	-
	-


The number of graduate placements is well below what was anticipated, and no company engaged in the intellectual assets (IA) support. Although no targets were set for the number of graduate placements, discussions with the Project Manager revealed that the Graduates into Ayrshire element of the GSAM Programme intended to support more then one graduate in order to encourage graduates to live and work in Ayrshire. 

In addition, despite holding two awareness sessions regarding IA, no company subsequently worked with SEA to protect and exploit their assets. It was suggested that this was due to many companies not being aware of, or did not understand the term ‘intellectual assets’. It was suggested that more initial work was required to generate a greater understanding of IA before companies would be in a position to identify, protect and exploit them. 

Discussions with the Project Manager also revealed that for many of the account managed companies it is too early to identify impacts and in fact some projects have only recently been completed or are currently being undertaken. This suggests that more impacts are yet to accrue. 

SSA also allowed the flexibility to award one company funding that would not have been possible within the existing account/client management programme. To date this company has established two new products/processes, increased their turnover and increased their employee numbers by around 25% (equivalent to eight employees). 

3.6 theme 2: enhancing connectivity to markets

3.6.1 Introduction

In order to enhance connections to markets (locally, nationally and internationally), the key area of investment under the ‘Enhancing Connectivity to Markets’ theme is the Prestwick Development Zone (PDZ).  The projects contributing to the PDZ are:

· Prestwick Airport Development of Masterplan 05-08;

· Prestwick International Aerospace Park (PIAP); and

· CETI BAE Systems (MRO Expansion Project).

The development of a Masterplan and the PIAP includes high quality office and hotel accommodation, with the aim of:

· enhancing Ayrshire’s reputation as a business and tourist attraction;

· attracting into Ayrshire talented individuals/businesses from other parts of the UK/Ireland which are experiencing constraints;

· enabling Ayrshire people to service remote hot spot markets from an Ayrshire base; and

· helping develop GPIA as a business hub.

However, spend on the Masterplan and the PIAP from SSA funds has been on preparatory work, with the delivery of the PDZ now being taken forward as part of SE’s Competitive Place 5 Year Investment Plan (CPIP) rather than through SSA 

The CETI project has spent a large proportion of the original budget allocated to the theme. The key objectives of the CETI BAE Systems project are to:

· generate new FDI projects, which will increase the perception of Ayrshire and Scotland as a location for aerospace investment;

· create an internationally recognised major MRO centre in the West of Scotland; and

· create a Centre of Excellence that will assist in addressing a potential shortage of qualified aircraft engineers.

Full details of each project are given in Appendix 2.
Tables 4.4 and 4.5 reveal that three quarters of the revised budget for the theme has been spent. In 2003/04 the theme overspent by £103,243 (62%), with less than half of the allocated budget in 2004/05 being spent. 

If the entire target expenditure for 2005/06 is spent then total spend for this theme will reach just over £585,000 - 92% of the target.

	table 4.4: Target & Actual expenditure for ‘enhancing connectivity to markets’



	2003/04
	2004/05
	2005/06
	Total

	Target
	Actual
	Target
	Actual
	Target
	Actual
	Target
	Actual

	£167,000
	£270,243
	£305,000
	£148,871
	£165,960
	£61,018
	£637,960
	£480,133


	table 4.5: Actual expenditure for ‘enhancing connectivity to markets’



	2003/04
	2004/05
	2005/06
	Total

	Actual
	% of target
	Actual
	% of target
	Actual
	% of target
	Actual
	% of target

	£270,243
	161.8%
	£148,871
	48.8%
	£61,018
	36.8%
	£480,133
	75.3%


Table 4.6 details the activities and outputs of the theme. In this instance, all activities and outputs refer solely to the CETI project as progress on the Masterplan and the PIAP projects involved preparatory work only. 

	table 4.6: activities and Outputs/Impacts for ‘enhancing connectivity to markets’ 



	
	Target
	Actual
	% of Target

	Activities

	Employees in Training
	638
	Nothing recorded

	Outputs/Impacts

	Jobs created
	432
	240
	56%

	Jobs safeguarded
	246
	246
	100%


A target of 638 employees to be trained from BAE systems was set over the three year period, however, we have no evidence of ‘actuals’ being recorded against this to date. The target for jobs safeguarded has already been met, whilst 61% of the job creation target has been achieved.  Some £100,000 remains to be spent on the CETI project and due to the long lead in times for job creation, it is still possible for this target to be met in the future. 

It is also important to note that the activity and output targets set for the CETI project were based on an original target expenditure that was greater than the revised target expenditure. Given that the target has been reduced we would expect that the activity and outputs targets would also have been revised downwards to reflect this and also to reflect the under spend in 2004/05.  

3.7 theme 3: developing a positive workforce

The key focus of this theme is workforce and future skills development. It is recognised that in order to service the needs of key businesses, Ayrshire employees require the right skills to meet business needs, now and in the future. 

The objectives of Workforce Development (WFD) were to:

· stimulate and increase demand for training and development from employers and employees;

· enhance the employability of individuals;

· identify skill needs and enhance productivity of individuals and competitiveness of businesses; and

· enhance skill levels of those with low-level skill attainment.

The objectives of Future Skills, were to:

· equip individuals with the skills that will enable them to compete more effectively for the new jobs that will emerge as the Ayrshire economy shifts its focus away from manufacturing;

· improve labour productivity through enhancing the skills and hence the quality of the Ayrshire workforce; and

· enhance the competitiveness of Ayrshire companies through developing the quality of the workforce.

A total of four key projects were established to achieve these overarching objectives including:

· Employee Lifeskills 04/05;

· Workforce/Futureskills Development (03/04, 04/05 and 05/06);

· James Watt College Phase 2; and

· Tourism Industry Training (04/05 and 05/06).

Details of each these projects can be found in Appendix 3.

To date the SSA Programme has spent £161,283 on ‘Developing a Positive Workforce’. This equates to only 42% of the expenditure allocated to the theme. Under spend is evident in each year – 69% was spent in 2003/04 and 56% in 2004/05. The large under spend in 2004/05 is attributable to the Workforce/Futureskills Development project which spent £49,739 from an allocated budget of £125,000.

Should the theme spend all of the target expenditure for 2005/06, total expenditure will reach £291,766 (75% of the target). However, this largely depends on whether the James Watt College Phase 2 project spends its allocated £90,000 and this is looking increasingly unlikely with the Project Manager estimating that around £10,000 may be spent in 2005/06, with the remainder in 2006/07.  This project has been delayed due to the funding councils and the need for planning permission from North Ayrshire Council.
	table 4.7: target & actual expenditure for ‘developing a positive workforce’ 



	2003/04
	2004/05
	2005/06
	Total

	Target
	Actual
	Target
	Actual
	Target
	Actual
	Target
	Actual

	£64,000
	£43,849
	£167,500
	£93,318
	£154,599
	£24,116
	£386,099
	£161,283


	table 4.8: actual expenditure for ‘developing a positive workforce’



	2003/04
	2004/05
	2005/06
	Total

	Actual
	% of target
	Actual
	% of target
	Actual
	% of target
	Actual
	% of target

	£43,849
	68.5%
	£93,318
	55.7%
	£24,116
	15.6%
	£161,283
	41.8%


Although only a proportion (in this case 42%) of the target expenditure spent to date, it is likely that the targets that have not yet been met should be by the end of March 2006. In this theme, three of the four activity targets (employees in training, WFD planning and training events) have already been met and both output targets are on course to be met. 

In addition, these targets were not revised downwards despite the original target expenditure being revised downwards.  SEA have highlighted that this was because they were able to use resources more effectively and efficiently.  

	table 4.9: activities and Outputs/Impacts for ‘developing a positive workforce’



	
	Target
	Actual
	% of Target

	Activities

	Employees in training
	200
	246
	123%

	Managers in training
	7
	5
	71%

	WFD planning
	41
	41
	100%

	Training events
	11
	22
	200%

	Outputs/Impacts

	WFD plans completed
	31
	25
	81%

	WFD plans implemented
	12
	9
	75%


3.8 theme 4: reducing unemployment

The rationale for the ‘Reducing Unemployment’ theme is that Ayrshire’s unemployment rate has been consistently higher than the national average, and therefore measures are required in order to bring this to below the national average.  The key objectives of the theme are to:

· enhance the employability of those individuals in Ayrshire who are the most distant from the labour force;

· provide employers in the service and new employment sectors with individuals that have the appropriate skills and attributes; and

· reduce the unemployment level in Ayrshire, bringing the unemployment rate closer to the Scottish average. 

The four key projects under this theme are:

· Ayrshire Employment Initiative (AEI) Individual Employment Fund 05/08;

· Enhancing Employability (JobRotation) 03/04, 04/05 and 05/06;

· SSA Training for Work; and

· Delivery of Short Job-Focussed Training.

Full details of each project are provided in Appendix 4.

The first two projects are designed to help meet the objectives of the Ayrshire Employment Initiative (AEI), which addresses the needs of the longer-term jobless adults who face particular barriers to entering or re-entering the labour market. The theme also funded additional delivery of the National Training for Work Programme and plans to spend on the delivery of Short Job Focussed Training.

To date, £400,000 (65%) of the revised budget of almost £610,000 has been spent. Details are given in Table 4.10 and 4.11 below. 

In 2003/04, 63% of the allocated budget was spent and in 2004/05, 85% of the allocated budget was spent. In both years, this is attributable to under spend in the Enhancing Employability projects. 

Should the entire 2005/06 budget be spent, the theme would have spent £513,481, equivalent to 84% of the target.

	table 4.10: target & actual expenditure for ‘reducing unemployment’



	2003/04
	2004/05
	2005/06
	Total

	Target
	Actual
	Target
	Actual
	Target
	Actual
	Target
	Actual

	£128,000
	£80,943
	£320,000
	£270,670
	£161,868
	£47,425
	£609,868
	£399,038


	table 4.11: actual expenditure for ‘reducing unemployment’ 



	2003/04
	2004/05
	2005/06
	Total

	Actual
	% of target
	Actual
	% of target
	Actual
	% of target
	Actual
	% of target

	£80,943
	63.2%
	£270,670
	84.6%
	£47,425
	29.3%
	£399,038
	65.4%


Despite spending only 65% of the target expenditure to date, the theme has already exceeded the activity target by training 170 employees against a target of 100. In addition, 243 unemployed individuals received training. However, no target was set for this. The number of unemployed individuals that were assisted into employment has reached 95% of the target with six months remaining. The number remaining in a job after three months currently stands at 19 (27% of the target). 

	table 4.12: activities and Outputs/Impacts for ‘reducing unemployment’



	
	Target
	Actual
	% of Target

	Activities

	Employees in training
	100
	170
	170%

	Unemployed in training
	-
	243
	-

	Outputs/Impacts

	Number assisted into employment
	278
	264
	95%

	Number remaining in jobs after 3 months
	71
	19
	27%


3.9 theme 5: fostering a pride in ayrshire

A key challenge of Smart Successful Scotland centres on a falling or migrating population. The Pride in Ayrshire priority aims to deliver a message that Ayrshire has opportunity and potential, to both businesses and in-migrants.

The objectives were to:

· grow Ayrshire’s population through attracting new people to live in Ayrshire, leading to the proportion of Ayrshire’s population above working age converging to the Scottish average; and

· recruit a panel of high profile individuals who will provide counsel in economic development issues effecting Ayrshire and acting as advocates for Ayrshire in Scotland, the UK and internationally.

The ten key projects to achieve these objectives include:

· Kilmarnock Town Centre Office Developments;

· A Strategy & Approach to Burns;

· Tourism Innovation & Product Development;

· Honda Powerboat – Grand Prix Scotland 2004;

· Ayrshire Events;

· Business Tourism 04/05 and 05/06;

· Sailing Tourism 04/05 and 05/06;

· West Kilbride Craft Town; 

· Gateway Feature; and

· East Ayrshire Outdoor Access project.

In addition, eleven studies and research projects contribute/are contributing to the objectives of ‘Pride in Ayrshire’. These include:

· Ayrshire Golf Development study;

· Ayrshire’s Coast: A Development Framework;

· Tourism Research 04/05;

· Tourism Research 05/06;

· Kilmarnock Town Centre – Town Centre Development studies;

· Office Development at PIIP;

· Agents Consultancy Fees 02/03 and 03/04;

· Green Travel Plan: Strategic Development study;

· Ardrossan Harbour: Hotel Feasibility;

· Clyde Estuary Sailing study; and 

· M77 Extension: Impact Assessment.

Further details of the projects and studies are given in Appendix 5.

To date, around two thirds of the intended expenditure for the ‘Pride in Ayrshire’ theme has been spent. In 2003/04 actual expenditure was 40% higher than anticipated (equivalent to £30,496) whilst in 2004/05, spend was 18% lower than anticipated (equivalent to £57,180). In the first six months of 2005/06, 37% of the allocated budget has been spent. Should the remainder of the 2005/06 budget be spent then actual expenditure will be 96% of target expenditure, equivalent to £731,540. 

	table 4.13: target & actual expenditure for ‘fostering a pride in ayrshire’ 



	2003/04
	2004/05
	2005/06
	Total

	Target
	Actual
	Target
	Actual
	Target
	Actual
	Target
	Actual

	£77,000
	£107,496
	£310,729
	£253,549
	£370,495
	£136,663
	£758,224
	£497,708


	table 4.14: actual expenditure for ‘fostering a pride in ayrshire’ 



	2003/04
	2004/05
	2005/06
	Total

	Actual
	% of target
	Actual
	% of target
	Actual
	% of target
	Actual
	% of target

	£107,496
	139.6%
	£253,549
	81.6%
	£136,663
	36.9%
	£497,708
	65.6%


As detailed in Table 4.15, of the ten activity measures for which targets were set, seven have already been met and three have exceeded the target. However, of the ten outputs/impact measures, only three have been met or exceeded to date (Thistle Awards, AACB membership and jobs safeguarded). 

	table 4.15: activities and Outputs/Impacts for ‘fostering a pride in ayrshire’



	
	Target
	Actual
	% of Target

	Activities

	Events
	1
	1
	100%

	Workshops
	3
	3
	100%

	Promotional activity
	1
	1
	100%

	Business assisted
	10
	22
	220%

	Shop units restored
	4
	5
	125%

	Thistle applications
	8
	10
	125%

	Office space created
	-
	2,000 sq ft
	-

	Tourism paths created
	358km
	259km
	72%

	Training placements
	12
	24
	20%

	Studies undertaken 
	11
	11
	100%

	Studies undertaken as part of a project
	7
	7
	100%

	Outputs/Impacts

	Visitors
	60,317
	7,334
	12%

	Bednights
	500
	-
	-

	Thistle awards
	1
	2
	100%

	Investment generated
	£187,000
	-
	-

	New products
	2
	0
	0

	AACB membership
	45
	48
	107%

	Business established
	12
	5
	42%

	Visitor spend
	£2.26m
	£1.6m
	71%

	Jobs created
	85.5
	8.5
	10%

	Jobs safeguarded
	1
	1
	100%


The visitor target of 50,000 is comprised from projects that have not yet been evaluated (East Ayrshire Outdoor Access project with a target of 40,000 and the Honda Powerboat: Grand Prix of Scotland Event with a target of 10,000).  

Therefore, where evaluations are deemed appropriate these may reveal that this target has been met (Honda Powerboat: Grand Prix of Scotland was evaluated in 2003 and the findings from these were used to inform delivery during the period of SSA). However, as detailed in Table 4.16, the actual visitor numbers when compared to targets for those projects that have been evaluated, it is evident that 71% of the visitor target has been achieved to date. 

	table 4.16: activities and Outputs/Impacts for evaluated projects ‘fostering a pride in ayrshire’



	
	Target
	Actual
	% of Target

	Outputs/Impacts

	Visitors
	10,317
	7,334
	71%

	Visitor spend
	£1.6m
	£1.6m
	100%

	Jobs created
	8.5
	8.5
	100%


Some 71% of the tourism project spend target has been met to date. It is not currently possible to offer a view on whether this target will be met in the future, as the Honda Powerboat Event and the East Ayrshire Access project are responsible for achieving the remaining 29% of the target, both of which have not been subject to an economic impact evaluation. Table 4.16 reveals that tourism spend has already reached the target for those projects that have been evaluated.

Finally, only 10% of the job creation target has been achieved to date.  This reflects the fact that some of the projects have not yet been subject to a full economic impact evaluation, as it is as yet too early to do so. The West Kilbride Craft Town project is responsible for delivering a large proportion of this target. Again, Table 4.16 reveals that the job target for evaluated projects has already been achieved.

3.10 Aggregate Analysis

This section brings together the spend, activities, outputs and impacts of the five themes to present an overall picture of the progress of SSA to date.

Tables 4.17 and 4.18 review the expenditure to date and Table 4.19 reviews performance for the key indicators
.

As detailed in Table 2.1 in Chapter 2, SSA was allocated an original budget of £6m over the three-year period from April 2003 to March 2006. However, this target immediately decreases by around £3.1m as the Prestwick International Aerospace Park (PIAP) project is now being taken forward as part of the Competitive Place 5 Year Investment Plan (CPIP) rather than through SSA. 

In addition, the original financial targets for 2003/04 and 2004/05 were revised downwards from £780,000 to £500,000 and £2.08m to £1.28m respectively (see Tables 2.1 and 2.2.  The target for 2004/05 was revised downwards as the initial allocation from the SE network for work similar to the SSA was set at 65% of plans for that year.  In 2003/04 the actual spend was 12% above the revised target, however, in 2004/05 actual expenditure was 32% below target. For 2005/06 over one third of the revised target has been spent. Therefore, to date
, 64% (£1.76m) of the total revised target of £2.74m has been spent. 

Given the under spend in 2004/05, should the remaining two thirds of the target for 2005/06 be spent, the SSA project will have spent £2.38m by March 2006 equivalent to 87% of the revised target. However, this assumes that the entire allocated budget for the last year of SSA be spent. 

Details are given in Tables 4.17 and 4.18 below.

	table 4.17: target & actual expenditure for SSA 



	2003/04
	2004/05
	2005/06
	Total

	Target
	Actual
	Target
	Actual
	Target
	Actual
	Target
	Actual

	£500,000
	£560,632
	£1,283,229
	£869,135
	£952,922
	£330,064
	£2,736,151
	£1,759,831


	table 4.18: Actual expenditure for SSA 



	2003/04
	2004/05
	2005/06
	Total

	Actual
	% of target
	Actual
	% of target
	Actual
	% of target
	Actual
	% of target

	£560,632
	112.1%
	£869,135
	67.7%
	£330,064
	34.6%
	£1,759,831
	64.3%


Table 4.19 shows the progress against the key activity, output and impact targets to date for all projects across SSA.  Table 4.19 indicates that the key activity target for businesses assisted across SSA has already been met. The target for the number of employees trained stands at 45%.

	table 4.19: aggregate analysis of key indicators for SSA



	
	Target
	Actual
	% of Target

	Activities

	Businesses Assisted
	59
	63
	107%

	Workshops
	-
	7
	-

	Employees in training
	945
	421
	45%

	Unemployed in training
	-
	243
	-

	Studies/research
	-
	21
	-

	Outputs/Impacts

	Visitors
	60,317
	7,334
	12%

	Businesses established
	12
	5
	42%

	Visitor spend
	£2.26m
	£1.6m
	71%

	Sales generated
	£1.4m
	-
	-

	Number assisted into employment
	278
	264
	95%

	Jobs created
	552.5
	248.5
	45%

	Jobs safeguarded
	247
	247
	100%


The output and impact measures in Table 4.19 suggest that only the jobs safeguarded target has been met to date, although number assisted into employment is close to target. However, these results should be viewed with caution as many are impact targets that are yet to be assessed through evaluations of the individual projects. The nature of SSA projects affect the timing of the achievement of impacts. For example, initiatives that immediately place people into employment generate immediate employment impact results (i.e. number assisted into employment), whilst for physical development and business development projects there is a lag between the support being provided and impacts being achieved.

Basing conclusions on Table 4.19 would give an artificially low level of performance as those projects not yet evaluated would be included in the targets but not in the actual performance figures.  

Therefore, Table 4.20 shows the key targets only for those projects that have been monitored regularly or that have been subject to an evaluation. The figures that change from Table 4.19 to 4.20 are in italic.

	table 4.20: aggregate analysis of key indicators for SSA (evaluated projects only)



	
	Target
	Actual
	% of Target

	Activities

	Businesses Assisted
	59
	63
	107%

	Workshops
	-
	7
	-

	Employees in training
	307
	421
	137%

	Unemployed in training
	-
	243
	-

	Studies/research
	-
	21
	-

	Outputs/Impacts

	Visitors
	10,317
	7,334
	71%

	Businesses established
	12
	5
	42%

	Visitor spend
	£1.6m
	£1.6m
	100%

	Sales generated
	£1.4m
	-
	-

	Number assisted into employment
	278
	264
	95%

	Jobs created
	440.5
	248.5
	56%

	Jobs safeguarded
	247
	247
	100%


Table 4.20 reveals that focusing on those projects where outputs/impacts have already been monitored/evaluated, the level of visitors, visitor spend and job creation are at a higher proportion of target than suggested in Table 4.19.  Although some of the targets are still behind, this is likely to be a timing issue particularly in relation to jobs created.

3.11 Lessons Learned

In addition to discussing the objectives, targets and achievements of each project, where appropriate, the Project Managers were also asked a number of questions in relation to:

· the rationale for continuing/discontinuing project activity; 
· future plans and priorities;
· examples of best practice or innovation in design/delivery;

· lessons learned; 

· the strengths and weaknesses; 

· the projects’ contribution to the wider strategic and operational objectives of the SSA; and

· any opportunities to develop project performance and effectiveness.

Again, we do not report these findings on a project-by-project basis but rather as they are cross cutting themes, we draw together the main points of the feedback, including:

· the future of the projects;

· research opportunities;

· flexibility;

· use of existing of models;

· relationship development; and

· communication of SSA to Project Managers.

3.11.1 Future of Projects

The future of the projects funded (fully or partly) through SSA varies. Some are, as intended, discrete projects that will be completed by March 2006 (e.g. CETI BAE Systems) and some have been moved from SSA to other Programmes and Plans (e.g. the Prestwick International Aerospace Park will be taken forward through CPIP). 

For those projects under the theme of ‘Developing a Positive Workforce’, the future is uncertain. This is largely because SE is reviewing how they deliver workforce development (WFD). A number of lessons learned that could inform future delivery of WFD in general and that can be absorbed into mainstream support.  For example the Workforce/Futureskills Development Project in 2005/06 incorporated a benchmarking exercise into the set training needs analysis (TNA). This was made a condition of the funding support and will allow SEA to better assess the progress made as a result of the funding. 

Although the future of some projects may be unclear the SSA did provide the opportunity to demonstrate the value of projects and the value that they could provide if continued in the future.

3.11.2 Research Opportunities

SSA gave SEA the opportunity to undertake research and then develop the most appropriate responses based on the findings. For instance, through the GSAM some Freight Forwarding research was undertaken which flagged up opportunities for local companies. Furthermore, the same project was able to raise the issue that companies are generally at the awareness raising level with regards to intellectual assets (IA) and that support needs to be tailored to this rather than funding the next stage, i.e. audits of IA.

Another example is the study, A Strategy and Approach to Burns, which allowed SEA to identify projects to be taken forward including support for the Burns Festival, Burns Heritage Park development and Burns Trail.  Another study based project, the ‘Ayrshire Events’ studies allowed for a Burns market audit and the development of a Tourism Action Plan. 

3.11.3 Flexibility

The rationale for SSA was to provide an opportunity to address key issues that specifically face the Ayrshire economy. Through SSA funding, the criteria for support was not constrained by criteria imposed on mainstream local or national programmes. This flexibility was consistently commented on as a key strength of the projects funded through SSA.  

For example, the Individual Employment Fund project (part of the ‘Reducing Unemployment’ theme) had some flexibility in that the project could support individuals who do not necessarily meet the criteria as stipulated by the national Training for Work (TfW) programme (i.e. aged 25+ and unemployed for at least six months). 

It was argued that many Ayrshire residents tend to be less than six months unemployed as they are in and out of work continuously due to unsustainable employment opportunities. Therefore, unless they are disadvantaged in another way (lone parent, disabled etc) they are not entitled to TfW support. This project allowed such individuals to access support, which to date is on course to meet targets set.

Other examples of flexibility included the ability to award large sums of money to one company through the GSAM project, which would not have been possible under the mainstream account/client management programme, and the ability to offer more flexible types of training
 to companies of any size and any location.

3.11.4 Use of Existing Models

SSA gave Project Managers the opportunity to try out new and innovative ways of delivering established models and adapt them to suit new situations and opportunities. For example, a standard JobRotation model existed which required SEA to work with SMEs. Through SSA this was adapted to use the same underlying principles but for one large employer (GPIA), demonstrating that the model is transferable across sectors and across company size. It is unlikely that this project would have gone ahead had the SSA funds not been made available. 

In addition had this project not gone ahead, the relationship developed with GPIA may not be as strong as it is now, as discussed below.

The opportunity to pilot new projects or amend existing models is beneficial not only during the period of SSA but when these are adopted into the mainstream approach; they can also benefit future delivery.

3.11.5 Relationship Development

According to the Project Managers, one of the key advantages of the projects under SSA was that new relationships and previously limited relationships were developed and strenghtened, particularly with GPIA. It was suggested that these strengthened relationships are not only beneficial in that they will make it easier to pursue future opportunities, but that SEA have been given the opportunity to help change the recruiting practices of GPIA. For example, previously it was typical of GPIA to recruit only job changers as opposed to the relatively large pool of unemployed in Ayrshire.  However, the successful JobRotation project, which involved only the unemployed, has helped give the airport a more positive perception of the unemployed. 

conclusions and recommendations

3.12 Introduction

This chapter draws on the various elements of the work programme to present a set of conclusions and recommendations, which are organised around the objectives of the study.

3.13 Confirm and audit data collected through the monitoring process

The information provided to the OMG was that deemed at the outset as the most appropriate for keeping them appraised of progress within the Plan.  It provided a narrative update on the progress of key projects within the plan.  Monitoring of activities, outputs and impacts was then undertaken at the project level and action taken at this level to address any issues identified.  In addition those responsible at the programme level were continually reviewing progress within their respective programme(s) and instigating changes were necessary.

However, in addition to this it may be useful in the future to provide data on activities, outputs and impacts at the Programme and Plan level as part of the overall monitoring system.  This would ensure that everyone has access to all the information and are clear about how this information is shaping the delivery of the Plan.

Recommendation 1: Provide monitoring data on the activities, outputs and impacts 

3.14 Outputs and outcomes

Although the target spend for SSA was originally £6 million, very early in the process the level of target spend was halved to £3 million.  The main reason for this was the removal of the Prestwick Development Zone project from the SSA (it is instead being delivered through the Competitive Place 5-year Action Plan). 

Indeed on the basis of the spend targets set for the individual years, the overall forecast spend for the plan was £2.7 million.  Progress was being driven by the individual projects rather than overall targets set at a plan level.  Therefore when individual projects were delayed or estimated to spend less than anticipated then the overall expenditure for any given year was simply revised downwards.  Therefore, taking account of these revisions then the total forecast spend for the plan will be £2.38 million (based on actual spend for 2003/04, 2004/05 and forecast spend for 2005/06).  Actual spend as at September 2005 was £1.76m, so whether this forecast spend is achieved depends on whether the remaining forecast spend of c£620,000 takes place (which it may not).

The way that the plan has operated does not mean that, if £2.38 million is spent that there is c£0.6 million left unaccounted for, as SEA have only ever accessed funds to meet the delivery of those projects that have progressed.  It was agreed with SE at the outset that the level of funds available in each year would depend on competing resources and priorities at that time.  However, it should be noted that this approach would not be appropriate for all Plans, particularly those where an amount of funding is ring-fenced solely for that purpose.   

Recommendation 2: Where future Plans have ring-fenced funding there is a need to continually review the portfolio of projects.  Where projects are delayed or under spending there is a need to establish whether new projects could be developed or existing projects extended. 

When we consider the performance in relation to this revised expenditure the projects that are taking place are progressing well.  Evaluations of individual projects will be required to fully assess outputs/impacts including net impacts.   However, to the extent that activities and outputs/impacts that can be assessed to date provide an indication on progress towards these ultimate impacts, the projects on the whole are performing well.

The original plan for SSA identified ultimate targets in terms of numbers into training, numbers assisted into employment and jobs created.  As identified earlier the link between these initial high level targets and what was developed at the project level was broken early in the process.  Therefore it is not possible to assess progress in relation to these original high level targets, however it is possible to identify the level of performance actually achieved compared to the targets set for the individual projects identified, which includes:

· employed in training 421 (45% of target);

· number assisted into employment 264 (95% of target); and

· number of jobs created 248.5 (45% of target).

This may initially seem to suggest that progress is well behind target.  However, one of the main reasons is that in some cases outputs/impacts have to date not been assessed.  If we consider performance for projects that have been assessed to date then this shows:

· employed in training 421 (137% of target);

· number assisted into employment 264 (95% of target); and

· number of jobs created 248.5 (56% of target).

Therefore performance is above or very close to target for the first two.  For the latter one other factor will have an affect on performance to date – the lag between intervention and jobs actually being created.  Therefore progress against this target cannot be fully assessed at this time, as further job impacts are likely to accrue as time progresses.

In addition to performance against these targets, the SSA has also:

· created 5 new businesses (42% of target); and

· realised £1.6 million of visitor spend (71% of target rising to 100% when only those so far assessed are included).

Also the SSA has brought about outputs/impacts that were not originally targets as follows:

· 243 unemployed people in training; and

· 247 jobs safeguarded.

3.15 Qualitative Performance and lessons learned

There are a number of qualitative benefits that have been derived from development of projects through SSA, which include:

· the opportunity to develop projects that otherwise would have been unlikely to take place;

· flexibility to amend existing models to meet the needs of the Ayrshire economy; and

· the opportunity to demonstrate the value of these new and amended projects.

Where these projects have been successfully implemented it has not only been beneficial during the duration of SSA, but where these are adopted into mainstream support they can also benefit future delivery. 

SSA has also provided the opportunity to:

· develop relationships which has allowed SEA to influence company approaches to recruitment and training (notably GPIA, a key focus for the whole SSA, have changed their approach to recruitment); and

· undertake research to help inform future strategy and project development.

The research work, although not directly contributing to targets at this time, has allowed SEA to identify the most appropriate future directions to take in addressing the issue/barriers facing the Ayrshire economy.  In particular it has identified a set of projects to be taken forward in the future aimed at ultimately improving the performance of the Ayrshire economy.

3.16 Learning to improve future performance

There are lessons to be learned from the delivery of SSA, identified within individual projects and collectively as identified above, that can be used to improve future performance.  This review can be used to help inform the delivery of both individual projects and the approach to interventions such as SSA in the future.  However, in the future it may be beneficial to undertake a review earlier in the plan period in order to help shape its direction during the life of the plan.  This need not necessarily be an external review/evaluation but could be an internal review to assess and document progress to date and actions to be undertaken for the remainder of the plan.

We understand from SEA that they were continually reviewing progress of the plan with those leading on the separate programmes, however, it would be beneficial to make this more formalised.  This will ensure that everyone involved with the plan is clear about any issues identified, how they are being addressed and any lessons that can inform future delivery.  

Recommendation 3: Undertake an internal review of future plans after 12 months.

3.17 Suitability of projects

Central to the development of SSA was the location and development opportunities afforded by GPIA.  The development of SSA aimed to build on the progress made in recent years in developing the airport and on the aerospace and related industries, and their supply base, using the airport environs.  

The development of SSA identified that some activities would be geared directly to opening up new market opportunities offered by the airport and the companies surrounding it.  Other components were developed to build linkages with the airport and between Ayrshire and the West of Scotland – developing the supply base, building enhanced skill levels, improving transport links, and hence creating a wider impact on Ayrshire and Scotland.

Early in the delivery of SSA the main project in terms of spend and associated impacts – the Prestwick Development Zone – was removed from SSA to be delivered through SE’s 5-year Competitive Place Plan.  However, the rationale for the projects that were to be developed through SSA was maintained as they were geared at supporting the opportunities at GPIA and bringing about a repositioning of the Ayrshire economy.

The projects that were developed under SSA were appropriate to achieving its overall aims, although it needs to be recognised that in reality many of the projects, particularly physical development projects and studies would not be able to contribute to these changes within the three year period of the plan.  

While the suitability of individual projects can be assessed through the approvals process, the portfolio of projects that have been developed needs to be continually assessed.  This is necessary to ensure that the correct mix of projects, particularly between those that will achieve short-term and long-term impacts, is maintained.  It is necessary to identify where projects are unlikely to proceed as anticipated and the effect that this will have for the overall targets of the plan.
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� The projects that make up SSA will be discussed in Chapter 4.


� To September 2005


� As there are many measures for activities, outputs and impacts across the five themes, we have chosen to review only those considered key performance indicators.


� To September 2005.


� Excluding training required by law or by the Health and Safety Executive.
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