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2) Agree if it wishes to make recommendations to officers as a result of the learning
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1.

Introduction

1.1

This report presents a number of project evaluations for consideration by the Governance
Committee. The Committee is asked to consider the evaluation reports and identify any
recommendations it may wish to make as a result of the learning points and themes
highlighted.

2.

Background

2.1

As part of the review of performance reporting, the Governance Committee now receives
evaluation reports on completed projects. This process allows the opportunity to learn
from the projects that have been carried out to date. It allows lessons learnt to be applied
across the organisation, helps to improve the way we develop and manage projects in the
future, as well as potentially informing policy and the future approach to similar or related
areas of work.

2.2

There are two evaluations and two case studies attached to this report.

3.

Project Evaluations

3.1

The South Downs Centre project was to complete the purchase and refurbishment of the
north wing of Capron House and the Memorial Hall (both Grade II Listed former school
buildings) in Midhurst to form the South Downs Centre (SDC), which would become a hub
for communities in the National Park, a base for people who work, partner and volunteer
for the National Park and also the main office of the South Downs National Park Authority
(SDNPA). The evaluation report is at Appendix 1.

3.2

The South Downs National Park Authority (SDNPA) became the local planning authority for
the National Park on 1 April 2011. The authority initially had no planning Administration
system during its first year. The then 15 host authorities, who delivered planning services on
behalf of the SDNPA, had their own administration systems, many of which were different.
On 1 April 2012, the authority introduced its own system and required the 11 host
authorities which had decided to continue with delegation to operate the new system. By
the end of March this year, the system will have been operating for three years. The
evaluation report is at Appendix 2

3.3

The Weald and Downland Gateway project was established to provide new learning,
participation, and activities, as well as being a gateway to the South Downs National Park.
New buildings around the Museum’s millpond will have new visitor facilities (ticketing, retail
and catering facilities), new information galleries and updated interpretation throughout the
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site, along with a suite of new engagement opportunities. This will enable visitors to explore,
enjoy, understand and become involved with the Museum. The case study is at Appendix 3.
3.4

The White Lion Dew Pond is included as an example of one of the many projects in which
the Rangers in Operations get involved. This one, the restoration of a dew pond named on
OS Maps and sited on the South Downs Way corridor on Access Land involves the
restoration of a dew pond by repairing its concrete lining with sealant, rather than restoring
it with a more traditional clay lining . Quotes for the work to dig out the concrete, re-shape
and line it proved to be prohibitively expensive, so alternatives were considered. These
included the farmer’s concern over possible habitation by liver fluke (a parasite that affects
sheep and cattle) in muddy water. The result, a crack-sealing experiment repairing the
concrete instead, provided a pragmatic and cost-effective solution (to date it is holding water
very well). The case study is at Appendix 4.

4.

Key learning points

4.1

The key learning points identified from the projects are set out below. For the SDC project
the following specific issues were highlighted.


The need for two main contractors rather than one for the entire project resulted in
more project management challenges and duplication of design effort,



The need for significant value engineering added complexity to the cost management
and design processes,
The novation of the designers to the 2nd main contractor relatively late in the design
process resulted in little input from the contractor in the design process
While using the Improvement and Efficiency South East (IESE) Framework
demonstrated partnership working and was cost-effective and practical for the actual
procurement, little benefit accrued during the actual project,






4.2

A more clearly defined specification in the first place would likely have resulted in the
need for fewer changes as the project progressed,
A contractor with greater capacity to plan activity on the ground would require less
client management time.

The key learning from the IDoX implementation is set out below
 The importance of robust project governance and a strong project board in addition to
the project team which has on-going oversight and monitoring throughout the project,


Recognition of the unique circumstances of the SDNPA in it’s Planning arrangements and
consideration of the need for specialist support and advice from time to time to take
account of that,



Early engagement with users to ensure sufficient training and support is in place to help
them use the new system.

4.3

A key learning point from the Weald and Downland Gateway case study is the need for
clear protocols and guidelines around partnership working and the importance of shared
expectations and clear roles and responsibilities at the earliest opportunity. This is an
emerging theme from other project evaluations and will be an area for improvement going
forward.

5.

Resources

5.1

There are no direct implications as a result of this report but it is possible that where
learning or improvement is recommended, that some resources might be needed to
implement those recommendations. Following completion of the projects further ongoing
funding may be required to enable the impact to be fully realised. This may give rise to
budget proposals coming forward in future years. Where possible such sustainability issues
will be more fully addressed in the development stages of the projects.

6.

Risk management

6.1

The risks for the individual projects were monitored using a risk register for each one. The
risks of not learning are that the SDNPA does not make the best use of its resources or
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repeats mistakes in future which could have been avoided.
7.

Human Rights, Equalities, Health and Safety
There are no implications arising from this report

8.

Sustainability

8.1

Learning from projects contributes to sustainability principle 2 ensuring a strong healthy and
just society – considering social cohesion and wellbeing; principle 3 achieving a sustainable
economy – considering impacts on or contribution to a sustainable economy; and principle 4
Promoting good governance – considering how to encourage active participation.

9.

External Consultees

9.1

None.

ANNE REHILL
Performance & Project Manager
Contact Officer:
Tel:
email:
Appendices

SDNPA Consultees

Anne Rehill - Performance and Project Manger
01730 819217
anne.rehill@southdowns.gov.uk
1. South Downs Centre
2. IDoX
3. Weald and Downland Gateway
4. White Lion Dew Pond
Chief Executive Officer, Director of Corporate Services, Director of
Strategy and Partnerships, Director of Operations, Director of Planning,
Chief Finance Officer, Audit Manager, Monitoring Officer, Legal Services &
Heads of Team.
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Evaluation Report of the South Downs
Centre Project
Executive summary
The objective of the project was to complete the purchase and refurbishment of the north
wing of Capron House and the Memorial Hall (both Grade II Listed former school buildings)
in Midhurst to form the South Downs Centre (SDC), which would become a hub for
communities in the National Park, a base for people who work, partner and volunteer for
the National Park and also the main office of the South Downs National Park Authority
(SDNPA).
The South Downs Centre has made a significant contribution to the National Park’s
statutory purposes and duty by:
 providing a community hub with space available for community groups to use including
providing the use of meetings rooms;
 enabling the contribution and involvement of volunteers, members and partners;
 ensuring the preservation of two existing listed buildings – important given limited
building stock with the National Park;
 contributing to the local economy;
 providing a sustainability exemplar by making the most of opportunities to improve the
performance of the building systems, building fabric and building management;
 providing an information centre to promote understanding and enjoyment of the
National Park and its special qualities.
The purchase of the SDC site was completed on 21 November 2012. The first stage of
construction works to separate the buildings from the remainder of the site was undertaken
between December 2012 and February 2013. The main construction phase began in June
2013, was completed on 30 April 2014 and staff moved in May 2014; an open day celebrated
the new community hub on 27 July 2014 and the official opening of the SDC by the Duke of
Kent was on 3 October 2014.
The full project cost including purchase and refurbishment was £3.923m, funded from
SDNPA’s capital budget, including a grant allocated when the National Park was designated.

What we wanted to happen
The main aims of the project were:
 To locate the SDNPA’s main office in a market town in the centre of the NP;
 To locate all the authority’s staff together other than the operational staff
 To create a flexible workspace that would meet the Authority’s needs now and in the
future;
 To provide a community hub with office and meeting room provision
 To provide a large meeting and conference space that could be used for all Authority
meetings, thus saving on room hire
 To conserve and refurbish two Grade II listed buildings
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To achieve BREEAM Excellent sustainability accreditation (currently achieved at Design
stage and being submitted for accreditation at Construction stage), almost
unprecedented for refurbishment of listed building
To complete the project to time and within budget

What actually happened
Project successes
 Design team worked well together. Architects fully embraced SDNPA’s brief and
took on board the culture of the organisation;
 Procurement of professional advisers using the ESCC Consultants’ Framework
and the main contractor through the IESE Sussex construction Framework also
administered by ESCC, were cost and time effective for procurement and also
demonstrated collaboration with partners;
 Fixed fees negotiated with professional advisers were cost-effective for SDNPA;
 Positive partnership relationships existed in the client team between SDNPA and
professional advisers and for the most part between the client team and the
contractors;
 Effective project governance with oversight by a Member Advisory Steering
Group, Programme Board led by SDNPA Corporate Services Director, Project
team involving SDNPA staff, main professional advisers and main contractor and a
Staff Project Group acting as a conduit between the project team and staff and
providing 2-way feedback;
 Outcome was a South Downs Centre that fulfilled the brief and has been well
received internally and in the wider community;
 Efficiencies from having the vast majority of SDNPA staff located together,
resulting in improved knowledge-sharing and creation of broader team spirit
across the organisation that could not be achieved while staff were located in
separate offices;
 Original project scope achieved within agreed timescale; final scope of works
achieved within total approved budget;
 BREEAM Excellent has been achieved at design stage and is now being sought at
construction stage – this is almost unprecedented for the refurbishment of listed
buildings.
Variations from the activities and processes that were initially proposed
and why did these occur?
The main variations were:
 The need for a 2-stage design and build construction programme that resulted in
the first main contractor undertaking the structural works to separate the site
from the land to the west not purchased and a second main contractor being
appointed for the main construction phase;
 The second main contractor was appointed at an advance stage in the design
development and therefore did not contribute as fully as they might otherwise
have done to the design process;
 Significant value engineering was required to achieve the project within budget;
 The decision to target BREEAM Excellent was not agreed until the design was
fairly advanced, which meant that several design options were pursued at the same
time;
 The scope of works was expanded to include external hard landscaping and a
replacement car park surface to ensure that all entrances to the buildings were
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fully accessible;
 More sophisticated building management and access control systems were
included than originally designed – the additional capital costs will result in lower
running costs for the buildings.
The significant value engineering produced additional challenges for the project
management team.
Overall the project was a success:  the SDC has been well received by the local community (based on evidence from
comments from the public at the Open Day on 27 July 2014);
 staff relocated to the Centre have settled in quickly and well;
 the Community Hub is managed by Arun & Chichester CAB and provides space to
MIND, Carers’ Support and Alzheimer’s Society to date, as well as facilities for
local community activities e.g. art and drama groups in the Midhurst area;
 SDNPA has been able to reduce its venue hire costs almost completely because it
now has its own space large enough to accommodate all Authority Meetings
including regular planning committees (seating for up to 170 people).

Summary of lessons learnt
The lessons I learnt that will be of help to other projects are;
Theme

Lesson learnt
The need for two main contractors rather than one for the entire
Contractual
project would have resulted in fewer project management challenges
and less duplication of design effort.
The need for significant value engineering added complexity to the cost
management and design processes – ideally if the cost consultants had
Cost management
provided more accurate cost forecasts in the first place the need for
revised budget approval might have been significantly reduced.
The novation of the designers to the 2nd main contractor relatively late
in the design process resulted in little input from the contractor in the
Design
design process. Had novation happened earlier the contractor may
have taken greater ownership of design development.
While using the IESE Framework demonstrated partnership working
and was cost-effective and practical for the actual procurement, little
IESE Framework
benefit accrued during the actual project – with our own procurement
team in place now, the cost benefit of the IESE Framework to SDNPA
would not be so clear cut for a future construction project.
A high number of scope changes and variations were included because
of changing demands and requirements of the organisation, possibly
Scope
because SDNPA was a very new organisation when the project was
changes/variations originally envisaged. A more clearly defined specification in the first
place would likely have resulted in the need for fewer changes as the
project progressed
Effective partnership working between client team, professional
Project Team
advisers and contractor existed – this helped achieve a successful
project outcome.
Main contractor was unable to produce a robust plan to coordinate
activities on site, which resulted in client and client’s project
Contractor’s
management consultant having to input in this area to a much greater
project plan
extent then envisaged. A contractor with greater capacity to plan
activity on the ground would require less client management time.
JLC10.10.2014
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Evaluation Report of the IDox
UNIform Implementation
Executive Summary
The South Downs National Park Authority (SDNPA) became the local planning authority
for the National Park on 1 April 2011. Having only recently been set up, the authority
initially had no planning Administration system during its first year. Matters were
complicated as a result of the fact that the then 15 host authorities had their own
administration systems, many of which were different. On 1 April 2012, the authority
introduced its own system and required the 11 host authorities which had decided to
continue with delegation to operate the new system. By the end of March this year, the
system will have been operating for three years.
This was (and still is) a unique arrangement which required a number of innovative solutions
to be developed in order to help the system operate effectively. During the first 18 months
of operation, a number of technical and operational challenges had to be met, which
required the authority to employ additional consultancy resources in order to help find
appropriate solutions. This was not envisaged during the early evaluation of the project and
for some 18 months or so, resulted in some budget overspend on the project. This
continued into the financial year 201314. Progress in relation to progress on and issues
arising from the project have been reported to Members on a number of occasions during
this period.
There are now three key elements to the project which include;
1) The operation of the main posted IDox UNIform system and;
2) the scanning of documents which after appropriate redaction have to be entered onto
the system and;
3) Developing, testing and introducing additional modules in partnership with host
authorities and other users (such as Parish Councils) of the planning service.
The budget for the project is £197,000 for 2014/15. In general terms, the system is now
operating substantially better and all users of the service appear to be satisfied with the
service provided.

Evaluation methodology
This has been a challenging project which, since its inception, has been overseen by an
officer IDox Project Board (IPB) since around April 2010. This is chaired by a Director and
includes appropriate officer representation from within the planning team. During the more
challenging earlier periods, the Board met on a weekly basis. Now that matters are more
settled, Board meetings take place on a fortnightly basis. There is regular liaison with host
authorities through the Planning Administration User Group (PAUG) and with Town and
Parish Councils as we seek to implement new modules.
Members have also been kept informed about issues and progress on a number of occasions
over the last 4 years or so. Four of the key dates are as follows:-
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November 2010 – SDNPA Resources and Performance Committee approved initial
procurement of UNIform system.
February 2012 - SDNPA Resources and Performance Committee considered progress of
the project implementation.
April 2013 – SDNPA Resources and Performance Committee considered and agreed
process for the new scanning process.
November 2013 - SDNPA Resources and Performance Committee received a report
reviewing the overall project.
During this period, a number of presentations have also been made to various workshops to
help ensure that Members were kept informed of progress, new initiatives and issues arising.
During 2014, a planning customer survey was undertaken which included specific questions
about the success and operation of the system. The outcomes from the survey are reported
elsewhere on this meeting agenda, but in general terms the results were better than had
been anticipated. This demonstrates the successful implementation of the project,
particularly over the last year or so.
Some of the key headlines from the customer survey in relation specifically to this project,
are as follows: Over 55% of applicants were satisfied of very satisfied with the system.
 Around 10% of applicants indicated that they were dissatisfied or very dissatisfied.
 Around 9% of applicants were neither satisfied nor dissatisfied.
 26% of applicants were not aware of or did not use the system.
If those applicants who were not aware of or did not use the system are excluded, the
results are as then refined, as follows: satisfied or very satisfied with the system - 75%
 neither satisfied nor dissatisfied - 12%
 dissatisfied or very dissatisfied - 13%
Where applicants were either dissatisfied or very dissatisfied, the main reasons indicated
were as follows: difficulties in navigating the website.
 the complexity of the overall process
 “crashing” of the site and losing documents.
 Slow online processing.
Town and Parish councils were also asked about the SDNPA’s proposals to implement
Consultee Access in the future. The responses received were as follows: 78% Town and Parish Councils were aware of the training that was provided by the
SDNPA in 2013.
 50% of Town and Parish Councils attended one of the training sessions.
 44% of Town and Parish Councils advised that they would need further help before
the SDNPA fully implements Consultee Access and stops sending hardcopies of plans
and documents.
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What we wanted to happen
The principal aim of this project was to provide the Authority with a sound and
robust planning administration system, which would also help to deliver and report
delivery and performance of its development management service. This was
particularly important, given the delegated arrangements that the authority has
uniquely entered into. Members are reminded that from the outset, this was a unique
project for a number of technical and operational reasons. All of the risks were,
therefore, unclear but were also potentially quite high.
It is also important to remember that the system does not only help to deliver the
administration of planning and other applications across the whole National Park. It
also includes a number of other elements that relate to the overall service, such as
public access to view and comment upon planning applications, the ability to be
consulted upon and to respond to planning applications very quickly through
Consultee Access, the publication of weekly lists of applications received and decisions
made and the ability to check progress in relation to how each case is proceeding.
From an internal perspective, given that planning fee income is now approaching £1
million a year, the system also needs to have the ability for these fees to be
monitored, reconciled and reported upon. Members are reminded, therefore, that the
system needs to deliver a lot more than our many customers alone will directly
actually experience.
What actually happened?
The SDNPA went live with the IDox uniform system on 1 April 2012. It has now been
operating for nearly 3 years, parts of the first two of which proved to be at least as
challenging as had been anticipated. There were two critical factors which affected
implementation - first of all, the hosted environment within which the SDNPA decided to
operate and then, secondly, the unique host authority arrangements. Both of these made
the project substantially more challenging for implementation than it would have been within
a single traditional local authority environment.
Notwithstanding the above, despite some early issues, the system is now operating generally
well, given all of the above circumstances. The system is now far more stable than it was
during its early years and the customer satisfaction survey appears to suggest that users are
experiencing fewer problems than when it was first implemented. Nevertheless, there are
clearly still some issues that need to be and will be addressed to improve the system still
further. These will be implemented as part of the 2014 Planning customer survey
Improvement Plan.
The other challenging area of the project related to financial management. The operation of
the main contract has worked reasonably well in financial terms, but the scanning of
documentation and licensing issues have added to uncertainty over costs since initial
implementation. To help ensure that the system operates as required, it was also necessary
to employ additional resources (mainly through the use of specialist consultants) during the
early years of the project.
During the early years, proposals for implementation were also perhaps a little too
ambitious given the limited resources that the SDNPA had available to facilitate
implementation. From this, it had become apparent and clear that implementation of
additional modules needed to be undertaken at a slower rate and only after appropriate
training and full testing has been completed.
Overall, however, good progress has now been made, with plans and development for the
future being carried out on a more measured and phased basis. This should help to limit
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future costs and to ensure that the system remains stable and continues being a useful tool
for our many and varied customers.
Review
The main success for the project has been the fact that the support system is now operating
generally well, particularly given the unique arrangements within which it was introduced
and was then developed. These circumstances should not be underrated and they will
almost certainly continue to provide some challenges in the future. However, this continues
to be addressed through sound and effective partnership working.
As well as operating better, the system is now increasingly being used to monitor and
report upon performance and to monitor and reconcile planning fee income. To achieve
this, it was necessary to employ some additional consultancy resources during 2012/13. It
has also been necessary this year (2014/15) to increase the number of licences for the
number of concurrent users is any one time to help deliver stability and continuity. There
has been a “one-off” cost of £22,720 to pay for these additional licences.
While the initial report in November 2010 did highlight some potential risks around the
project, the full costs for implementation, including consultancy costs were not all known or
envisaged when the project was first considered. However, this knowledge will be useful for
the future, particularly when considering the implementation of additional modules.
The initial three-year contract which commenced on 1 April 2012 will come to an end on
31 March this year. The lessons learnt from the earlier period of implementation will be
used to help inform this process.
The planning customer survey was carried out in 2014 to help ascertain how successful this
project has been and to obtain feedback on how well it is being perceived and used by
customers. The results from the survey are generally considered to be welcome and are
testament to the considerable amount of hard work and effort this has been applied to help
ensure the success of the project. A further customer survey is planned to be undertaken
during 2017, at which time the success or otherwise of further progress can be gauged.
One particular area for concern during the early years (2012/13 and 2013/14) was the cost
of the project against the base budget and the fact that, for a limited period, some
overspend of the budget was experienced. This was the subject of a report that was
presented to the Resources and Performance Committee in November 2013. Since that
time, costs have been more stable and the only additional cost during the current financial
year has related to the need to purchase a number of additional licenses to allow a greater
number of concurrent users onto the system at any one time. This was necessary because
the number of existing licences at that time proved to be too low. This issue apart, the
project is being delivered during the current financial year wholly within budget and with no
further additional costs anticipated.
Overall, a number of lessons have been learned over the last three years or so and these
are set out in more detail in the section below.
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Summary of lessons learnt
Theme
Project Management

Speed of implementation
SDNPA hosted arrangements

Use of specialist consultancy

Licensing issues within a
hosted environment

Provide adequate training for
all users of the system.

Financial monitoring

Lesson learnt
Establish a robust project board with the right
membership and with the SDNPA Planning Director as the
Chairman with decision making powers. Also, ensure that
the role of the board is to work with and support the
successful implementation of the project by the SDNPA
Systems Supervisor.
To develop and manage a properly resourced and not too
ambitious implementation plan for the introduction of all
future IDox modules.
Always consider the unique arrangements within which
the SDNPA is operating, paying particular regards to our
hosted delegated arrangements and the fact that our
planning administration system operates within a hosted
environment.
Recognise and always consider that new unique projects
like this will require the employment specialist consultants
at some appropriate stages of the project. This needs to
be built into the overall financial assessment of the project
from the outset.
Recognise the because of the delegated planning
arrangements, the number of potential system users will
be significantly higher than it might be within a traditional
local authority environment and that the numbers may
also increase. The project needs to ensure that the
correct number of licences is available and the project is
resourced throughout, accordingly.
Information and data obtained from the system will only
be as good as the information that is put into it. Adequate
training and support needs to be given to host authorities
and all users of the service to ensure that the correct
information is always added in the right place. Without
this, data extracted from the system will not be reliable.
This will require ongoing training and support and work
with all of our host authorities.
In connection with all of the above, ongoing financial
monitoring and scrutiny needs to be undertaken and
reported to the project board on a regular basis. This will
help ensure that the project is delivered within the agreed
budget and that when any variations occur, the reasons
why are understood by and supported by the project
board.
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