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1.
BACKGROUND AND OBJECTIVES

1.1
The extent to which Local Enterprise Companies can help local organisations with specialists skills, experience and knowledge, is critically important to the accomplishment of both their, and consequently their areas’, economic objectives. Indeed, successful economic development will only be achieved through the acknowledgement that it is a process that must be delivered in partnership across numerous organisations to meet the diverse, but interdependent, needs of local economies. This is the rationale that lies behind Scottish Enterprise Dumfries and Galloway’s (SEDG) funding support for both Solway Heritage (SH) and Dumfries Town Centre Partnership (DTCP). We have been commissioned by SEDG to evaluate the outputs and performance of SH and DTCP and their subsequent contribution to the process of local economic development in Dumfries and Galloway.

1.2
The need to be accountable is not just a task placed upon public funding so as to justify expenditure, it is a means of learning from both best practice and, inevitably, mistakes. Indeed, this latter element of the evaluation process is particularly apparent in the case of DTCP which has recently ceased operating and has been placed in the process of liquidation.  In this case, there is much to be learned from what went wrong.

1.3
Specifically, the study brief required us to undertake the following tasks.

(
Evaluate the performance and outputs achieved from the operational funding support provided to Solway Heritage and the Dumfries Town Centre Partnership.

(
Investigate the potential for increasing income generation, without displacing private sector income, in operating the organisations.

1.4
In meeting these objectives, we have sought to build upon the evaluation of both SH and DTCP which was undertaken by Alex Neil in 1999 of SH and DTCP against the performance measures specified in SEDG Service Contracts.  This was done through:

(
assessing Alex Neil’s evaluation and all other relevant information regarding the two organisations;

(
meeting representatives from each organisation as well as relevant representatives from public and private organisations;

(
and drawing up a framework which allowed both absolute and relative performance to be evaluated.

1.5
In carrying out this process we have added value by evaluating not just the extent to which the projects have reached their targets, but to uncover the factors that have led to this achievement and the areas that are in need of improvement. This has been achieved by evaluating the main interdependent factors that influence the success of an organisation or activity, namely:

(
The concept

(
The management

(
The staff

(
The resource

(
The achievement of targets

1.6
By evaluating these attributes the reasons for success can be assessed, giving valuable information for the future operation of both SH and DTCP (or, in this case, a possible successor organisation).  Indeed, only by knowing the internal strengths and weaknesses of an organisation can its core competencies be defined. It is these competencies that should provide the basis for all future strategic decision making.

1.7
We have also evaluated SH and DTCP within a generic framework that can be applied to a wide range of organisations and projects. This will allow both SH and DTCP to be benchmarked against each other and against other SEDG projects, enabling:

(
internal benchmarking where key areas of priority from within SH and DTCP can be highlighted;

(
external benchmarking, where SH and DTCP attributes can be measured against other SEDG funded projects.

1.8
This has provided valuable information regarding the key priority areas that SH and any body that succeeds DTCP need to concentrate on if they are to improve in relation to their own standards and those of others, as described in more detail in Chapter 2.

2.
THE EVALUATION FRAMEWORK
2.1
Our objective in developing the evaluation framework is not only to provide a means of assessing the Solway Heritage and Dumfries Town Centre Partnership but also to allow the assessment to be compared with others.  In doing so, we also want to be as helpful as possible to the projects under consideration in development terms.

2.2
This is challenging, given that the projects being considered vary in terms of type: for example, Solway Heritage is very different from Dumfries Town Centre Partnership which is different again from Wigtown Book Town.  All are organisations which are supported by Scottish Enterprise Dumfries and Galloway and all are currently being evaluated.  Clearly, if information could be collected on each which not only allowed absolute evaluations to be carried out but which also permitted relative assessment between them, this would be helpful.

2.3
This demands that generic headings and question areas are developed which apply to all the projects and any others which the Enterprise Company may add in the future.  We have developed these question areas on the basis of our evaluation experience and the needs of this particular assignment, as defined below.

(
Target Setting
1.
How realistic are the targets which have been set?

2.
Are they capable of measurement?

3.
How do they relate to wider SEDG objectives?

4.
To what extent has the assisted organisation bought into them?

(
Project Organisation and Management
5.
How effective is the organisation’s committee and management structure?

6.
What are the skills and experience of the project manager in relation to what he/she is expected to deliver?

7.
What monitoring and reporting systems have been established?

8.
How regularly and in what form is performance reported to the management committee and the Enterprise Company?

9.
How is the organisation funded and has an exit strategy been developed which will move the organisation towards self-sufficiency?

10.
Are there effective financial management controls in place?

(
Project Marketing
11.
What is known about the target markets?

12.
Have marketing/communication objectives been set?

13.
Is there a marketing plan, including measures to monitor effectiveness?

14.
Is there awareness of competitive and complementary projects in the area?

15.
Have relevant strategic alliances/networking arrangements been established?

(
Impacts and Outputs
16.
To what extent have the targets been met (on basis of information that can be verified)?

17.
What is the impact of organisational performance on the local economy in terms of employment, productivity and adding value?

18.
What are perceived to be the main reasons for success or failure?

2.4
Answers to these questions are scored on the basis of a scale of 1 to 5, using decimal points.  Results are then added and the average for the project as a whole is calculated.  All features below average are then emboldened.  This is known (by tms) as internal benchmarking.  All projects being evaluated within the framework are then assessed across the matrix in terms of particular features, with averages across the way being calculated.  This is external benchmarking.  Within each project, features which are below both the internal and external averages are then isolated and the percentage below average in each case is calculated.  These percentages are then multiplied (i.e. internal percentage below average x external percentage below average) to give a performance index.  The indices are added and average values again calculated, with features below average again being emboldened.  These are the features which obviously require immediate attention.

2.5
In order to clarify the above explanation we have provided the summary results of projects we have evaluated for another client which is active in the social economy.  This is contained in Appendix A.  The criteria and question areas are different but the principles are identical.  As can be seen, the advantages of this evaluation process are that it:

(
enables projects to assess where they fall below their own internal average;

(
allows relative assessment across projects;

(
allows others then to see where they are below average externally by particular area of activity;

(
uses the performance indices to focus on those areas of activity requiring immediate attention.

2.6
We believe that this approach, which allows the reasons behind performance to be identified as well as the performance itself to be evaluated against targets, is helpful in that it allows corrective action to be taken and systems put in place to monitor this on an ongoing basis.  This should help the projects to improve and be more effective in meeting their targets, which should in turn provide the Enterprise Company with a better return on their investment.

2.7
The extent to which this claim is justified is tested later in this report.  In the meantime, our overall conclusions and recommendations are summarised in Chapter 3, with detailed analyses, conclusions and recommendations for each of SH and DTCP being contained in the respective sections which deal with each of these organisations.

3.
SUMMARY CONCLUSIONS AND RECOMMENDATIONS

3.1
Our key conclusions and recommendations have been shaped by the table below.

	Marketing Criteria
	Projects
	Average Scores

	
	Solway Heritage
	DTCP Project
	Wigtown Booktown
	All Three Projects
	Without DTCP

	Targets Setting
	
	
	
	
	

	1.
	How realistic are the targets set?
	3.8
	2.0
	2.0
	2.60
	2.90

	2.
	Are they capable of measurement?
	4.0
	4.0
	2.0
	3.33
	3.00

	3.
	How do they relate to wider SEDG objectives?
	3.5
	2.5
	3.5
	3.17
	3.50

	4.
	To what extent has the assisted organisation bought into the targets?
	4.4
	1.0
	2.0
	2.47
	3.20

	Project Organisation and Management
	
	
	
	
	

	5.
	How effective is the committee and management structure?
	3.7
	2.1
	3.8
	3.20
	3.75

	6.
	What are the skills and experience of the project manager in relation to what he/she is expected to deliver?
	3.7
	1.0
	3.5
	2.73
	3.60

	7.
	What monitoring and reporting systems have been established?
	4.2
	0.5
	2.0
	2.23
	3.10

	8.
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?
	4.5
	1.3
	1.5
	2.43
	3.00

	9.
	How is the organisation funded and has an exit strategy been developed which will help the organisation towards self-sufficiency.
	4.0
	2.0
	2.5
	2.83
	3.25

	10.
	Are there effective financial management controls in place?
	3.8
	1.2
	3.0
	2.67
	3.4

	Project Marketing
	
	
	
	
	

	11.
	What is known about the target markets.
	3.5
	2.5
	2.3
	2.77
	2.90

	12.
	Have marketing/ communication objectives been set?
	1.0
	0.5
	3.0
	1.50
	2.00

	13.
	Is there a marketing plan, including measures to monitor effectiveness?
	1.5
	0.5
	3.0
	1.67
	2.25

	14.
	Is there awareness of competitive and complementary projects in the area?
	4.6
	0.9
	3.2
	2.90
	3.90

	15.
	Have relevant strategic alliances/networking arrangements been established?
	2.8
	1.1
	2.8
	2.23
	2.80

	Impacts and Outputs
	
	
	
	
	

	16.
	To what extent have the targets been met (on basis of information that can be verified)?
	4.8
	4.0
	3.5
	4.10
	4.15

	17.
	What is the impact of organisational performance on the local economy in terms of employment, productivity and adding value?
	3.2
	1.0
	3.2
	2.47
	3.20

	18.
	What are perceived to be the main reasons for success or failure?
	3.6
	1.0
	2.5
	2.37
	3.05

	Average Scores
	3.59
	1.62
	2.74
	2.65
	3.16


3.2
In the above table we have calculated average scores by feature for all three projects and for Solway Heritage and the Wigtown Booktown without the inclusion of the DTCP.  There are slight variations in the results within the two sets of analyses when individual feature markets are compared against the overall averages, as summarised below.

	All Three Projects
	Average Score

	12
	Have marketing/communications objectives been set?
	1.50

	13
	Is there a marketing plan, including measures to monitor effectiveness?
	1.67

	7
	What monitoring and reporting systems have been established?
	2.23

	15
	Have relevant strategic alliances/networking arrangements been established?
	2.23

	18
	What are perceived to be the main reasons for success or failure?
	2.37

	8
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?
	2.43

	4
	To what extent has the assisted organisation bought into the targets?
	2.47

	17
	What is the impact of organisational performance on the local economic in terms of employment, productivity and adding value?
	2.47

	1
	How realistic are the targets set?
	2.60

	10
	Are there effective financial management controls in place?
	2.67

	11
	What is known about the target markets?
	2.77


	Without DTCP
	Average Score

	12
	Have marketing/communications objectives been set?
	2.00

	13
	Is there a marketing plan, including measures to monitor effectiveness?
	2.25

	15
	Have relevant strategic alliances/networking arrangements been established?
	2.80

	1
	How realistic are the targets set?
	2.90

	11
	What is known about the target markets?
	2.90

	8
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?
	3.00

	2
	Are they capable of measurement?
	3.00

	18
	What are perceived to be the main reasons for success or failure?
	3.05

	7
	What monitoring and reporting systems have been established?
	3.10


3.3
If the criterion “main reasons for success or failure” is omitted (see below) the consolidated table produces the following.

	12
	Have marketing/communications objectives been set?

	13
	Is there a marketing plan, including measures to monitor effectiveness?

	15
	Have relevant strategic alliances/networking arrangements been established?

	1
	How realistic are the targets set?

	8
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?

	7
	What monitoring and reporting systems have been established?

	11
	What is known about the target markets?

	2.
	Are they capable of measurement?

	3
	How do they relate to wider SEDG objectives?

	10
	Are there effective financial management controls in place?


3.4
These criteria can then be grouped to suggest that :

(
target setting should be more realistic, with more thought being given to their relationship to wider SEDG objectives and how they can be cost-effectively measured;

(
marketing and communications appear to be as much of a mystery to organisations such as those evaluated as they are to many in the private sector;

(
in particular, clear objectives need to be set within the context of a marketing plan which includes strategic alliances and networking;

(
there is also a need to ensure that monitoring systems are not only in place but that the results to emerge from them are regularly reported to management committees and the Enterprise Company, with these results being directly related to the targets set (which should in turn be related to SEDG objectives);

(
as part of this process, financial controls should obviously be adequate and seen as an integral part of all monitoring and evaluation systems.

3.5
In addition to these conclusions and the implicit recommendation that the Enterprise Company needs to follow them up, we would suggest that the evaluation process introduced in this report be further developed.  We would be delighted to be part of this process through re-examining the criteria (for example, we would replace “main reasons for success or failure” – which should naturally fall out of the evaluation process – with a criterion related to the “need for the service being provided”).
3.6
As far as the projects evaluated within this study are concerned, the main conclusion to emerge are not surprising in that :

(
Solway Heritage scores well;

(
the Dumfries Town Centre Partnership does not;

(
and the Wigtown Booktown lies between the two.

3.7
Detailed analyses on Solway Heritage and the DTCP are contained in each of the next two sections, given that these projects were the ones we were asked to evaluate in this particular study.  As far as the Wigtown Booktown is concerned, particular conclusions can be drawn from the results to emerge from application of our recommended evaluation process.  These are summarised overleaf.

	No.
	Criterion
	% Before Average
	Performance Index

	
	
	Internal
	x
	External
	

	1.
	How realistic are the targets set?
	24
	x
	23
	552

	2.
	Are they capable of measurement?
	24
	x
	40
	960

	4.
	To what extent has the assisted organisation bought into the targets?
	24
	x
	38
	912

	7.
	What monitoring and reporting systems have been established?
	24
	x
	10
	240

	8.
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?
	43
	x
	38
	1634

	9.
	How is the organisation funded and has an exit strategy been developed which will help the organisation towards self-sufficiency.
	5
	x
	12
	60

	11.
	What is known about the target markets.
	13
	x
	14
	182

	
	
	
	
	Average
	620


3.8
In the case of the Wigtown Booktown the evaluation is generally positive, although we have some concerns about performance reporting to the Enterprise Company.  In addition, at least some of the targets appear to us to be difficult to measure which is perhaps why those responsible for the initiative are not entirely committed to them.

3.9
As mentioned earlier, the performance of each of Solway Heritage and the Dumfries Town Centre Partnership is evaluated in some detail in the next two sections, beginning with the former.

4.
ORGANISATIONAL OVERVIEW

SOLWAY HERITAGE

4.1
This chapter contains the following sections.

(
The Context

(
Mission and Objectives

(
Funding

(
Management and Structures

(
Contracted Services

The Context

4.2
Due to the Foot and Mouth Outbreak, 2001/02 has been a difficult time for most in Dumfries and Galloway.  For Solway Heritage, operating under the restrictions arising from Foot and Mouth Disease was always difficult and frequently impossible; for example many on-going biological recording schemes were postponed until 2002/03.  Moreover, SH’s situation has been compounded by the ramifications of the loss of European Objective 5b funding, which had previously covered 50% of operating costs, and recent changes to the rules regarding the draw down of landfill tax credits.  Nonetheless SH has survived, and in the process has taken some significant steps towards securing its long-term sustainability.

Mission and Objectives

4.3
Solway Heritage is a Company Limited by Guarantee and is a Registered Environmental Body.  The Charity has four principal objectives, as listed below.

1.
To secure the sustainable use, management, and enjoyment of the natural and man-made heritage, in particular the heritage of Dumfries and Galloway.

2.
To conserve and enhance buildings or artefacts of architectural historical interest, particularly in Dumfries and Galloway.

3.
To conserve and enhance landscape and wildlife resources, particularly in Dumfries and Galloway.

4.
To interpret and encourage informed public access to the built, natural and cultural heritage, particularly of Dumfries and Galloway.

Funding

4.4
As stated in Alex Neil’s Evaluation, SH obtains its income from two main sources:

(
core funding (which includes management fees);

(
project funding.

4.5
The table below provides an overview of these sources for the past two financial years along with projections for the current year.

Table 1 : Overview of Sources of Income

	Source
	2000/01
	2001/02
	2002/03
	TOTAL

	
	£,000
	%
	£,000
	%
	£,000
	%
	£,000
	%

	Core Funding
	206.6
	20
	205.5
	14
	206.5
	15
	618.6
	16

	Project Income
	789.4
	78
	277.9
	19
	1,117.4
	79
	2,184
	56

	Grants held
	0
	0
	956.7*
	65
	94
	7
	1,050.7
	27

	Other
	12.5
	1
	30.9
	2
	0
	0
	43.4
	1

	TOTAL
	1,008.5
	100
	1,471
	100
	1,417.9
	100
	3,897.4
	100


Note: * A significant proportion of project income was held by SH in 2001/02 due to the Foot and Mouth Outbreak. 

4.6 Points of observation are:

· project income is projected to rise by almost 42% between 2000/01 and 2002/03;

· core funding has, and is projected to, remain relatively stable.

4.7
Core funding sources are as follows:

· SEDG

· DGC

· SNH

· Landfill Tax

· Project Income (converted into core funding)

· Management fees

· Trust/grants

· Interest

4.8
The share of core funding met from each of these organisations in the past two financial years along with the projections for the current year are shown in Table 2.

Table 2 : Sources of Core Funding

	Source
	2000/01
	2001/02
	2002/03
	TOTAL

	
	£,000
	%
	£,000
	%
	£,000
	%
	£,000
	%

	SEDG
	20
	10
	20
	10
	20
	10
	60
	10

	DGC
	20
	10
	20.4
	10
	20.4
	10
	60.8
	10

	SNH
	18.7
	9
	20
	10
	19.6
	9
	58.3
	9

	Landfill Tax
	25.9
	13
	23.4
	11
	28.2
	14
	77.5
	13

	Project Income
	21.1
	10
	72
	35
	72.5
	35
	165.6
	27

	Management fees
	59.2
	29
	26
	13
	26.6
	13
	111.8
	18

	Trust/grants
	27
	13
	10.4
	5
	0
	0
	37.4
	6

	Interest
	14.7
	7
	13.3
	6
	19.2
	9
	47.2
	8

	TOTAL
	206.6
	100
	205.5
	100
	206.5
	100
	618.6
	100


4.9
Observations on the above table are as follows.

· Project income that has been converted into core funding has shown the most marked increase over the period.

· Since 2000/01 management fees have fallen by over 50%.

· Core funding from SEDG, DGC and SNH has, and is expected to remain, relatively stable over the period.

4.10
The second type of funding is based on individual projects. The main sources of this funding are:

(
Scottish Enterprise Dumfries and Galloway

(
Dumfries and Galloway Council

(
Dumfries and Galloway Council (Landfill Tax)

(
Armstrong Waste Management Ltd (Landfill Tax)

(
Scottish Executive

(
Heritage Lottery Funding

4.11 The share of project income that each of these sources contribute is illustrated in Table 3.

Table 3 : Sources of Project Income

	Source
	2000/01
	2001/02
	2002/03
	TOTAL

	
	£,000
	%
	£,000
	%
	£,000
	%
	£,000
	%

	SEDG
	148.8
	19
	0
	0
	219.3
	20
	368.1
	17

	DGC
	176.5
	22
	48.6
	17
	234
	21
	459.1
	21

	SNH
	24
	3
	0
	0
	39.1
	3
	63.1
	3

	Landfill Tax
	216.3
	27
	187
	67
	227.8
	20
	631.1
	29

	H L F
	29.9
	4
	0
	0
	315.2
	28
	345.1
	16

	SEx
	116.7
	15
	8.2
	3
	20.2
	2
	145.1
	7

	Historic Scotland
	16.3
	2
	0
	0
	0
	0
	16.3
	1

	AWM Landfill Tax
	28.1
	4
	16.6
	6
	22.4
	2
	67.1
	3

	Paths for All
	15
	2
	0
	0
	0
	0
	15
	1

	Groundbase
	7.7
	1
	0
	0
	0
	0
	7.7
	0

	Crichton Trust
	5
	1
	0
	0
	0
	0
	5
	0

	NTS
	0
	0
	0
	0
	0
	0
	0
	0

	SUP
	0
	0
	0
	0
	21
	2
	21
	1

	Others
	5.1
	1
	17.5
	6
	18.4
	2
	41
	2

	TOTAL
	789.4
	101
	277.9
	99
	1,117.4
	100
	2,184.7
	101


NB. Total percentages may not add up to 100% due to rounding.
4.12
The key observations on this table are:

· Due to Foot and Mouth Disease (FMD), project income fell by 65% in 2001/02.

· Whilst landfill tax income fell in 2001/02, it did so far less than all other sources, proving an important source of income at this difficult time.

· Overall project income has risen by almost 42% over the period.

4.13
Finally, Table 4 provides a breakdown of project expenditure for the last three financial years.

Table 4 : Project Expenditure

	Source
	2000/01
	2001/02
	2002/03
	TOTAL

	
	£,000
	%
	£,000
	%
	£,000
	%
	£,000
	%

	Facelift Schemes
	289
	42
	28.1
	14
	0
	0
	317.1
	11

	TCBEP
	0
	0
	37.9
	19
	477
	25
	514.9
	19

	CD retail project
	0
	0
	6.3
	3
	0
	0
	6.3
	0

	Mull of G Visitor C
	110.9
	16
	11.8
	6
	0
	0
	122.7
	4

	Landfill Tax
	85.3
	12
	56
	28
	191.7
	10
	333
	12

	Machers Access
	66.7
	10
	0
	0
	0
	0
	66.7
	2

	Access Strategy
	31.1
	5
	0
	0
	0
	0
	31.1
	1

	Wigtown
	23.6
	3
	44.8
	22
	819.9
	43
	888.3
	32

	LB/TS grants
	21.2
	3
	0
	0
	0
	0
	21.2
	1

	Environmental Audit
	14.9
	2
	0
	0
	0
	0
	14.9
	1

	SoSCT
	0
	0
	0
	0
	61.1
	3
	61.1
	2

	SWEAP
	0
	0
	0
	0
	52.8
	3
	52.8
	2

	Farm Bus. Review
	0
	0
	0
	0
	17.6
	1
	17.6
	1

	Marian Tower
	0
	0
	0
	0
	11.5
	1
	11.5
	0

	Env. Records Centre
	0
	0
	0
	0
	7.3
	0
	7.3
	0

	Garpol Glen
	0
	0
	0
	0
	10
	1
	10
	0

	Treefest
	0
	0
	0
	0
	10.3
	1
	10.3
	0

	ETRGS
	0
	0
	0
	0
	208.2
	11
	208.2
	8

	Fleet For. Horse
	9.1
	1
	0
	0
	0
	0
	9.1
	0

	K’connel Paths
	8
	1
	0
	0
	0
	0
	8
	0

	Doors Open Day
	6.8
	1
	9.8
	5
	11.5
	1
	28.1
	1

	Adamson Square
	4.8
	1
	0
	0
	0
	0
	4.8
	0

	NS Riverside Walk
	4.4
	1
	0
	0
	0
	0
	4.4
	0

	Langholm Walks
	4.2
	1
	0
	0
	0
	0
	4.2
	0

	Others
	9
	1
	6.9
	3
	19.3
	1
	35.2
	1

	TOTAL
	689
	100
	201.6
	100
	1,898.2
	101
	2,788.8
	98


NB. Total percentages may not add up to 100% due to rounding.
4.14
Observations from Table 4 are as follows.

· Total projected project expenditure in 2002/03 has been estimated to rise by 176% relative to 2000/1. This, however, partly reflects the fact that the £900,000 that was retained in 2001/02 due to FMD has been brought forward and committed in 2002/03.

· The Wigtown Townscape Initiative and the Town Centre Business Environment programme are clearly SH’s largest commitments, consuming a projected 68% of the organisations projected expenditure for 2002/03.

Management Structures

4.15
The Board of Directors appointed to represent the Company during 2001/02 contains representatives from:

(
Scottish Wildlife Trust

(
DGC (five representatives)

(
SEDG

(
Scottish Natural Heritage

(
Farming and Wildlife Advisory Group

(
Scottish Civic Trust

4.16
The Chairman and one other Director, who are both independent of any organisation, complete the Board.

4.17
Solway Heritage employs 5 full-time staff and one part-time employee to manage its core activities. These posts are as follows:

(
Project Manager

(
Architect

(
Landscape Architect

(
Ecologist

· Office Manager

· Administration Assistant

4.18
When it is considered that in 1999 another 9 full-time staff were working for the company, this shows a marked streamlining of operations. The early closure of the Environmental Task Force projects along with the cessation of European Objective 5b funding are the main reasons for this.

4.19
A summary of the core costs for running Solway Heritage is shown below in Table 5.

Table 5 : Core Costs

	Source
	2000/01
	2001/02
	2002/03
	TOTAL

	
	£,000
	%
	£,000
	%
	£,000
	%
	£,000
	%

	Salaries (all costs)
	165.2
	82
	158.8
	82
	159.5
	80
	483.5
	82

	Office
	17.6
	9
	15.7
	8
	16
	8
	49.3
	8

	Consumables
	11.5
	6
	7.8
	4
	15.7
	8
	35
	6

	Prof fees/Insurance
	6.1
	3
	10.8
	6
	8.4
	4
	25.3
	4

	TOTAL
	200.4
	100
	193.1
	100
	199.6
	100
	593.1
	100


4.20
Observations from Table 5 are as follows.

· Core costs have, and are projected to, remain stable over the period 2000/01 – 2002/03.

· The salaries of SH’s core staff represent over 80% of all core costs. 

Contracted Services

4.21
In relation to SH’s contract with SEDG for 2001 – 2003, the organisation is expected to provide the following services:

Facelift Schemes (2001 – 2002)

(
Continue to undertake management responsibility for the completion of Stranraer, Wigtown, Newton Stewart, Annan and Lockerbie facelift schemes.

Project Development Support (2001 – 2002)

(
SEDG will provide £10,000 toward the development of the following project opportunities:

· Annan Heritage Town

· Gretna Gateway Town

· Up-skilling of core staff in community regeneration skills

Community Initiatives Fund (CIF) (2001 – 2002)

(
SEDG will provide a contribution of up to £100,000 in 2001/02 in order to implement CIF.

(
SH will, in partnership with Dumfries and Galloway Council, administer and manage CIF.

Wigtown Townscape Heritage Initiative (2001 – 2003)

(
Continue to manage and implement the Wigtown Townscape Heritage Initiative, on behalf of SEDG and the wider public and private sector partners.

Access Strategy (2001 – 2003)

(
Develop an overarching approach to countryside access in the implementation of the Regional Access Strategy.

(
Respond to individual access projects from the wider community and other projects in the context of the Strategy.

Environment Regeneration Projects (2001 – 2003)

(
SH will undertake development work on the following projects:

· Local Biodiversity Action Plan

· Environmental Resource Centre

· Waste Management and Recycling

· Green Tourism

· River Nith Headwater Study (2001 – 2002)

· Doors Open Day

· Multi-Use Routes

(
In addition to the above, SH will continue to liaise with local communities to develop their own responses to economic regeneration issues.

Town Centre Business Environment Programme (2001 –2003)

(
Continue to undertake management responsibility for the completion of Gretna, Moffat, Langholm, Thornhill, Moniaive, Dumfries, Gatehouse of Fleet, Dalbeattie, Castle Douglas, Kirkcudbright, Whithorn and Port William facelift schemes.

4.22
In addition, the following specific targets were set for 2002-2003.

	Performance Measure
	Target

	No. of projects to facilitate regeneration action (rural
	6

	No. of projects (removing barriers to remoteness)
	4

	No. of feasibility studies/action plans/area strategies etc., developed to facilitate regeneration.
	10

	No. of participants (removing barriers to remoteness)
	7,000


4.23
These projects and their respective targets will form the focus of the evaluation within the generic framework set out in Chapter 5.

5.
EVALUATION RESULTS
5.1
These are presented in the table below, with comments against each of the 18 key questions posed.

	
	CRITERIA
	COMMENT
	SCORE

	
	Targets Setting
	
	

	1.
	How realistic are the targets set?
	· In relation to SEDG targets the Project Manager (PM) stated that they were not placed upon them, but agreed through lengthy discussion between the two organisations.

· This was also backed up by SEDG, who explained that the process of target setting works as follows;

1. The Contract between SEDG and SH sets out the quarterly targets which must be achieved so as that SEDG can justify its support for SH. These targets are not specific referring to, for example, the number of projects to facilitate rural regeneration action, or the number of feasibility studies / action plans / area strategies developed to facilitate regeneration. However, one of the targets – number of participants (removing barriers to remoteness) – that varies between 10 and 5,000, appears to be lacking in practical meaning. From the SEDG Quarterly Review of SH’s outputs it can be observed that this target relates to participation in activities ranging from aiding 8 adults with learning disabilities through the Annan Can Recycling Project to attracting 3,000 people to the Dumfries Museum ‘Out of the Woods Exhibition’. Therefore, whilst this target is realistic in terms of its achievement its purpose and definition is less clear. 

2. Through detailed discussion the specific projects or reports undertaken by SH are agreed. 
	3.8

	2.
	Are they capable of measurement?
	· The PM stated that between themselves and SEDG it was ensured that all of the targets set were measurable.

Considering the non-specificity of the targets set out in the Contractual agreements, the measurement of targets should be a relatively straightforward task.
	4


	
	CRITERIA
	COMMENT
	SCORE

	3.
	How do they relate to wider SEDG objectives?
	· The PM explained that SH fits well with the overall objectives of SEDG as the work that SH undertakes has a positive economic impact on D&G.

· Dumfries Galloway Council (DGC) stated that SH fills an important gap that the Council cannot fill. More specifically, it was considered that SH has a flexibility and pool of specialist skills that enable it to initiate projects at short notice.

· Scottish Natural Heritage (SNH) stated that SH has been both proactive and committed to working toward SNH’s objectives.
	3.5

	4.
	To what extent has the assisted organisation bought into the targets?
	· As has already been discussed, SH has worked closely with SEDG to shape and develop its targets. Evidence of this is also found in SH’s employee appraisal procedures discussed in more detail below.
	4.4

	
	Project Organisation and Management
	
	

	5.
	How effective is the committee and management structure?
	· The PM explained that SH has five core staff consisting of:

1. PM

2. Architect

3. Ecologist

4. Office Manager

5. Landscape Architect

6. Administration Assistant (Part time)

It was deemed by SEDG, SNH and DGC that this was the minimum number of staff necessary to ensure that contracted services are satisfactorily carried out.

· In addition to the core staff, employees are employed to carry out specific projects. Through continual discussion with partners, the PM explained that future posts can be planned.
	3.7


	
	CRITERIA
	COMMENT
	SCORE

	5.
	How effective is the committee and management structure? (cont.)
	· The skills base of the core staff was seen as SH’s main strength. DGC emphasised this point by explaining that they could not justify having a permanent department in Dumfries with this mix of skills, meaning that if it were not for SH, the Council would have to have to try and resource these skills from the National Council Network. This, however, would lack the community knowledge, flexible approach and team working skills that epitomise SH.

· The PM stated that SH has a 12 person Board of Directors which meets quarterly. The Board consists of the following:

· Representatives from all major funders

· Five Councillors, representing the previous four districts within D&G

· Other non-financial partners, such as the Wildlife Trust

The PM considered the BoD to be both supportive and understanding toward SH’s operations. However, he also stated that they could be more proactive in promoting SH through their local and national links and that meetings should be less led by him.
	

	6.
	What are the skills and experience of the project manager in relation to what he/she is expected to deliver?
	· The PM believed that he had brought a degree of stability to SH, and has given the organisation a more proactive framework for considering its long-term viability and sustainability.

· This was supported by SEDG, DGC and SNH who all agreed that the new PM was effectively guiding SH through a very uncertain time.
	3.7


	
	CRITERIA
	COMMENT
	SCORE

	7.
	What monitoring and reporting systems have been established?
	· From the SEDG Quarterly Review, it can be seen that SH monitors all of its activities including the details of projects, feasibility studies, action plans, area strategies and events that are undertaken and their respective outputs as related to SEDG’s objectives.

· The PM stated that all staff have individual targets which are appraised annually. These targets are linked to overall targets ensuring that all members of staff understand their responsibility and role in achieving SH’s overall objectives.
	4.2

	8.
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?
	· The PM explained that progress toward targets is reported to the Board on a quarterly basis. More specifically, in relation to SEDG’s targets the Quarterly Reports are compiled and reported through continual dialogue with SEDG. 

· Additionally, SEDG, through having a good working relationship with SH, frequently discusses progress toward targets on a more informal basis, highlighting any problems that need to be addressed and any issues that either party needs to be aware of.
	4.5

	9.
	How is the organisation funded and has an exit strategy been developed which will help the organisation towards self-sufficiency.
	· The PM believed that the role of SH was permanent. He explained that: “D&G’s natural environment and physical heritage is the area’s key asset. This will always need to be preserved”.  

· From the core funders viewpoint, SEDG, DGC and SNH all believed that they will always be under pressure to outsource work which requires the specialist skills of SH.

· Since the cessation of European Objective 5b Funding, SH has had to streamline its staff numbers and reduce the amount of free advice and management that it offers local community organisations. In addition, staff have had to become more knowledgeable about funding sources and proactive in pursuing fundable projects. 
	4


	
	CRITERIA
	COMMENT
	SCORE

	10.
	Are there effective financial management controls in place?
	· The Office Manager explained that she undertook all of the day-to-day accounting within SH.

· All salaries and other major financial dealings are undertaken by SH’s accountants Bell Ogilvy.


	3.8

	
	Project Marketing
	
	

	11.
	What is known about the target markets.
	· The PM explained that there are many potential projects in D&G; the issue is to find the funding to back them. 

· In terms of knowledge of the types of projects that SEDG and DGC are able to fund, the PM stated that it is becoming increasingly difficult to source funding for environmental projects. It was also argued that since national targets are so concerned with the numbers of individuals assisted, rural areas such as D&G tend to lose out.
	3.5

	12.
	Have marketing/ communication objectives been set?
	· No formal marketing and/or communication targets have been set although SH communication with its key funders is good.
	1

	13.
	Is there a marketing plan, including measures to monitor effectiveness?
	· The PM stated that no marketing plan had been developed. In  defence of this, he argued that given the age of SH (15 years) and its close working with the community, SH is already extremely well known.
	1.5


	
	CRITERIA
	COMMENT
	SCORE

	14.
	Is there awareness of competitive and complementary projects in the area?
	· All of the SH staff met during the evaluation claimed that they worked with a substantial amount of other agencies and organisations.  Examples given included the following.

1. D&G Arts Association

2. Council’s Art Team

3. Northern Lighthouse Board

4. RSPB

5. Numerous Local Community Initiatives

6. Scottish Wildlife Trust

7. Tar Mac 

8. Glenkens Community Arts Trust

9. Forest Enterprise

· The PM identified three potential competitors in D&G. These were as follows:

1. South West Environment Action Programme (SWEAP)

The PM explained that SWEAP has recently been in some difficulty resulting in SH now helping them continue to operate.

2. Solway Firth Partnership (SFP)

This organisation is currently changing its activities to become more of a project implementation operation. This, potentially could provide competition to SH. However, the DGC stated that SFP’s remit was specifically concentrated to the Firth, whilst SH was D&G wide. The PM was adamant that through co-operation, the two projects could complement each other.

3. Southern Upland Partnership (SUP)

Whilst SUW is seen as competition it was highlighted that its remit within the boundaries of D&G was limited.
	4.6


	
	CRITERIA
	COMMENT
	SCORE

	14.
	Is there awareness of competitive and complementary projects in the area? (cont.)
	· In addition to other public or not-for-profit organisations the PM also explained that SH would never take on a project which could be undertaken by the private sector. This argument was based on the premise that all work undertaken by SH was done if there was either no other suitable organisation or the project was not profitable. SEDG, DGC and SNH all agreed with this. The PM stated that the transparent nature of SH’s activities can be evidenced by the diverse range of Board members which includes representatives from the private sector.
	

	15.
	Have relevant strategic alliances/networking arrangements been established?
	· The PM stated that SH is in the process of developing strategic alliances with both the D&G Arts Association and the Council’s Art Team. The aim is to make a concord between the organisations so as ensure that meetings occur on a regular basis and that the organisations involved think more strategically.
	2.8

	
	Impacts and Outputs
	
	

	16.
	To what extent have the targets been met (on basis of information that can be verified)?
	· SEDG stated that SH has met or exceeded all of its targets. This can be confirmed through viewing the SEDG Quarterly Review. The summary for 2002-2003 is as follows;


	4.8

	
	
	· 
	

	
	
	Performance Measures
	Targets
	Outcomes
	

	
	
	No. of projects to facilitate regeneration action (rural)
	6
	19
	

	
	
	No. of projects (removing barriers to remoteness)
	4
	12
	

	
	
	No.  of feasibility studies, action plans, area strategies developed to facilitate regeneration
	10
	15
	

	
	
	No. of participants (removing barriers to remoteness)
	7,000
	8,706
	


	
	CRITERIA
	COMMENT
	SCORE

	17.
	What is the impact of organisational performance on the local economy in terms of employment, productivity and adding value?
	· SEDG, DGC, SNH and SH all agreed that, given the increasingly difficult task of securing funding for environmental projects, the need to determine the economic impact of SH was very important.

· SH is currently in the process of developing a strategy for 2003 – 2006.

· In addition, the PM explained that SH’s management of the £2.5million Wigtown   Townscape Heritage Initiative which has involved the restoration of architecturally important buildings, the refurbishment of County buildings and improvement to the public realm, is a prime example of how SH has helped improve the D&G economy. More specifically, the effective management has directly created and sustained employment in local businesses that have been involved in the restoration and refurbishment programme. Moreover, indirectly the project has helped improve the heritage and environment of the town. Settlements, as has already been discussed, are seen as one of D&G’s key assets in persuading tourists to visit the area. Therefore, increased tourism and its related expenditure will also have created and sustained more employment.
	3.2

	18.
	What are perceived to be the main reasons for success or failure?
	· Reasons for success

1. The specialist skills of the SH team 

2. The small nature of the organisation that has enabled SH to be both approachable by the community and focused on local community issues.

· Reasons for Failure

1. SEDG, SNH and DGC believed that SH has performed well against its targets and could not site any specific failings of SH.

2. However, future success will be dependent on being able to cope with the ongoing impact of Objective 5b cessation coupled with an anticipated 25% reduction in Landfill Tax next year.
	3.6


5.2
The table indicates that the project scored below its own overall average mark of 3.59 in one third of the categories assessed.  In terms of ranking these are as follows.

12.
Marketing and communication objectives

13.
Existence of marketing plan

15.
Establishment of strategic alliances

17.
Impact on local economy

3.
Targets related to wider SEDG objectives

11. Knowledge of target markets

The above ranking suggests that attention needs to be focussed on strategic marketing and the establishment of effective strategic alliances in particular.  However, in relation to this latter category, SH is beginning to achieve this through its relations with D&G Arts Association and the Council’s Art Team.  Other areas include assessing SH’s impact on the local economy which is related to the need for its outputs to relate to wider SEDG objectives.

5.3
The really significant evaluation results – at least in our view – are:

(
the excellent relationship held between SH and all of its core funders, being indicative of, and directly influencing, the surpassing of targets;

(
the unique skills mix of the SH team;

· the need to think strategically about future funding markets;

· the need to quantify the economic benefits that result from SH’s outputs. 

5.4
These findings, along with the full evaluation were given to SH for comment.  In response, the Project Manager had no argument with any of the scores given.

5.5
Given this, we continued on the basis of applying the methodology detailed in Chapter 2.  This is based upon both internal and external benchmarking of results, as summarised below.

	Marketing Criteria
	Projects
	Average Scores

	
	Solway Heritage
	DTCP Project
	Wigtown Booktown
	

	Targets Setting
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1.
	How realistic are the targets set?
	3.8
	2.0
	2.0
	2.60
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2.
	Are they capable of measurement?
	4.0
	4.0
	2.0
	3.33

	3.
	How do they relate to wider SEDG objectives?
	3.5
	2.5
	3.5
	3.17
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4.
	To what extent has the assisted organisation bought into the targets?
	4.4
	1.0
	2.0
	2.47

	Project Organisation and Management
	
	
	
	

	5.
	How effective is the committee and management structure?
	3.7
	2.1
	3.8
	3.20

	6.
	What are the skills and experience of the project manager in relation to what he/she is expected to deliver?
	3.7
	1.0
	3.5
	2.73

	7.
	What monitoring and reporting systems have been established?
	4.2
	0.5
	2.0
	2.23

	8.
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?
	4.5
	1.3
	1.5
	2.43

	9.
	How is the organisation funded and has an exit strategy been developed which will help the organisation towards self-sufficiency.
	4.0
	2.0
	2.5
	2.83

	10.
	Are there effective financial management controls in place?
	3.8
	1.2
	3.0
	2.67

	Project Marketing
	
	
	
	

	11.
	What is known about the target markets.
	3.5
	2.5
	2.3
	2.77
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12.
	Have marketing/ communication objectives been set?
	1.0
	0.5
	3.0
	1.50
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13.
	Is there a marketing plan, including measures to monitor effectiveness?
	1.5
	0.5
	3.0
	1.67

	14.
	Is there awareness of competitive and complementary projects in the area?
	4.6
	0.9
	3.2
	2.90

	15.
	Have relevant strategic alliances/networking arrangements been established?
	2.8
	1.1
	2.8
	2.23


	Marketing Criteria
	Projects
	Average Scores

	
	Solway Heritage
	DTCP Project
	Wigtown Booktown
	

	Impacts and Outputs
	
	
	
	

	16.
	To what extent have the targets been met (on basis of information that can be verified)?
	4.8
	4.0
	3.5
	4.10

	17.
	What is the impact of organisational performance on the local economy in terms of employment, productivity and adding value?
	3.2
	1.0
	3.2
	2.47

	18.
	What are perceived to be the main reasons for success or failure?
	3.6
	1.0
	2.5
	2.37

	Average Scores
	3.59
	1.65
	2.74
	2.65


5.6
As noted in Chapter 2, the next stage is to focus on those criteria in which the project is below average against both its internal and external averages.  In the case of the SH, these are as listed below.  In each case, the percentage below average is calculated and used to provide performance indices.

	Criteria Number
	Criteria
	% Below Average
	
	Performance Index (Internal x External)

	
	
	Internal
	
	External
	
	

	12
	Have marketing/ communication objectives been set?
	72
	x
	33
	=
	2,376

	13
	Is there a marketing plan, including measures to monitor effectiveness?
	58
	x
	10
	=
	580

	
	
	
	
	Average
	1,478


5.7
In order of ranking, the only criterion which is below the overall performance index average in this instance is:

1.
Establish marketing and communication objectives

5.8
This completes the evaluation process as such.  However, it is as yet of little value in that it requires to be applied.  This is done in the next chapter in which we detail our conclusions and recommendations.

6.
CONCLUSIONS AND RECOMMENDATIONS

6.1
The evaluation has shown SH to be both professionally run and have a credible claim for continual support from its core funders. In particular the evaluation has highlighted the following strengths of SH.

· SH has a long standing and co-operative relationship with all three of its core funders – SEDG, DGC and SNH. This has enabled the organisation to work with its funders to establish targets that are realistic, measurable and that contribute to all parties’, and consequently Dumfries and Galloway’s, overall objectives. Whilst effective formal management structures such as the diversely represented Board of Directors aid this close collaboration, informal dialogue between SH and its core funders is equally important. Indeed, through continuous discussion between SEDG and SH, progress towards targets can be discussed and any issues likely to affect their achievement can be identified and addressed. Consequently, SH has been extremely successful in integrating SEDG’s targets both into its overall outputs and its day-to-day operations resulting, in turn, in impressive successes.

· SH’s networking with organisations and agencies in planning and implementing their activities highlights their importance in improving and preserving the environment and heritage of D&G. This is a strength that has been developed over the 15 years of SH’s operation, which, despite changes in personnel and funding sources, has developed and maintained strong relationships with many complementary organisations.

· SH has a team of on the ground specialists, providing core funders with an otherwise unobtainable source of expertise. SH has a pool of highly skilled employees who have in-depth knowledge of the locality, have contact with numerous other complementary organisations and, can undertake projects in a flexible manner.

6.2
Inevitably, however, the evaluation has shown the need for attention in certain areas which, if addressed, could make SH even more effective.

· Despite SH being extremely well known by local public organisations, community groups and the public at large, we believe that SH should begin to think more strategically about future funding sources. Over the past 4 years SH has seen its main core funding source, European Objective 5b Funding, cease. Moreover, new regulations regarding Landfill Tax Credits are expected to see this source of income fall by approximately 25% in the year 2003/04. Given this, serious thought must be given to undertaking different types of projects, such as the possible funding for recycling known to SH, and consider promoting their service outside D&G’s borders. Understandably, both SEDG and DGC have reservations regarding SH operating in other areas, but as long as their respective targets continue to be met, these could be overcome, as long as its work outwith Dumfries and Galloway does not displace the work of other organisations.

· This will demand a more strategic – and tactical – approach to marketing.  SH cannot continue to rest on its deserved reputation if it is to penetrate new markets.  Once the identification of projects that will provide these new markets has been undertaken, therefore, SH will need to set quantified targets and consider what will be needed to achieve them.  In short, SH should begin to prepare its own marketing plan although we have stopped short of recommending this as far as the immediate future is concerned.  That is, the process should begin now: events will then dictate its direction and its speed of development.

· The Wigtown Townscape Initiative will, without doubt, benefit the local economy both directly through the physical improvements and indirectly through resultant increases in tourism.  However, given SH’s own acknowledgement that the economic benefits of environmental and heritage projects must be emphasised to secure future funding, more needs to be done to try and quantify them.  Whilst, it is not expected that SH develops its own economic appraisal and evaluation skills, it should, in collaboration with its core funders, undertake an assessment of the generic economic benefits of environment and heritage preservation and improvement activities.

These would involve considering the extent to which SH projects:

· involve direct spending that is retained in the local economy;

· increase indirect expenditure such as that from tourism;

· encourage people to live and move to D&G;

· encourage businesses to locate or start-up in D&G;

· add to the sustainability of D&G’s economy.

6.3
By pursuing these recommendations SH can widen its sources of funding and ensure that both itself and its prospective funders appreciate the economic benefits of its activities.

7.
ORGANISATIONAL OVERVIEW : DUMFRIES TOWN CENTRE PARTNERSHIP

7.1
As with the organisational overview of Solway Heritage, this chapter is set out under the following headings:

(
The Context

(
Mission and Objectives

(
Funding

(
Management and Structures

(
Contracted Services

The Context

7.2
Dumfries Town Centre Partnership is in the process of being placed in voluntary liquidation. The reasons for this are complex and varied, involving personalities in particular.  Perhaps more significantly, however, there also appears to have been a feeling that the organisation was not performing any useful purpose in the eyes of the local retail community.  Given this, an evaluation of DTCP could lack meaning and simply drag out what must already be a unpleasant experience for those involved in the liquidation process.  Against this, however, the reasons for what can only be described as failure need to be determined in order to:

(
ensure that future town centre organisations can learn from these failings;

(
ensure that any positive impacts that DTCP has had on Dumfries since its establishment in 1994 are  not overshadowed by these failings.

Mission and Objectives

7.3
DTCP is a private-public sector partnership whose agreed mission is as follows.

“Achieve an attractive high quality and user friendly town centre, which has a range of use and activities, drawing strongly from regional, national and international catchment areas to maximise its propensity for all the community”.

The mission is therefore nothing if not aspirational, especially in terms of the avowed desire to penetrate international markets.  That said, mission statements should be aspirational in that their use is to inspire rather than be taken too literally or seriously.

7.4
Within this mission the partnership’s objectives are as follows:

(
to provide a flexible and representative partnership to facilitate town centre improvements;

(
to improve the urban environment and the community sense of pride that will stimulate investment in Dumfries town centre and enhance its role as the economic and cultural heart of the South West;

(
to facilitate the early achievement of key transport initiatives thereby  improving accessibility and development opportunities;

(
to enhance the vitality of the new town centre by broadening its appeal to attract more residents, businesses and visitors;

(
to promote Dumfries as the “Queen of the South” and build on its status as the best place to live in Britain.

Funding

7.5
Table 6 provides an overview of DTCP’s sources of income for the past two financial years.  This is shown overleaf.

Table 6 : Overview of Sources of Income

	Source
	2000/01
	2001/02
	TOTAL

	
	£,000
	%
	£,000
	%
	£,000
	%

	Public sector contributions
	67,000
	40
	79,076
	47
	146,076
	44

	Marketing events funding
	10,553
	7
	10,895
	6
	21,448
	6

	Private sector contributions
	12,500
	8
	9,290
	6
	21,790
	7

	Information Shop - Sales
	55,905
	34
	55,815
	33
	111,720
	33

	SCVS New Deal
	600
	-
	3,328
	2
	3,928
	1

	Midsteeple Shop – Rents
	2,183
	1
	2,493
	1
	4,676
	1

	Car Raffle
	10,070
	6
	-
	-
	10,070
	3

	Auction
	7,169
	4
	8,499
	5
	15,668
	5

	Sundry income
	-
	-
	100
	-
	100
	-

	TOTAL
	165,980
	100
	169,496
	100
	335,476
	100


7.6 Points of observation in relation to income are:

· income has remained relatively stable over the past two years;

· public sector contributions have risen by 18%, making up almost 50% of all income in 2001/02;

· public sector contributions and sales from the Information Shop provide over three quarters of all income;

· private sector contributions fell by over 25% between 2000/01 and 2001/02.

7.7
Table 7 provides a breakdown of project expenditure for the last two financial years.

Table 7: Project Expenditure

	Source
	2000/01
	2001/02
	TOTAL

	
	£,000
	%
	£,000
	%
	£,000
	%

	Information Shop – purchases
	45,654
	55
	49,752
	55
	95,406
	55

	Midsteeple Shop – expenses
	1,639
	2
	2,120
	2
	3,759
	2

	Events
	15,806
	19
	15,820
	17
	31,626
	18

	Wages
	7,011
	8
	8,053
	9
	15,064
	9

	Advertising and promotion costs
	4,346
	5
	10,342
	11
	14,688
	8

	Publications
	3,976
	5
	628
	1
	4,604
	3

	Closed circuit television system
	(1,654)
	(2)
	-
	-
	(1654)
	(1)

	Environmental projects
	6,816
	8
	4,508
	5
	11,324
	6

	TOTAL
	83,594
	100
	91,223
	100
	174,817
	100


Note: Numbers in brackets indicate expenditure surplus

7.8
From Table 7, the following observations can be made.

· Information Shop purchases are substantial, making up over 50% of total expenditure. Moreover, whilst income generated through the Information Shop has remained stable between 2000/01 – 2001/02, expenditure has risen by almost 9%.
· Advertising and promotion costs have risen by 137% between 2000/01 – 2001/02.
Management Structures

7.9
DTCP is a private/public partnership, as reflected in the following composition of its Board.

	SEDG:
	Business Skills and Communities Team



	DGC:
	Planning, License, Roads, Economic Development



	Dumfries Shopkeepers Association:
	Support of 300 plus membership



	Dumfries and Galloway CoC:
	Legal support, Business Development



	Federation of Small Businesses:
	Support of Members



	Marks and Spencer:
	Key National Multiple Retailer Perspective



	Boots the Chemist:
	Key National Multiple Retailer Perspective



	Loreburn Community Council:
	Support advice and feedback


7.10
The operation of the Company was the responsibility of the Town Centre Manager, who had the following support team.

(
Assistant to the Town Centre Manager

(
Information Shop Officer

(
Immediate Response Officer

7.11
A summary of the core costs for running DTCP are shown below in Table 8.

Table 8 : Core Costs

	Source
	2000/01
	2001/02
	TOTAL

	
	£,000
	%
	£,000
	%
	£,000
	%

	Staff Costs
	55,842
	74
	58,530
	70
	114,372
	72

	Premises
	7,406
	10
	7,953
	10
	15,359
	10

	Other Admin
	11,761
	16
	16,604
	20
	28,365
	18

	TOTAL
	75,009
	100
	83,087
	100
	158,096
	100


7.12 Observations from Table 8 are given below.

· All core costs have risen between 2001/01 and 2001/02, the most significant being other administration which rose by 41%. This, however, is partly due to the four-fold increase in deferred income released in 2001/02.

7.13
Overall, the audited accounts for DTCP show that in 2000/01 retained deficit/surplus carried froward was £6,143. However, in 2001/02 this has become a deficit of £12,208. Given that public sector contributions rose by 18% over this period, this indicates that DTCP was failing both to justify this increased public support and its operations as a viable town centre partnership.

Contracted Services

7.14
In relation to the DTCP Service Level Agreement with SEDG for 2001 – 2002, the organisation was expected to provide the following services.

The Retail Programme

(
Work closely with partners such as DGC, Dumfries Shopkeepers Association and the Enterprise Company to:

· improve range and quality of retail outlets;
· encourage more flexible opening hours;
· research Dumfries Town Centre Product.
Promotion and Marketing

(
Promote a year-round calendar of events to enhance the visitor experience within Dumfries Town Centre.

(
Continue to deliver marketing and promotional services through the Information Shop, and by the adoption of ‘Investors in People’ best practice activities.

(
Continue to implement e-commerce trading opportunities, in support of promoting local produce.

(
Continue to develop the Dumfries town centre ‘web-site’, in support of promoting the retail, commercial and service sectors within Dumfries town centre.

(
Deliver marketing initiatives to a range of promotional users.
Communication

(
Work closely with partners to review and evaluate the success and failures of the Street Market.

(
Evaluate all the activities, projects and events that are currently available within Dumfries town centre.

(
Develop historical and cultural themes e.g. Bruce, Burns, Barrie, and the natural place branding.

(
Continue to liase with the Enterprise Company, together with other key public and private sector partners, to develop innovative project ideas in response to the changing retail environment of the town centre.

7.15
In addition, the following specific targets were set for the last quarter of 2002 and the first quarter of 2003.

	Period
	Performance Measure
	Target

	October > December 2002
	No. of target audience reached by promotional activity
	5,000

	
	No. of promotional activities held
	4

	
	No. of projects implemented
	4

	January > March 2003
	No. of target audience reached by promotional activity
	5,000

	
	No. of promotional activities held
	4

	
	No. of projects implemented
	4


7.16
This brief overview of the DTCP provides the background to the evaluation which is the subject of Chapter 8.

8.
DTCP EVALUATION RESULTS
8.1
These are presented in the table below, with comments against each of the 18 key questions posed.  Perhaps not surprisingly in the case of an organisation that it moving towards liquidation, these comments are relatively harsh.

	
	CRITERIA
	COMMENT
	SCORE

	
	Targets Setting
	
	

	1.
	How realistic are the targets set?
	The targets detailed in the most recent Service Level Agreement are:

Oct-Dec 2002
· Reach 5000 people through promotional activity;

· undertake four promotions activities;

· implement four projects.

Jan-Mar

· As for Oct-Dec 2002.

The reason for the increased targets in 02/03 was due to delay in the content being put in place, which was in turn delayed by the Town Centre Manager’s inability to complete the Business Plan on time.  We understand that these targets relate back to generic headings set by Scottish Enterprise but we would suggest that more meaningful ones might be:

· increase in footfall within the town centre;

· and/or increase in retail turnover and profitability.

In addition, of course, DTCP has a much wider range of objectives which it has set itself in addition to those which SEDG expects it to deliver.  These are comprehensive but quite reasonable as long as the Town Centre Manager is not expected to deliver them single handedly.  That is, whilst some will be the direct responsibility of the Manager, in the delivery of others he would be expected to be a catalyst in finding the expertise needed to help him and his team.  Whether or not this distinction was ever understood by the Manager – or even the Partnership itself – is unclear, although it does appear to have been appreciated by the DTCP’s most recent Chairman.
	2.0

	
	CRITERIA
	COMMENT
	SCORE

	2.
	Are they capable of measurement?
	The targets set are capable of measurement although reaching 5000 people through promotional activity can be achieved by taking a small ad in a local newspaper which has at least this circulation.  Measurement of the wider objects should also be possible, at least on a qualitative basis, through regular reporting and monitoring.
	4.0

	3.
	How do they relate to wider SEDG objectives?
	We can see where the Enterprise Company is coming from in seeking to relate the targets set for the Partnership to those that it itself has to deliver.  As noted above, however, we would suggest that increases in activity that lead to extra visitor spending which saves/creates town centre jobs would be better in that the link between DTCP and SEDG targets would be even more evident.
	2.5

	4.
	To what extent has the assisted organisation bought into the targets?
	Under normal circumstances, the Enterprise Company goes to some lengths to ensure “buy in” from the organisations it supports.  Circumstances were not normal in this instance, for reasons which will become apparent later.  Our impression is therefore that the “buy in” was superficial rather than real; that the targets were unthinkingly accepted rather than understood; and that as a consequence no real efforts were made to deliver them in specific terms.
	1.0

	
	Project Organisation and Management
	
	

	5.
	How effective is the committee and management structure?
	In theory the committee and management structure should be effective.  Indeed, under the first DTCP Manager it was almost a model of its type, with specialist committees formed to pursue each of the Partnership’s main activities.  These sub-committees drew on expertise from the wider business community under the chairmanship of a DTCP Board Member, with sub-committee views and recommendations being passed back through the full DTCP Board.  The most recent manager tried to re-introduce this but his attempts were not very successful.  In addition, the existence of the relatively strong Dumfries Shopkeepers Association (DSA) within the structure was not always either helpful or harmonious in that it inevitably tended to be an “organisation within an organisation”.  Although this is not intended as a criticism of the DSA – which has some strong personalities and enjoys good membership support - it is never a healthy situation.
	2.1

	
	CRITERIA
	COMMENT
	SCORE

	6.
	What are the skills and experience of the project manager in relation to what he/she is expected to deliver?
	The post of DTCP Manager demands leadership and communication skills.  It is about not only leading the DTCP team but is also about both working effectively with others (especially the DTCP Board and the wider business community) and knowing how to use external expertise in fulfilling the Partnership’s objectives.  These attributes were not ones which could be readily associated with the past DTCP Manager post-holder whose ability to work with his own staff and Board in particular appears to have been especially flawed.
	1.0

	7.
	What monitoring and reporting systems have been established?
	We are not aware of the existence of any effective monitoring and reporting systems.  Indeed, even the preparation of the Partnership’s most recent Business Plan proved to be a lengthy and somewhat torturous process which would not have been completed without help from others.
	0.5

	8.
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?
	Again, a systematic approach to reporting appears to have been lacking.  Verbal reports were given, with written documents being produced when this was demanded.  Generally, however, the DTCP Board has lacked the information needed to guide its decision-making.  Rather, decisions appear to have been taken by the Manager who then presented “evidence” to persuade the Board to “make” the same decision.  This was not only unsatisfactory, but also proved to be fatal as far as the Partnership, its members and its staff were concerned.
	1.3

	9.
	How is the organisation funded and has an exit strategy been developed which will help the organisation towards self-sufficiency.
	No realistic exit strategy had been developed, the organisation relying on continual Council and Enterprise Company funding for its survival.  This, in fairness, is not altogether unusual in that Town Centre Partnerships are rarely – if ever- - viable organisations.  What is worrying about the DTCP is the fact that retail and other member support was being lost along with confidence in the organisation’s ability to deliver.  This was of concern in its own right and produced, in effect, the opposite of an exit strategy in that more and more public sector support would be required as private sector support was lost.
	2.0

	
	CRITERIA
	COMMENT
	SCORE

	10.
	Are there effective financial management controls in place?
	Financial management was previously the responsibility of the Assistant Town Centre Manager who appears to have performed the function well.  This was taken over by the most recent Manager, however, to the detriment of the function.  Little else can be added at this stage without more auditing of the organisation and its activities.
	1.2

	
	Project Marketing
	
	

	11.
	What is known about the target markets.
	“Not enough” is the normal response to this question.  The fact that it also applies in this instance is therefore not particularly damning.  As noted in the rest of this section, marketing is something of a mystery to most organisations of this nature (and, indeed, many individual operators), especially in terms of the need for robust information foundations upon which it should be built.
	2.5

	12.
	Have marketing/ communication objectives been set?
	We are not aware of any objectives having been set, beyond those defined in the Service Level Agreement with SE Dumfries and Galloway.
	0.5

	13.
	Is there a marketing plan, including measures to monitor effectiveness?
	No marketing plan exists to our knowledge.  Within the Business Plan, Economic Development Consultants EDAW recommended the following marketing actions.
	0.5


	
	CRITERIA
	COMMENT
	SCORE

	13.
	Is there a marketing plan, including measures to monitor effectiveness? (cont.)
	Area of Activity
· Promotional Lighting

· Market Evaluation

· Evaluation

· Programme of Events & Activities
	Action
· Arrange suitable lighting programme

· Implement questionnaires for Producers’ Fayre and French Street Market

· Evaluation of all activity projects and events

· Trade Shows showcasting local producers

· Outdoor events and evening activity

· To extend the Town Centre experience and retain people activity

· To communicate a positive message

· Target a range of potential users
	

	
	
	
	

	14.
	Is there awareness of competitive and complementary projects in the area?
	There was awareness of the competitive and complementary environment although the “handling” of both potential partners and competition (whom some saw as being DTCP’s own members) left a great deal to be desired.
	0.9

	15.
	Have relevant strategic alliances/networking arrangements been established?
	No effective alliances have been formed in recent years, either within Dumfries and Galloway or beyond with other Town Centre Partnerships.  Given that a Town Centre Partnership is in itself an “alliance” of like-minded people with a common purpose, the extension of the concept should have been possible.  Sadly, this does not appear to have been a high priority amongst the minutiae of day-to-day survival which ultimately contributed to the demise of the organisation.
	1.1


	
	CRITERIA
	COMMENT
	SCORE

	
	Impacts and Outputs
	
	

	16.
	To what extent have the targets been met (on basis of information that can be verified)?
	The targets set in the Service Level Agreement were met, although whether they were effectively met is another matter.  For example, although not applying to the last quarter of 2002 a major “activity” – which was also a promotional effort – was the organisation of a number of town centre markets.  These produced heated debate and a fair degree of resentment amongst local retailers (perhaps not always fairly) but this series of DTCP activities alone would have allowed the organisation to claim that it had met its targets.  However, within this there appears to have been an acknowledgement that the Continental Markets were particularly successful, the others much less so.  There are therefore shades of success and/or failure, as is the case in respect of meeting most targets.  This also applied to the organisation’s wider objectives, although in this case failure was more evident than success during the last year.
	4.0

	17.
	What is the impact of organisational performance on the local economy in terms of employment, productivity and adding value?
	The impact was good in terms of the Continental Markets but less good in respect of most of DTCP’s other recent activities.  In particular, it has produced a lack of confidence in the business community which the move towards liquidation will exacerbate and leave a legacy which might be difficult to overcome.  In addition the previous Manager was prone to the use of external suppliers (especially in Falkirk) rather than use local firms, which was also unhelpful and surprising.
	1.0


	
	CRITERIA
	COMMENT
	SCORE

	18.
	What are perceived to be the main reasons for success or failure?
	The main reason for the recent failure appears to have been the relationship between the most recent Town Centre Manager and his Board but this is not the whole answer.  There were other tensions within the organisation, including the role of the DSA, and the fact that more specific organisation aims and objectives were perhaps required which were realistic in terms of delivery.  More realism may also have been required of the Town Centre business community, both in terms of contributing to the activities of the DTCP and in helping to deliver their part of the “bargain”, especially in terms of service provision and a recognition that the Town Centre will need to be distinctive if it is to succeed in what is an ever-more competitive environment.  Instead, the business community – perhaps understandably in many respects – appears to have taken a “low risk” view of innovation.  That is, if there was any danger of losing business – even if the market as a whole was expanded – then the particular initiative which was responsible for it was widely condemned.  Whilst we appreciate that everyone has to survive today in order to be in business tomorrow, advancement also requires vision.  This, along with the personal failings of a key post-holder, appears to have been lacking in the case of the DTCP – and although people can be replaced, the introduction of vision is altogether more challenging.
	1.0


8.2
The table indicates that the project scored below its own overall average mark of 1.62 in over half of the categories assessed.  In terms of ranking these are as follows.

	Criteria No.
	Criteria

	8.
	Performance reporting

	10.
	Effective financial controls

	15.
	Establishment of strategic alliances

	4.
	Buy into objectives

	6.
	Skills of project manager

	17.
	Impact on local economy

	18.
	Reasons for success/failure

	14.
	Awareness of complementary/competitive projects

	7.
	Monitoring and reporting systems

	12.
	Marketing and communication objectives

	13.
	Existence of marketing plan


8.3
The above ranking suggests that attention needs to be focussed on marketing and the establishment of effective monitoring/reporting systems in particular.  We have to say, however, that this observation is not uncommon in our evaluation work.  In this sense, therefore, we suspect that the DTCP was really no different from many of its peers.

8.4
The really significant evaluation results – at least in our view – are:

(
the negative impact the DTCP has on local confidence, and therefore ultimately on the local economy;

(
the skills required of the Town Centre Manager, which we believe should be founded upon a combination of leadership and communication allied to enthusiasm;

(
and the need to buy into the objectives set for the organisation, either by itself or others, in order to make real efforts to meet them.

The DTCP was lacking in all these critical areas which we believe were ultimately the real reason why it failed.
8.5
In saying so, we must add the caveat that the marking system is subjective and that it is based on our judgement alone.  We sought to address this in moving from draft to final reports by seeking views and inputs from the Chairman of the DTCP.  At the time of preparing this final report, however, no response has been received.

8.6
We therefore continued on the basis of the above marks by applying the methodology detailed in Chapter 2.  This is based upon both internal and external benchmarking of results, as summarised below.

	Marketing Criteria
	Projects
	Average Scores

	
	Solway Heritage
	DTCP Project
	Wigtown Booktown
	

	Targets Setting
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1.
	How realistic are the targets set?
	3.8
	2.0
	2.0
	2.60

	2.
	Are they capable of measurement?
	4.0
	4.0
	2.0
	3.33

	3.
	How do they relate to wider SEDG objectives?
	3.5
	2.5
	3.5
	3.17

	4.
	To what extent has the assisted organisation bought into the targets?
	4.4
	1.0
	2.0
	2.47

	Project Organisation and Management
	
	
	
	

	5.
	How effective is the committee and management structure?
	3.7
	2.1
	3.8
	3.20

	6.
	What are the skills and experience of the project manager in relation to what he/she is expected to deliver?
	3.7
	1.0
	3.5
	2.73

	7.
	What monitoring and reporting systems have been established?
	4.2
	0.5
	2.0
	2.23

	8.
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?
	4.5
	1.3
	1.5
	2.43

	9.
	How is the organisation funded and has an exit strategy been developed which will help the organisation towards self-sufficiency.
	4.0
	2.0
	2.5
	2.83

	10.
	Are there effective financial management controls in place?
	3.8
	1.2
	3.0
	2.67


	Project Marketing
	
	
	
	

	11.
	What is known about the target markets.
	3.5
	2.5
	2.3
	2.77

	12.
	Have marketing/ communication objectives been set?
	1.0
	0.5
	3.0
	1.50

	13.
	Is there a marketing plan, including measures to monitor effectiveness?
	1.5
	0.5
	3.0
	1.67

	14.
	Is there awareness of competitive and complementary projects in the area?
	4.6
	0.9
	3.2
	2.90

	15.
	Have relevant strategic alliances/networking arrangements been established?
	2.8
	1.1
	2.8
	2.23

	Impacts and Outputs
	
	
	
	

	16.
	To what extent have the targets been met (on basis of information that can be verified)?
	4.8
	4.0
	3.5
	4.10

	17.
	What is the impact of organisational performance on the local economy in terms of employment, productivity and adding value?
	3.2
	1.0
	3.2
	2.47

	18.
	What are perceived to be the main reasons for success or failure?
	3.6
	1.0
	2.5
	2.37

	Average Scores
	3.59
	1.62
	2.65
	2.65


8.7
As noted in Chapter 2, the next stage is to focus on those criteria in which the project is below average against both its internal and external averages.  In the case of the DTCP, these are as listed overleaf.  In each case, the percentage below average is calculated and used to provide performance indices.

	Criteria Number
	Criteria
	% Below Average
	
	Performance Index (Internal x External)

	
	
	Internal
	
	External
	
	

	4
	To what extent has the assisted organisation bought into the targets?
	38
	x
	60
	=
	2280

	6
	What are the skills and experience of the project manager in relation to what he/she is expected to deliver?
	38
	x
	63
	=
	2394

	7
	What monitoring and reporting systems have been established?
	69
	x
	78
	=
	5382

	8
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?
	20
	x
	47
	=
	940

	10
	Are there effective financial management controls in place?
	26
	x
	55
	=
	1430

	12
	Have marketing/ communication objectives been set?
	69
	x
	67
	=
	4623

	13
	Is there a marketing plan, including measures to monitor effectiveness?
	69
	x
	70
	=
	4830

	14
	Is there awareness of competitive and complementary projects in the area?
	44
	x
	69
	=
	3036

	15
	Have relevant strategic alliances/networking arrangements been established?
	32
	x
	51
	=
	1632

	17
	What is the impact of organisational performance on the local economy in terms of employment, productivity and adding value?
	38
	x
	60
	=
	2280

	18
	What are perceived to be the main reasons for success or failure?
	38
	x
	58
	=
	2204

	
	
	
	
	Average
	2821


8.8
In order of ranking, criteria which are below the overall performance index average in this instance are:

1.
Establish effective monitoring and reporting systems.

2.
Prepare and implement a cost-effective marketing plan which covers communication with members as well as external markets.

3.
Base the plan on clearly defined, quantifiable and measurable marketing and communication objectives.

4.
Work with others in the area and beyond wherever appropriate and feasible

8.9
This completes the evaluation process as such.  However, it is as yet of little value in that it requires to be applied.  This is done in the next chapter in which we detail our conclusions and recommendations.

9.
DTCP CONCLUSIONS AND RECOMMENDATIONS
9.1
These are presented on the basis that the Partnership was continuing.  That is, the current liquidation process has been ignored.  However, before the chapter and report as a whole are concluded we have added some brief observations on the way ahead for Dumfries Town Centre, drawing lessons wherever possible from the evaluation results.

9.2
These results indicate that all was not well with DTCP: indeed, little was well with the organisation, although this judgement has perhaps been clouded by the fact that the Partnership is in the process of being wound up.  Setting this aside, however, and rejecting the temptation to lay the blame for all the organisation’s ills at the door of a single individual (which would be unfair), the evaluation process suggests the following conclusions and recommendations.

(
The role of the DTCP – and realistic expectations of it – should be reassessed.  This should be accompanied by clearly defined, measurable objectives which are related to the resources required to deliver them.  These should be agreed with the funding bodies but the organisation itself must understand and buy into them.

(
The appointment of a Town Centre Manager should take account of the skills required to deliver the objectives, with expectations being matched to salary levels.  On the basis of our evaluation, leadership and communication skills are likely to be needed, allied to a pleasant and enthusiastic personality.

(
The Manager’s communication skills should be used in preparing a Business and Communication Plan for the Partnership, which should include definition of the objectives, how they are to be achieved, the resources required to do this, and how achievement is going to be measured.

(
Communications should then extend into the wider DTCP membership and Town Centre business community, both to keep all informed of Partnership activities and, hopefully, successes and to ensure that the business community is well aware of its obligations in making the Partnership work.

(
In particular, there should be an appreciation that vision will be needed if Dumfries Town Centre is to rise above the normal “ordinary” and that this vision may well involve “risk-taking”, which should be supported by public money.

9.3
We believe that if these simple five recommendations are pursued DTCP will be (or more correctly would have been) in a much stronger position.  Detail will, of course, have to be added but as long as this is directly related to what the organisation is trying to do, how it is going to do it, what it needs to achieve its targets, and how success or otherwise is to be effectively measured and regularly reported then a system will have been put in place that should avoid repetition of past haphazard arrangements.  Once the basic systems are in place, attention should turn to the creation of strategic alliances with others – both within the town/region and beyond – in order to increase impact, share risks and learn from best practice.

9.4
However worthy these recommendations may be, however, they are unlikely to be pursued in the short term.  Time will be needed to recover from the liquidation of the DTCP and even more time will be needed to restore business confidence in any similar body that follows it.

9.5
This time should therefore be used to consider what that body should be, with options – such as that presented by the current DTCP Chairman - being fully considered.  The move forward to replace the DTCP should then ideally come from the Town Centre business community; the challenge for SEDG and its public sector partners is to be ready to respond meaningfully when that day arrives and to seek to avoid the creation of wasteful splinter groups in the meantime.

9.6
Our final conclusion and recommendation is therefore to take the time to learn from the past in order to ensure that the future is much more successful for the successor body to the DTCP, whatever it may be.


