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Section One: Introduction

The South Sefton Partnership (SSP) Board commissioned CSK Strategies Ltd
 to undertake a final evaluation of their SRB6 programme.  The evaluation was to be conducted in two stages, the main first stage being an evaluation of the programme up to its formal end point of 31st March 2007. This has been completed and the full report and an executive summary are available.

This supplement covers the second stage of the evaluation, involving an examination of the progress made in 2007-08 by three projects that had been provided with an additional year of extension funding by the North West Development Agency (NWDA).  These were: 

· Sefton@Work (project no. SO3 025); 

· The South Sefton Development Trust (involving two sub-projects Inspire Investment and Social Enterprise, project number PSO 016, and the Single Procurement Vision, project no. PSO 017); and 

· The South Sefton Investment Centre. 

The extension funding had been provided because of the centrality of these initiatives to sustaining the impact of the SSP’s regeneration work over the previous seven years. 

This second stage, conducted in late February and March 2008, involved an examination of outputs and expenditure of each of the three projects; discussions with the project co-ordinators and other partners involved in delivery; and a telephone survey of four social enterprises. Although making up a small sample, these four organisations do provide sufficient evidence of the positive intervention of the two projects in the social economy of south Sefton. The interviews were based around a common proforma very similar to that used in the earlier stages of the evaluation of the programme.

The main report outlined the key issues that would be investigated in the second stage of the evaluation. These were approved by the SSP and are repeated below.

Sefton@Work

· Continued progress in attracting and successfully serving clients, including local businesses.

· Progress in reaching “harder-to-help” people including Incapacity Benefit claimants and lone parents.

· Embedding of the role of Sefton@Work in the City Employment Strategy and a deepening of the understanding by partners of the specific role each has to play.

South Sefton Investment Centre

· Progress in the construction of the Centre within timescales and budgets.

· Progress in marketing the building to potential occupants.

The Development Trust

· Outputs and outcomes in relation to social enterprises.

· Progress in building social enterprise and procurement agency capacity around the Single Procurement Vision.

Each project is reported on in turn in the rest of this supplement, with the two components of the Development Trust given a section each.  A brief description of each project is provided within each section together with a summary of the main conclusions of the evaluation to March 2007 relating to that project.  This is followed by a short analysis of outputs and expenditure; an outline of evidence on the impact of the project in 2007-08; an assessment of this impact by the evaluators; key lessons and success factors; a review of succession/forward arrangements; and, where appropriate, the evaluator’s recommendations. 

Overall conclusions are provided in the final section of this evaluation supplement.

Section Two: Sefton@Work

1.
Brief project description to March 2007.  

The overall aim of Sefton@Work was to enable workless local people to progress to sustainable employment. More specifically, it involved:

· The provision of high street based information, advice and guidance to workless people who registered with the provision.

· The provision of pre-employment training such as confidence building and interview skills.

· Engaging with local employers to determine their needs and job vacancies.

· Setting up and facilitating guaranteed interviews for registered clients.

· The linking to other projects and interventions such as Financial Assistance to Business and the Employability Fund.

The project started in November 2002 and delivers a highly visible high street based service to workless local people in the area who wish to re enter the labour market.  It also delivers a range of other local bespoke interventions in other areas of south Sefton including Netherton; a range of paid work experience placements and extended work trials; and the on-going engagement of employers and partners to ensure sustainable employment. It employs approximately 30 people across its sites and in its outreach teams. One of the innovative features of the project is the training of local people as client advisors so as to reach those workless people and groups who traditionally have not taken part in progression to work interventions.

Primarily, Sefton@Work responds to individual training needs linked to a job offer or an area of jobs growth.  There is also a great deal of careers advice/mentoring, which is not directly linked to a job but helps individuals overcome barriers to access.

The project also provides grant aid to help tackle issues that might be a barrier to accessing jobs and training such as travel costs, clothing, childcare etc.  It is very much tailored to individual needs and is funded by a mixture of LSC, SRB, Pathways ESF (European funding).  Jobcentre Plus (JCP) no longer offers such grants directly and thus the project fills an important gap.

Sefton@Work also has strong links with the inward investment section of the Council and has set up specific customised pre-recruitment courses with a number of employers including Lidl, Littlewoods, Rolls Royce and Everyday Financial Solutions (a call centre).  These have been successful and employers are always involved in design – a key success factor. The length and content of each course varies depending on the employer. In addition, Sefton@Work was about to start a new programme with the LSC providing customised training for growth sectors.  Through this service, the project also assists inward investment and business support objectives.

The project had piloted offering post-employment support but the take-up has not been particularly high.  

If a client is registered with Sefton@Work, they may be signposted to additional support that might be needed, e.g. alcohol or drug abuse support.  

In summary, people sign up with Sefton@Work because they want to get back to work and are therefore helped to overcome a variety of barriers that each individual confronts.  The service is client-driven.

2.
Summary of end-March 2007 Evaluation Conclusions 

The first stage of this evaluation concluded that overall Sefton@Work had had a substantial impact on the worklessness situation in south Sefton. Generally the project went to plan with the local presence in Bootle and Netherton being particularly effective. 

In one sense the project was a victim of its own success with a far higher demand from local people than was anticipated.  (Over 6000 local people were registered from 2002 and during the current year the project is still running at a level of 30 client registrations a week.) However, the team were able to put in place a strategy to deal with this by working with partners including Neighbourhood Action Groups (NAGs). 

The employer liaison team worked well and the information, advice and guidance facility became Matrix accredited. The project won a national Matrix Excellence Award recently, the achievement of which highlighted the commitment to quality and service shown by the Sefton@Work staff and partners.  The success of the project was attributed to having a high street location and a clear strategy and plan in place.

The allocation of resources to the various part of the project needed to be adjusted as the project progressed and the systems in place for evidencing and checking outputs had to be developed from scratch.

3.
Objectives and Plans for 2007-08

Key elements of Sefton@Work’s plans were:

· To continue to provide an effective client-centred service assisting people across south Sefton to access sustainable employment;

· To extend this service so that it helps client groups previously by-passed by such services including Incapacity Benefit (IB) claimants, lone parents, new arrivals and those in need across the borough;

· To continue and deepen its work with employers including establishing links beyond south Sefton;

· To further develop partnership working, ensuring clear roles and responsibilities;

· To secure funding to continue this work beyond March 2008 as the need for its services are still apparent. 

4.
Analysis of Expenditure, Outputs and Outcomes

Outturn results available in March 2008
 suggest that Sefton@Work received funding of £1,085,000 in 2007-08 made up of £446,000 of SRB grant (including £19,000 for project SO1 026 linked with the Integrated Employment Support project, no. SO1 025) and £639,000 from other public sector funding (including ESF, ERDF, NRF, Safer and Stronger Communities Fund and NiLDC)

Output returns indicate that 17 jobs will have been safeguarded, 60 residents will have secured qualifications, 168 previously unemployed will have been helped into employment and 46 training weeks will have been provided.

5.
Evidence of Impact 

There have been 2,000 new clients registered over the year April 2007 to March 2008, leading to a cumulative figure of 8,000 since the project began. 800 client appointments take place per month. In addition there are drop-in enquiries, which are not recorded. In addition, 350 people have been supported into jobs since April 2007, and others have taken-up training opportunities.

The project keeps very good client records, which have improved over the past year, and can provide a ‘real time’ analysis of the categories of clients that have been seen, allowing gaps to be identified and “hard-to-reach” groups targeted.  Data here shows that over the past year:

.

· The gender breakdown of clients is 60% male, 40% female.

· 228 were 50+. The project has helped 15% more of this age group into jobs than in the previous year.

· 200 are migrant workers, 50% of whom are Polish. 

· 2.5% of clients are from BME groups

· 6.5% have a declared disability or health problem.

· 5% are lone parents (which is low because there is a specialist provider close-by to whom Sefton@Work refer)

· 35% have low or no skills (i.e. NVQ Level1 or below)

Every client is asked to complete a feedback form every six weeks. These are analysed and provide evaluation data.  Sefton@Work also undertakes quarterly employer surveys. Our review of samples of the monitoring information suggests that there continues to be a high degree of customer satisfaction on both the potential employee and employer sides.

A training project was established last October for three local people leading to an Advice & Guidance NVQ. Sefton@Work hopes to be able to employ them when the training ends.

Included on the staff are a Housing specialist (soon to leave) and a Mentor. Previously, a Health specialist related to IB and pathways to work was employed.

Routeways Programme

This LSC-funded programme targets hard-to-reach groups. It is a motivational programme that raises confidence and provides a work placement for 200 people in the public sector. There are no benefit issues in this. Outcomes have been very good. 82 people have found jobs so far.

Engagement Strategy

The project has implemented an extensive programme of activities to attract clients to Sefton@Work.  This has included:

· Attractive shop-front premises close to transport links and shops, with good footfall.

· Word of Mouth and recommendations from other users, agencies and voluntary organisations.

· Mail shots

· Radio advertisements

· Leaflets in venues

· Advertisements on pillars and in shops

· Door-to-door canvassing, targeting hard-to-reach groups in the most deprived areas. This is done by Sefton@Work staff and by volunteers such as members of the Fire Service, and more recently by Sefton@Work trainees.

· Telephone canvassing

· Stalls at local events

Work with Employers

Sefton@Work has recorded 100 new employers using the service per year, plus they have repeat business. Evidence suggests that Sefton@Work builds good relationships with employers who appreciate the Sefton@Work enhanced level of service – they are able to test applicants, sift them, and provide a pre-interview. Employers know that Sefton@Work can help prospective employees with necessary costs such as clothing, so they won’t lose good recruits for such financial reasons.

Sefton@Work is regularly linked with inward investment planning applications through its link with Sefton Council’s Inward Investment Team.

Partnership

A Partnership Operating Agreement has been established across Sefton Borough. This allows for cross-referrals between agencies. Sefton@Work has a very strong relationship with JCP. Two staff are seconded to Sefton@Work from JCP. New JCP staff spend time at Sefton@Work to learn about the service.

The health sector has been a close partner especially in relation to the public sector Routeway. They have provided work placements via the NHS Academy for administrative and support staff.  Links with the Voluntary Sector have also been good, for example the expansion into Southport has been helped by links with WorkZone via Sefton Council for Voluntary Service.

6.
Evaluator’s Assessment of Impact in 2007-08.  

Sefton@Work has clearly continued its successful track record in 2007-08. It continues to attract substantial numbers into its shop-front premises, to the extent that this sometimes limits the extent of outreach effort required to reach some more isolated groups of residents.  Nevertheless, it has succeeded in reaching some of the target groups it identified at the start of the year as well as learning valuable lessons of the greater difficulties of achieving positive outcomes here.  

An example of this include the greater degree of apathy, low aspirations, low confidence and a sense of hopelessness amongst those people it has sought to reach through its outreach work on deprived estates.  People entering its premises in Bootle town centre are likely to be more self-motivated than those contacted via outreach work. Another example is the barriers facing many IB claimants in securing sustainable work, which requires close partnership working with agencies and people with specialist skills in this area. Sefton@Work appears to be successfully establishing these partnerships. 

The integration of Sefton@Work’s service to existing residents with those provided to new arrivals, particularly Polish people through the appointment of a Polish speaker, is a model of community cohesion good practice in our view. Moreover, the extension of its services to cover all that need them wherever they live in the borough through the opening of a base in Southport will further strengthen its position in the borough.

Work with employers continues to be a key and successful element of the project’s work.  Links with the Council’s business services and inward investment team and other departments who work regularly with local businesses continue to work well and are of critical importance.  Tackling worklessness requires both the attraction of jobs to the borough and helping local residents into these jobs; indeed the two sides of the equation can be mutually reinforcing as shown by Sefton’s experience.  However, for this process to be sustainable and to offer prospects for progression to higher skilled and remunerated employment it is important for Sefton@Work to link into the wider conurbation’s labour market. There are signs that this is being done through work on the Multi-Area Agreement, through City Region work and through Stepclever, the Sefton and Liverpool Enterprise Growth Initiative. Through the latter, Sefton@Work has been able to offer enterprise start-up as a genuine employment option for its clients. In addition, cross-boundary work has developed with the North Liverpool JET service.

In terms of securing its future, by locating itself within the Sefton and Merseyside Employment Programme a cocktail of funding has been drawn together, though not fully kick-started, to underpin the continued offering of its services to the residents and businesses of Sefton as well as allowing for the continued development and improvement of these services.

Finally, we note that Sefton MB Council, through Sefton@Work, filled a gap in the market place that was not being filled by the private or voluntary sector.  Furthermore, the Council link has been a factor in its success because of the easier opportunities to network with other departments that have links with businesses, particularly new or expanding businesses.  National policy makers need to recognise this important role that local authorities can play in providing new and relevant services, particularly when supported by a partnership which brings together the public, private and voluntary/community sector. The respect between the Council and key private sector figures has been an important contextual factor.

7.
Key Lessons and Success Factors

The following key success factors have been identified for this project, many during the first phase of the evaluation and confirmed during this phase: 

· The huge demand for this type of service in the area.

· Very experienced and committed staff.

· The funding to overcome barriers to accessing employment.

· Being innovative and client-centred.

· Remaining flexible to respond to need.  

· Being backed up by an effective and mature public/private/community partnership which was prepared to allow room to be innovative and flexible and that would fight the corner of this type of work in other arenas.

· By doorstep canvassing and reaching people directly, the project has reached people who are some way from joining the labour market.

· The employer liaison team, which has been critical for success and which has earned Sefton@Work a great deal of respect from the business world.

· Not limiting work with employers to a limited geographical area but extending this to the whole of the borough and across borough boundaries.

· The close links with the inward investment staff is also important.  

· The quality of the service.

· Location is critical – the project has a shop-front base in a main shopping area in the south of the Borough and also has a shop front in the next biggest shopping area in south Sefton.  Both bases are in deprived wards and the footfall at both places is huge.  (There are some factors very specific to south Sefton here, as Bootle town centre tends to be the place people need to come to to access important services.  Other areas may have a more dispersed provision of centres.) 

· Absolutely vital is that Sefton@Work’s service is seen as a voluntary and not a sanctioned service and that they offer confidential advice.

The key lesson is that an employability project depends crucially on gaining the confidence of the client group. Having a high street presence was undoubtedly one of the key success factors in that it provided a visible presence for the project where local people could access it and feel confident that their needs were being addressed.

8.
Succession Arrangements

Since the first stage of the evaluation, Sefton@Work has been at the heart of discussions across Sefton and the Merseyside area to secure new funding for employment work whether this is from the Deprived Area Fund, the Working Neighbourhoods Fund or the new European Programmes.  Although negotiations were close to completion on these, at the time of the evaluation the final funding package had not been agreed.  Nevertheless, all those involved in Sefton@Work that we spoke to remained confident that the service would continue for another 3-year period although the uncertainty had not helped with staff retention.  This confidence is reinforced by “Tackling Worklessness” being the top priority within the Local Area Agreement, and by a worklessness indicator being one of the stretch targets.

The commitment of Sefton MB Council to ensuring a continued Sefton@Work service is also reflected in the employment of two SRB-funded core staff working with Sefton@Work within the Council’s Planning and Economic Regeneration Department. 

9.
Recommendations

Our main recommendation is to “stick with it”.  This involves securing the continuation funding needed as soon as possible and minimising the staff fallout, and maintaining an innovative and experimental approach, particularly with regard to the new groups that current worklessness policy are beginning to address.  The message that this needs time and partnerships with specialist staff should be driven home to policy makers.  Tackling apathy and a sense of hopelessness in some neighbourhoods will take a concerted, combined and co-ordinated effort of neighbourhood renewal by a number of partners. It also requires many more years of initiatives to create jobs at a borough, sub-regional and regional level. 

The growing emphasis on working across the City Region area therefore needs to continue, as does the widening of access to Sefton@Work’s services across the borough and to non-traditional groups.

Finally, communication and publicity should be given a high priority so that Sefton@Work’s success is widely recognised and celebrated.

Section Three: South Sefton Development Trust

There were two sub-projects which made up the extension of SRB funding to the South Sefton Development Trust (SSDT) in 2007-08: Inspire Investment and Social Enterprise, project number PSO 016, and the Single Procurement Vision, project no. PSO 017.  Each of these are discussed in turn in this Section.  

A: Inspire Investment and Social Enterprise

1.
Brief description of project to March 2007.  

The project was a key part of the SRB programme and succession strategy and related directly to one of the three pan-strategic objectives of the programme – supporting the development of social enterprises. Its main rationale and aim was to develop the business side of the social economy strand and provide an integrated programme to nurture, develop and support new and existing social enterprises in south Sefton. In particular it provided:

· Funding and support to undertake feasibility studies to test new trading ideas.

· Support to develop business plans and secure resources.

· Growth funding to enable trading ideas to be implemented. 

· Specific support to buy in professional expertise to enable specific needs related to new trading activity to be met. E.g. web site development.

In delivering the vision of a thriving social economy across south Sefton both this project and its sister one, the Single Procurement Vision, were key interventions of the South Sefton Development Trust setting the delivery in a strategic framework which extended beyond the borough across Merseyside. The projects were managed through a small team headed by the Director of the Trust and overseen by the Development Trust Board and through them to the South Sefton Partnership. There were and remain strong links with other stakeholders and in particular a productive working relationship with the Financial Assistance to Business Phase 3 project, Sefton@Work and the Neighbourhood Action Groups.  

2.
Summary of end-March 2007 Evaluation Conclusions 

Overall the project played a significant part, along with its sister project, the Single Procurement Vision, in stimulating and strengthening the social economy across south Sefton through a high degree of professionalism and a ‘can do/ calculated risk’ style of management. This enabled individual social enterprises to move to a higher stage of their development and a raised strategic profile of the social economy through on-going dialogue with strategic partners and end users. In addition secure foundations were laid for the further development of a thriving social economy in the borough through the partnership with the South Sefton Investment Centre, the planned future home for the Trust, the Sefton MBC Economic Development Team and private sector tenants.

The above developments were facilitated and strengthened through the significant changes to the way that the South Sefton Development Trust was set up and managed. The Development Trust Board now has a clear separation from the main partnership board and this has allowed the Trust to move beyond its earlier role of predominantly project management to become a genuine successor body. The appointment of additional directors from the voluntary, business (one from the Alliance and Leicester Bank) and public sectors has been a key contributory factor in this. Detailed reports on outputs, outcomes, impact and expenditure are received on a monthly basis by the Board and there is both a clear focus and very positive strategic direction. The SSDT constitution has been changed to reflect the above.

3.
Objectives and Plans for 2007-08

The key objective for 2007/8 was to ensure that the SSDT played a full strategic and operational part in the development of sustainable social enterprises in south Sefton.
4.
Analysis of Expenditure, Outputs and Outcomes

Overall the project is likely to meet all its expenditure targets and outputs. The total budget for the period April 2007 to June 2008 includes £238,289 from SRB, £125,433 from ESF and £384,605 from South Sefton Development Trust (deferred expenditure from 2006/7). Although SRB funding will only run until the end of March 2008, ESF will continue to June. The support to over 40 new and existing social enterprises and community organisations is expected to result in the creation of 60 new jobs and the securing of 20 existing ones by the end of Q4 (March 2008). This is a particular achievement when set against the very low level of social enterprise activity existing in the south of the borough at the start of the project. 

5.
Evidence of Impact: Project Coordinator’s/Staff’s Perspectives

As outlined above, the project has had considerable impact on both the social enterprise ‘landscape’ and the way in which the SSDT has been able to become a successor body. As a direct result of this it has been possible to set up a Confederation of Social Entrepreneurs (originally a Chamber) to ensure that the social economy in south Sefton and sub regionally draws strength from the both the critical mass and the combined expertise of the members that this provides. Further evidence of positive impact is the contribution that the project/SSDT made to the application for funding under the Local Enterprise Growth Initiative (now called Stepclever) for the sub-region
. This has now been secured and, amongst other business support, will enable additional support to be given to social enterprises in six wards (Linacre and Derby in Sefton and four in Liverpool). This in turn will provide a sound basis for the further application for ERDF funding, combined with the Working Neighbourhoods Fund, to ensure that the post-programme work with social enterprises extends across the whole of the Borough.

On an operational level the project was able to draw on the growing expertise within the SSDT team. Of particular note is the collective experience of working with social enterprises in many sectors both established and emerging. During the evaluation, considerable evidence of the growing professional support to social enterprises was obtained by means of an in-depth telephone survey of four organisations that had received direct support from the SSDT/projects (see 6 below). This together with the clear strategic direction from the Board (outlined in 2 above) has resulted in south Sefton being established as a key centre for the social economy within the sub-region. 

There is also a clear working relationship with the North West Development Agency to ensure the wider stakeholder ‘family’ is linked to the work done with SSDT and both projects. This has enabled some considerable strategic added value to be gained among the wider partners through influencing policy, practice and direction. 
6.
Evidence of Impact: Beneficiaries’ Perspectives

Four organisations who had received direct assistance from SSDT and the Inspire project were contacted by telephone and an in-depth interview carried out in each case to explore the both the type and impact of the support received under the project. The organisations were:

· Bootle Sports Community Group (Bootle Stadium Management Group) - a new group set up to rescue a redundant sports facility and develop it for the community.
· YKids- a church based charity, which provides a range of support to children in deprived areas.
· Waterloo Community Centre- a facility in the Waterloo area, which provides community learning, leisure, and sporting facilities.
· Independence Initiatives- a social enterprise that works in innovative ways with people suffering from drug addiction 
All of the first four organisations reported that it would have been difficult if not impossible to move towards a realistic business/organisation without the support and intervention from Inspire and the SSDT. This consisted of significant help through both financial investment and business advice and support from the project. 

One of the key areas was the facilitation of longer term business plans for the organisations.  In the case of the Bootle Stadium initiative for example it enabled them to develop a three year business plan, the buying in of a surveyor to look at the fabric of the building and the engagement of a development support worker to work on both revenue and capital funding applications. 

Although running since 1998 (and as a trust since 2004), YKids required additional help and support to move the organisation on to the next phase of its development. Demand for its services was running beyond the capacity and skills base and one of the key interventions was to ensure that the CEO obtained a business qualification. Set alongside the business support and advice given through the SSDT this enabled the organisation to plan ahead with confidence while helping to meet the needs of its expanding client base.

The key issue for Waterloo Community Centre was the management of a building that needed both investment and leadership to ensure that it moved beyond the basic NAG remit and explored future options. The support through Inspire enabled an action plan to be put in place, paid staff to be recruited and partnership with other organisations to be developed. 

Independence Initiatives was able to report that the considerable financial support from SRB funds enabled them to develop a completely new service and local facility for drug users within their existing portfolio, thus reducing out-of-area referrals.

The support for the entire organisation in each case was particularly valuable since all of the enterprises were newly established in their current form, and all had very little expertise within their membership/partners of developing viable business and organisational models. Of even greater significance was the on-going ‘hand holding’ that was provided where a vision needed to be translated into reality and where business needs were changing over time.

7.
Evaluator’s Assessment of Impact in 2007-08.  

Overall the impact of the SSDT working through the Inspire project was considerable. The SSDT has been able to develop further both its operational reach through support and advice to social enterprises and voluntary/community organisations. It has also reinforced its strategic direction and impact through its networking with other business support agencies and teams across the borough and across Merseyside, for example through its participation in the successful LEGI/Stepclever bid and through the Merseyside Single Procurement Vision.  

8.
Key Lessons and Key Success Factors

One of the clear lessons from the project is the need to allow officers to take risks when developing a longer-term investment strategy for the social economy in the particular circumstances existing in south Sefton. The key success factor in this was, and remains the sustained commitment from the SSDT Board to a legacy project. Action was taken early on in the life of the project about the way that this could be done and crucially the devolution of decision-making, even where this involved an element of risk, enabled the SSDT Director and her staff to move the project on in ways that would not have been possible otherwise. This together with the contribution of key staff with particular in-depth experience of social enterprises ensured success for the project. 
9.
Succession Arrangements

The ability to provide continued support to social enterprise development in south Sefton, and across the whole borough, has been secured in the short to medium term at least through participation in the successful LEGI/Stepclever bid and through linking into ERDF and Working Neighbourhood Fund resources.  In the longer-term, the planned re-location of the SSDT to the Investment Centre will make a statement about the centrality of the social economy within both the local authority vision for the area and the developing business community. Crucial to this is having in place a clear and strong business plan that will secure on-going income for the SSDT from the tenants of the new centre. 

10.
Recommendations

1. Continue with the successful model of supporting social enterprise development that has been delivered through this project and for which succession funding has been secured.

2. Review the sub-regional stakeholder network to ensure that key agencies and partners are aware of the impact, lessons and implications of the work the SSDT and its projects and to maintain the pole position of the programme within the sub-region.
3. Continue to develop the social enterprise business base through the Confederation of Social Entrepreneurs and ensure that this is linked to 4 above.

B: Merseyside Single Procurement Vision (MSPV)

1.
Brief description of project to March 2007.  

The project was a key part of the SRB programme and succession strategy and related directly to two of the three pan-strategic objectives of the programme – supporting the development of social enterprises and establishing a Development Trust as a successor body to the South Sefton Partnership.  It was one of the two main vehicles to deliver the 2007-08 post-programme extension of the South Sefton Development Trust (SSDT). Delivered alongside its sister project, Inspire- Investment and Social Enterprise, this project developed the business side of the social economy strand and contributes to an integrated programme to nurture, develop and support new and existing social enterprises in south Sefton. 

It has a particular emphasis on developing the ‘supply side‘ of the social economy by ensuring that social enterprises, and community/voluntary sector organisations aspiring to become social enterprises, are supported and developed so as to able to compete for public sector contracts. In particular it provides:

· Assistance in removing obstacles to the development of social enterprises by addressing supply side issues.

· Strengthening the ability of the social enterprises to compete for public sector contracts.

· Funding of mentors from within the sector to guide newer social enterprises to secure new contracts and trade more effectively.

· The setting up and running of procurement events, including Meet the Buyer and Exemplar Workshops.

The target beneficiaries are existing and emerging social enterprises within south Sefton. The project also provides the running costs of the South Sefton Development Trust, which manages the project through a small team of five headed by the Director of the Trust.

In delivering the vision of a thriving social economy across south Sefton both this project and its sister one, Inspire-Investment and Social Enterprise, were key interventions of the South Sefton Development Trust setting the delivery in a strategic framework which extended beyond the borough across Merseyside.

2.
Summary of end-March 2007 Evaluation Conclusions 

As with Inspire, the project played a significant part in stimulating and strengthening the social economy across south Sefton through a high degree of professionalism and a ‘can do/ calculated risk’ style of management. Of particular note is the key partnership work led by Plus Housing and including Riverside Housing that enabled a cohesive, Merseyside-wide sub-regional approach to addressing supply side issues that currently restrict growth within the third sector. The approach  incorporates the dissemination of good practice.

Overall the project enabled individual social enterprises to move to a higher stage of their development as well as raising the profile of the social economy through on-going dialogue with strategic partners and end users.

3.
Objectives and Plans for 2007-08

The objective of MSPV is to stimulate social enterprise development across Merseyside, including south Sefton, by strengthening the ability of the sector to compete for public sector contracts. This included supply chain development so that social enterprises are better placed to win sub-contracts with larger companies supplying public sector services. 

In addition, the project was linked to ensuring that the SSDT played a full strategic and operational part in the development of the South Sefton Investment Centre (SSIC).  This was because, effectively, the project was the non-grant side of social enterprise development and the development of the SSDT, including preparations to manage the SSIC.  The appointment of a new SSIC project manager, a senior council manager, from the Technical Services Department of Sefton MBC, in June 2007 was the catalyst for a more effective relationship between the two initiatives and the SSDT is closely involved in the design and planned usage of the building from July 2008.   
4.
Analysis of Expenditure, Outputs and Outcomes

Overall the project is likely to meet all its expenditure targets and outputs. The total budget for the period April 2007 to June 2008 includes £257,429 from SRB, £141,179 from ESF and £421,425 from the South Sefton Development Trust (deferred expenditure from 2006/7). Total overheads for the project (SSDT) are forecasted to be £296,154 for the same period. The number of businesses advised including social enterprises supported to increase procurement is 80 over the same period.

5.
Evidence of Impact: Project Co-ordinator’s/Staff’s Perspectives

In many ways as one of the two vehicles that the SSDT used to deliver the vision for the social economy in south Sefton, the MSPV project shares many of its impacts and successes with the Inspire project. However, the focus of the project is distinct having its own outputs (see 4 above). Of particular significance is the way that the project was able to work with a range of organisations that collectively and separately have considerable buying power. The intervention of the project has enabled a total of 40 organisations to be involved with the provision of services to organisations as diverse as the Fire Service and the Primary Care Trust. 

In addition there have been some significant contracts secured with Sefton MB Council although much remains to be done in moving social enterprises to a more mainstream position within the local authority’s procurement portfolio. One of issues arising from the evaluation was the development of the ‘demand side’ so that procurement managers and their staff see social enterprises as key partners in delivering value for money alongside the commercial sector and not just local community based organisations. Although government policies on the provision of local services by the third sector are becoming more focussed and high profile (e.g. through the Minister for the Third Sector), it is unlikely that a genuine fundamental change in procurement practices will occur without change within the buying organisations and key policy changes by senior staff.   This is a national issue as suggested by national and other research in specific regions.

However, as with the Inspire project, the success achieved so far is notable when set against the very low base and profile occupied by social enterprise in south Sefton at the start of the programme. 
6.
Evidence of Impact: Beneficiaries’ Perspectives

As reported above, the project worked with 40 organisations to develop better provision and business both on the ‘supply side’ and at the interface between the social enterprises and potential customers. It was only possible in the time available to explore a part of this, although as has been reported under the Inspire project a number of social enterprises were helped to establish a sound business base that can be used to bid for contracts.  In three out of the four social enterprises surveyed under this evaluation, the support was not primarily around procurement. The notable exception was the Independence Initiatives SE (see 6 of the evaluation report for the Inspire project) where service level agreements had been secured from the referral agencies such as the police, probation service and the health service.  This degree of engagement with referral agencies could not have been obtained without the support and intervention of the MSPV project.

7.
Evaluator’s Assessment of Impact in 2007- 08.  

As with the Inspire project, the building of relationships with new and existing social enterprises was crucial for the success of the project. There is little doubt that there has been some small but significant progress in the development of opportunities for social enterprises and community organisations to secure contracts for the delivery of services. The business support given by MSPV has been able to develop the ‘supply side’ of the procurement situation in the area especially around health and social care. However, the impact on the ‘demand side’ is less evident and it will be crucial for the development of the third sector as a major partner in the delivery of services in south Sefton and for the continued regeneration of deprived communities that the issues being addressed by MSPV are more widely recognised and responded to. This is an issue faced by social enterprises across the country, made more difficult by efficiency pressures within the public sector which can be a deterrent to procurement staff seeking to contract with social enterprises.

8.
Key Lessons and Key Success Factors

One of the key success factors (as with Inspire) was the space given to SSDT staff to take risks and use a business model that allowed devolved decision-making and the building of good long-term relationships with social enterprises. All the conversations with staff and with the social enterprises during the telephone survey point to the importance of being accessible and offering an on-going dialogue and the building of trust between advisors and social enterprises. This together with the sustained support of the Board through a clear strategic direction and focus ensured that the above was successful. 
9.
Succession Arrangements

It is important that the MSPV or a successor project continues within south Sefton so as to allow the further work on procurement policies and practices outlined in the above section to have an impact. This should be a crucial part of the SSDT business model within the completed South Sefton Investment Centre.  The SSDT Board should give a strategic steer and focus to this by initiating and facilitating a high level dialogue with key senior management in the various public organisations that can offer contracts to social enterprises as well as developing on-going policy to support this.  

10.
Recommendations

1. Continue to develop the SSDT/SSIC business model/plan by working with the project manager, the letting/management agency (CBRE have recently been appointed) and stakeholders.

2. Work with SMBC, the SSDT Board, the Sefton LSP and sub-regional partners to ensure that high-level dialogue with key procurement decision makers takes place (see 7 below).

3. Review and continue to develop an appropriate marketing strategy for the SSIC.

4. Review the skills mix of the SSDT team against the requirements identified from the business plan and put in place the requisite team development plan to ensure that the appropriate skills and knowledge are place in line with the final commissioning and opening date. (This has to a large extent been responded to through the appointment of managing agents for the SSIC.)
5. Review the sub-regional stakeholder network (e.g. through NWDA) to ensure that key agencies and partners are aware of the lessons and implications of the work the SSDT and the projects have achieved and maintain the pole position of the programme within the sub-region.
6. Continue to develop the social enterprise business base through the Confederation of Social Entrepreneurs and ensure that this is linked to 4 above.

7. Work on the demand side of procurement with key stakeholders in SMBC, Fire Service, the PCT and other public sector bodies within Sefton and across Merseyside to ensure that more opportunities are given for social enterprises to bid for contracts. Ensure that more social enterprises become procurement ready through targeted and sustained development of key organisations. Look at models in use elsewhere in the UK in order to ensure the adoption of best practice.

Section Four: South Sefton Investment Centre

1.
Brief description of project to March 2007.  

The project is a key part of Strategic Objective 3 but also contributed towards the pan-strategic objectives of the programme. As a ‘legacy project’ from SRB, the South Sefton Investment Centre (SSIC) forms a key part of the strategic investment area (Atlantic Gateway) and the Strategy and Action Plan for Bootle town centre. It involves the demolition of an existing obsolete local authority owned building, Vermont House, and the construction of a new, high quality office building of 3,000 square metres over five floors. It is expected that it will create 250 new jobs through the take up of office space by private sector companies. The SMBC economic development department team will also be located there as will the South Sefton Development Trust (SSDT) management team. Shared features will include a café on the ground floor (which will be open to the public), a reception area and a number of rentable/bookable meeting rooms. One of these will be at the south end of the building within a mezzanine floor with an open aspect overlooking Stanley Road.  The interior space is flexibly designed with large open plan floors that can be partitioned as required to meet the needs of small start up and existing businesses.  

Sefton MB Council (SMBC) will be the building owner but it will be leased to the SSDT. SMBC is also a major funding contributor.

2.
Summary of end-March 2007 Evaluation Conclusions

As of March 2007 work had yet to begin on site on the main contract to construct the building. However, tenders had been received and negotiations were progressing with the winning tenderer prior to the award of contract.   Demolition of Vermont House was completed in January 2007 and the site handed back to the contractor. 

3.
Objectives and Plans for 2007-08

The early difficulties with cost over runs, project management and oversight of the initiative are being tackled with a new project management team in place, led by a senior officer in Sefton MB Council’s Technical Services Department, and new contractors (ROK) being appointed. A value engineering exercise carried out during this year identified key cost savings of over £1m that reduced the estimates of the original contractors down to £6.5m. By the end of 2007-8 the construction of the main shell of the building will be complete with the implementation of the fitting out plan by the original design company, BDP, giving a final completion date of July 2008. Both fit out and project contingencies will allow the new building to come in close to the revised budget. The architect’s brief for the internal fit out has identified a total of £502,959 available from unallocated contract contingencies; project contingencies, Section 106 agreement and SSDT unallocated resources for this work.

A business plan for the building is being developed by the South Sefton Development Trust and will focus on both the tenancy mix for the new building as well as the income and expenditure streams for the management of new facility. This will allow the asset to be passed over to the SSDT on a peppercorn rent and provide an income stream to the SSDT for its work in developing social enterprises.. 
4.
Analysis of Expenditure, Outputs and Outcomes

As was explained in 3 above, the expenditure forecasts for the project are now expected to be within the revised budget of £6.5 million. This is made up of £2.336m from SRB, £2.2m from ERDF and £1.961m from SMBC. 

In addition to the 250 jobs expected to be created by tenants of the new building, 525 full time or full time equivalent jobs are being created or secured through the construction work. 
5.
Evidence of Impact: Project Coordinator’s/Staff’s Perspectives

Although the building is yet to be completed, there is evidence that the commissioning and construction of the Investment Centre has resulted in a very positive impact on Bootle town centre. The positioning of a landmark building at the heart of the commercial district and town centre appears to have had a catalytic impact on the investment in the area with a number of other new and refurbished buildings under construction. It is significant that a nearby private sector investment in high quality apartments may provide the start of resurgence in residential accommodation and further economic regeneration in the town centre of which the SSIC will be a key part.   

In addition, the impact on the public/private/voluntary partnerships within south Sefton is likely to be considerable. Again although the building is incomplete, the developing partnership arrangements both between SMBC and the Development Trust and with sub-regional partners have received a significant boost. The Director of the SSDT and the senior council manager, from the Technical Services Department of Sefton MBC in charge of the SSIC project, have developed close working arrangements to ensure that both the handover of the building and the management of the Investment Centre proceed effectively and so that the SSIC and the SSDT become key parts of the post-SRB landscape. There is also the potential for links with private sector office/start up buildings nearby.

6.
Evidence of Impact: Beneficiaries’ Perspectives

The evidence of impact from beneficiaries’ perspective will only be available once the building is complete and occupied.

7.
Evaluator’s Assessment of Impact in 2007-08.  

First, it is clear from this second stage evaluation that the earlier difficulties with the SSIC have been turned around and that the building is on target to be completed within budget over the summer of 2008. 

It is also clear that there is great potential for strategic added value from this project. The whole vision for an SSIC is predicated on a clear strategic vision and during a site visit by the evaluator, it was possible to see clear evidence of how the building is emerging as a key physical manifestation of the legacy of SRB. 

Of even more significance is the way that the post-programme arrangements for the occupation for the building are being developed. The key to this is the very positive and pro-active working arrangements between the SSIC project and the SSDT. The analysis given in the evaluation report for the Inspire and Merseyside Single Procurement Vision projects is the ‘other side of the sandwich’ for this project and the symbiotic relationship between the SSDT and the SSIC is clearly key to the success of building as a legacy project. Great strides have been made in ensuring that the right design and fit out features are being put in place so that the building attracts “top-end” tenants willing to pay higher rents. Key to this is the close working relationship between the project manager for the SSIC project (from SMBC Technical Services Team) and the Director of SSDT. We understand that this relationship between SMBC and SSDT is being formalised. It is important that the business plan and our recommendations for this project and the Inspire/MSPV projects are fully tested and proofed if possible before the planned project hand-over date for the building in early September 2008.   We are confident that this will happen as work is already underway on many of the recommendations and the business plan is being refined.

8.
Key Lessons and Key Success Factors

The key lesson for the SSIC project is that having a high level and experienced public sector manager in charge is essential to the success of a building of this type. Indeed, it could be said that having a skilled building manager is not sufficient to ensure the success of such a legacy project.  Drawing together a team that ensures all the stakeholders, internal and external, are fully engaged and contributing is as important as construction of the building, managing contractors and briefing an architect. This is particularly important given the tensions that have to be negotiated between SSDT’s objective of securing an adequate income stream from the SSIC for its continued operation and the objective of directly supporting the development of social enterprises which includes ensuring that there is an appropriate supply of business accommodation. There is no doubt that the early difficulties have been overcome and that the project will be successfully completed on time and within the revised budget but that this has been possible only through good relationship management.

9.
Succession Arrangements

As the building is due to be completed in July 2008, handed over in September 2008 following fitting out and available for occupation from October 2008, the succession arrangements hinge on the way that the letting and business model for the SSIC is managed.  One of the key aspects of this is the way that the concept is marketed. It is important that in order for the building to be seen as a genuine community enterprise, generating sufficient rental income from tenants, it is vital that it not seen as just a council building. It is therefore essential for the vision of the building, as a key part of the legacy from SRB, to be fully developed and articulated by SSDT and SMBC.

10.
Recommendations

1. Continue to develop the SSIC business model/plan by working with the project manager, the letting agents (CBRE) and stakeholders.

2. Work with SMBC and the SSDT Board to ensure that the appropriate marketing strategy is in place for the SSIC. A high profile launch of the building should be a component of this.

3. Review the skills mix of the SSDT team against the requirements identified from the business plan and put in place the requisite team development plan to ensure that the appropriate skills and knowledge are place in line with the final commissioning and opening date.
4. The existing management and collaborative arrangements should be continued, supported by the recommendations given in the Inspire and MSPV reports. 
Section Five: Conclusion

The main conclusion from our review of the three extension projects is that their progress and success continued in the extension year but there is unfinished business.  This includes the remaining high levels of worklessness, the ongoing development and support needs of social enterprises, the barriers still to overcome amongst procurement agencies to ensure that effective social enterprises form a significant part of a diversified supplier base of public services, and the need to complete the South Sefton Investment Centre followed by its occupancy to ensure it is financially viable.

Securing funding for the continuation of these services is therefore of critical importance.  A package of funding for Sefton@Work and a wider employment programme for the next three years appeared close to agreement.  The link between the Development Trust and the Investment Centre continues to appear a solid foundation for sustainability.

Linked to succession is the quality of the governance, partnership and management arrangements in place for all projects.  We believe these to be strong, showing a willingness to take risks and be innovative, necessary qualities to tackle the remaining regeneration challenges in south Sefton.  This reflects the high quality of partnership working across the borough, the commitment and approaches of key individuals and their interaction across a number of policy areas.

A final word on the need to remain vigilant: the success of these projects has also been dependent upon the quality of staff involved in their delivery.  It is important that sight is not lost of the need to focus on retaining and recruiting the right personnel at the same time as focusing on securing funding.  Our assessment is that losing this sight is not a failing of the partnership in south Sefton.  Indeed, the focus on the people who deliver is one of its strengths.  But it is never wrong to continue to stress this issue, if only to disseminate the lessons of success in south Sefton to the wider world.
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