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Introduction

1.1 MCM Associates Ltd was appointed in September 2004 to undertake an evaluation of the Ayrshire the Key Fund.

Scope of the Assignment

1.2 The assignment brief indicated that the evaluation should focus on undertaking an assessment of the impact of the Ayrshire Key Fund.  Specific requirements of the study included:

· Evaluating progress in relation to activity, output and impact measures

· Analysing how the social economy organisations have benefited from support

· Measuring success of the fund in terms of achievement of objectives, relative effectiveness and efficiency (which includes application procedures, staffing and support structures, operating procedures and allocation of funding)

· Reviewing the approach in setting up the Ayrshire Key Fund

· Conclusions and recommendations for the future (running of the fund).

Study Methodology

1.3 The evaluation of the Ayrshire Key Fund has been carried out over the last two months and has involved a number of elements:


Structure of the Report

1.4 The findings of the evaluation are set out in the report as follows:

· Section 1 – Provides an outline of the scope of the evaluation and the study methodology.

· Section 2– Provides a review of the key fund operation within Ayrshire.  This includes a description of the operating structures; an assessment of the staffing and development support arrangements; and examination of other general operating issues.

· Section 3– Reports on the progress that has been achieved including the level of uptake of the funds; the number of organisations supported; the nature of activity; and other matters such as the leverage achieved by the fund.

· Section 4 – Provides a summary of the main findings from the study.  This includes details of the feedback from projects and analysis of activity undertaken.

· Section 5– Draws together the main conclusions from the evaluation and makes recommendations regarding the future development of the programme.

Acknowledgements

1.5 MCM Associates would like to thank everyone who has assisted and contributed to the evaluation process.  This includes key fund managers and officers, along with the staff and members of local projects.


Introduction

2.1 Ayrshire Key Fund Ltd is a new initiative that has been developed to encourage the growth of community based organisations and the contribution that they make to regeneration activities.  The programme has been designed to improve access to European Structural Funds by community based organisations that traditionally face a number of funding related barriers including:

· Issues in relation to payment of grants in arrears

· Difficulties faced by organisations in relation to accessing match funding

· Lengthy and complicated administrative procedures.

2.2 The project has been based on the successful pilot programme that established the Western Scotland Key Funds under the 1997 – 1999 Western Scotland Objective 2 Programme.  Funding for Ayrshire Key Fund was received from the Western Scotland Objective 2 Programme 2000 - 2006, Scottish Enterprise Ayrshire and the four Social Inclusions Partnerships in Ayrshire:


2.3 Ayrshire Key Fund has sought to support a number of activities including:

	· Employment of new staff
	· Business Planning

	· ICT Development
	· Training

	· Childcare Provision
	· Networking and Marketing

	· Board/Committee Development
	· New Service Delivery

	· New Business Start-Ups
	· Refurbishment of premises

	· Acquisition of Equipment
	


Aim

2.4 Ayrshire Key Fund was developed to support the expansion of community economic development activity within the four Ayrshire Social Inclusion Partnership’s.  It was established as an intervention to overcome current deficiencies in the opportunities available to social economy organisations accessing structural funds and other financial programmes.

2.5 The aim of the fund is:

“To accelerate the levels of development support and resources to Community and Voluntary organisations in their planned growth, reflecting the strategic aspirations of the Partner Organisations.”
Priorities

2.6 Ayrshire Key Fund identified a number of priorities based on a market appraisal of the needs of the social economy in Ayrshire.  The main focus of support has been targeted towards:

1. Increasing levels of entrepreneurship, innovation, creativity and enterprise

2. Encouraging social economy organisations to be able to access new markets

3. Support organisations to embrace organisational development and develop improved approaches to financial planning, quality measures, marketing, legal structures and project management capabilities.

4. Assisting organisations to work collaboratively in terms of networking and sharing assets/premises

2.7 Ayrshire Key Fund embodies the shared strategic priorities of the partner agencies including promoting social inclusion; encouraging lifelong learning; promoting health, well-being and care; improving housing and the environment; promoting community safety and development; and stimulating the economy.

Target Groups

2.8
The target groups of the Ayrshire Key Fund consist of community–based organisations that have had difficulties in accessing European Funding.

2.9
Applications from community-based organisations must be able to demonstrate that the work of the project will be focussed on Social Inclusion Partnership areas.

2.10
Community groups are encouraged to apply for key funding if their projects are likely to create jobs; organise and engage communities and/or help overcome the barriers that prevent training, employment or self employment.

2.11
Applications from projects must be able to demonstrate partnership working and links to other community activity.

2.12
Key fund applications are considered on the basis of their economic impact, direct and indirect benefits to the local community and the sustainability of the project.

2.13 It was anticipated 40 local project beneficiaries would be supported through the Ayrshire Key Fund.

Organisational Structure

2.14 Ayrshire Key Fund has complied with the requirement to establish a separate legal entity for the administration of its funds.  Members of the company include Scottish Enterprise Ayrshire, North Ayrshire Council, South Ayrshire Council, and East Ayrshire Council.

2.15 Board membership comprises of representatives from each of the member organisations. This includes community representation drawn from each of the SIP areas.  

	
	Ayrshire Key Fund Ltd


	


	
	BOARD
	
	Monitoring

Support




Girvan SIP
Ayr North
North

East


SIP
Ayrshire SIP
Ayrshire SIP

2.16 The Key Fund is promoted within each of the SIP areas.  Local appraisal of projects is also undertaken at this level with recommendations made to the Ayrshire Key Fund Board for approval.

2.17 Scottish Enterprise Ayrshire has acted as the lead body in terms of the ERDF application, and is responsible for all aspects of the financial management and administration of the fund.

Staffing

2.18 The Ayrshire Key Fund does not employ any staff through the project.  Development support for local projects is provided through the local Social Inclusion Partnership’s and other local bodies.  Monitoring activity is undertaken by an external consultant on a contract basis who also services the Board.

Funding

2.19 Financial support for the project has been provided from the Western Scotland European Objective 2 Programme 2000 – 2006, Scottish Enterprise Ayrshire and the four Social Inclusion Partnerships in Ayrshire.  The funding is based on two separate applications – 1 covering Ayr North and East Ayrshire/North Ayrshire; and 1 application covering Girvan. The total value of the fund is £816,750.  The funding available can be summarised as follows:

	Ayr North SIP
	East Ayrshire SIP
	Girvan SIP
	North Ayrshire SIP
	Total

	£187,167
	£172,278
	£207,750
	£249,555
	£816,750


· The maximum level of grant for individual projects is £25,000.
· The ERDF Application indicated that it was anticipated that typical awards to organisations would be in the region of £20,000.
· The application for funding indicated that the Key Fund has been designed to complement other local funding mechanisms such as Local Social Capital and Local Authority Community Development Grants.
Targets and Outcomes

2.20 A summary of the targets and anticipated outcomes are as follows:

	Results
	Target

	Results – Capital Projects

	No of training spaces Provided in areas of most need
	139

	No of childcare spaces Provided in areas of most need
	19

	Results – Revenue Projects

	Total No. of new jobs created
	29.85

	No. of gross new jobs created for Women
	0.5

	No. of gross new jobs created for members of Ethnic Minorities
	0

	No. of gross new jobs created for disabled people
	0

	No. of gross new jobs created in areas defined as most in need
	29.85

	No. of gross new jobs directly related to environmental activity
	0

	No. of Jobless people from areas of most need securing employment
	0

	No. of people under 25 from areas of most need securing employment 
	0

	No. of positive outcomes for local people (education/ job progression)
	123

	No. of People using community Employment / learning Projects
	59

	No. of People using community ICT Projects
	225

	Community Transport Schemes
	2

	
	

	Additional Activities
	Target

	Number of jobs safeguarded in SIP areas
	46.5

	Gross Direct New jobs in existing SME's
	20.3

	Gross Direct New jobs in new SME's
	1

	No of Quality standards achieved
	72

	New Organisations using ICT
	110

	£000's increase in organisational turnover
	£626


Operational Arrangements

2.21 Ayrshire Key Fund has established a range of processes for the administration of the project.  These arrangements have built on the experience gained during the pilot programme and incorporate adjustments that were recommended in the evaluation report.

2.22 An outline of the processes and administrative arrangements are as follows:

· Provision of Information and Promotional Work – A range of work has been undertaken to provide information and promote the availability of funding within the area.  This includes the provision of a suite of information, undertaking promotional events, and general promotional activity.  

· Development Support – The provision of development support to local organisations for local projects was found to be extremely important during the pilot scheme. Arrangements have been established in Ayrshire for organisations to be able to access development support with regard to project development, target setting, and with regard to capacity building through the local Social Inclusion Partnership’s and other local bodies. 

· Application Forms and Guidance – Application forms and guidance notes are available from the Key Fund local offices. The application form gathers information on the proposed activity to be undertaken and is relatively simple to complete. The application form provides a clear framework for projects with regard to setting measurable targets.  The guidance notes include examples in relation to information required by projects in order to make it easier for projects to complete.
· Project Selection and Appraisal – Systems have been established in relation to project selection and appraisal through the local Social Inclusion Partnership’s.  This includes the appointment of local appraisal officers who assess the applications based on the assessment criteria.  Recommendations are then made to the Ayrshire Key Fund Board for approval.

· Monitoring Arrangements – Detailed monitoring arrangements have been established through an external consultant on a contract basis.   The consultant is responsible for ensuring that projects complete regular monitoring reports on progress against targets.  Financial monitoring is also undertaken and regular monitoring visits are made by the consultant to projects.

· Communication – Communication in relation to the key fund and local projects tends to be through the local SIP’s and the Monitoring Officer.  


3.1
A detailed review of the progress of the Ayrshire Key Fund has been undertaken.  A summary of the overall position and the progress achieved has been prepared including an outline position of the four funds operating within the Ayrshire Key Fund.

3.2
The review has involved a detailed assessment of all the applications received by the Ayrshire Key Fund.

3.3
Summary of the main findings of the review:

Financial Allocations and General Progress

3.4
As at 30th September 2004, £812,746 (97%) of the Ayrshire Key Fund has been allocated.  

3.5
This information can be broken down further:- 

· Ayr North SIP - 23% share in the total grant budget and to date has allocated 98% of this Fund.

· East Ayrshire SIP - 21% share in the total grant budget and to date has allocated 91% of this Fund.

· Girvan SIP - 25% share in the total grant budget and to date has allocated 99.9% of this Fund.  

· North Ayrshire SIP - 31% share in the total grant budget and to date has allocated 98.4% of this Fund.

Applications

3.6
A total of 66 applications have been received with 43 organisations being awarded grant funding.  The total number of applications rejected was 23.  No applications are pending.

3.7
This information can be broken down further:-

· Ayr North SIP - received 12 applications and to date has approved 75% of these applications.  Rejected 3 of the applications received. 
· East Ayrshire SIP - received 22 applications and to date has approved 50% of these applications.  Rejected 11 of the applications received. 
· Girvan SIP - received 12 applications and to date approved 92% of these.  Rejected 1 of the applications. 

· North Ayrshire SIP - received 16 applications and to date has approved 75% of these applications.  Rejected 4 of the applications received.
· Pan Ayrshire – Four applications were received to deliver Pan-Ayrshire activity.  All of these were rejected. 
Level of Awards

3.8 The level of awards tends to vary slightly across the four areas.  The majority of grant awards tends to be betwee£20,001 and £25,000.  The average level of grants are as follows:

· Ayrshire Key Fund average level of grant awarded was £18,452.12.  

· Ayr North SIP average level of grant awarded was £20,327

· East Ayrshire SIP average level of grant awarded was £14,272.36

· Girvan SIP average level of grant awarded was £18,871.27

· North Ayrshire SIP average level of grant awarded was £20,460.17.

3.9 The average level of grant is broadly in line with that anticipated within the original funding application.

Capital and Revenue Spilt

3.9
The split between capital and revenue allocations would seem appropriate and reflects the nature of the fund.  The majority of the funds have been allocated to support revenue activity with capital allocations mainly associated within initial set up costs.    This is illustrated as a whole by 78.4% of the total fund to date being allocated to revenue.

Activities Supported

3.10
The activities supported under the key funds has focussed on a number of activities including:

· Employment / Training initiatives with specific emphasis on IT Training

· Capacity Building

· Childcare Initiatives/OSC

· Social Economy Initiatives

· Arts Initiatives

· Pilot Projects

3.11
In general terms, it is evident that the key fund has encouraged and supported a range of community economic development activity within the individual areas that would not have been possible without the key fund.

Outputs and Impacts 

	Results
	Target
	Actual to Date

	Outputs - Capital Projects

	Sqm of training/learning facilities created in areas of most need
	605
	566.5

	Sqm of training/learning facilities enhanced in areas of most need
	50
	50

	No. of training/learning facilities created in areas of most need
	8
	8

	No. of training/learning facilities enhanced in areas of most need
	3
	3

	Sqm of childcare facilities created in areas of most need
	0
	0

	Sqm of childcare facilities enhanced in areas of most need
	0
	0

	No. of childcare facilities created in areas of most need
	0
	0

	No. of childcare facilities enhanced in areas of most need
	3
	2

	Outputs - Revenue Projects

	No. of Community Employment / learning Projects
	13
	13

	No. of  community ICT Projects Supported
	5
	5

	Results – Capital Projects

	No of training spaces Provided in areas of most need
	139
	141

	No of childcare spaces Provided in areas of most need
	19
	11

	Results - Revenue Projects

	Total No. of new jobs created
	29.85
	35.35

	No. of gross new jobs created for Women
	0.5
	20.55

	No. of gross new jobs created for members of Ethnic Minorities
	0
	0

	No. of gross new jobs created for disabled people
	0
	1.5

	No. of gross new jobs created in areas defined as most in need
	29.85
	35.35

	No. of gross new jobs directly related to environmental activity
	0
	0

	No. of Jobless people from areas of most need securing employment
	0
	15.1

	No. of people under 25 from areas of most need securing employment 
	0
	8.1

	No. of positive outcomes for local people (education/ job progression)
	123
	257

	No. of People using community Employment / learning Projects
	59
	471

	No. of People using community ICT Projects
	225
	602

	Community Transport Schemes
	2
	2

	
	
	

	Additional Activities
	Target
	

	Number of jobs safeguarded in SIP areas
	46.5
	14

	Gross Direct New jobs in existing SME's
	20.3
	22.9

	Gross Direct New jobs in new SME's
	1
	1.4

	No of Quality standards achieved
	72
	8

	New Organisations using ICT
	110
	77

	£000's increase in organisational turnover
	£626
	£631


Detailed Outline of Key Fund Activity

Finance

Aggregate Position of Ayrshire Key Funds

Total Fund - £816,750

	Ayrshire Key Funds

	Total Fund
	 £                  816,750.00 

	Value of Allocations
	 £                  793,441.00 

	Balance Remaining
	 £                    23,309.00 
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£23,309.00

Value of Allocations

Balance Remaining


Breakdown off Key Fund Areas
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Applications

Aggregate Position of Ayrshire Key Funds

	Ayrshire Key Funds

	Total No. of Applications
	66

	Total No. Approved
	43

	Total No. Rejected
	23
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Breakdown of Applications by Key Fund Area
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Level of Awards
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Capital/Revenue Split

Aggregate Position of Ayrshire Key Funds

	Ayrshire Key Funds

	Total Allocated
	 £          812,746.00 

	Capital
	 £          174,892.00 

	Revenue
	 £          637,854.00 
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Revenue / Capital Split by Key Fund Area
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Activities Supported

Aggregate of Ayrshire Key Funds
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Leverage
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	Section 4 – Evaluation Findings



Introduction

4.1 This section of the report provides a summary of the evaluation findings.  The findings have been drawn from the detailed analysis of the programme, an assessment of the systems and processes established, and information gathered during the consultation process.

Programme Spend

4.2 It is evident from the analysis that good progress is being made in relation to ensuring that the funding available is allocated within the programme period.  A total of 97.15% of the fund has been allocated for the period up to 30th September 2004, with no further applications pending.

4.3 Based on analysis of current allocations, future requirements of the programme is as follows:

	
	Total Value of Fund
	Allocated
	Balance
	Average Level of Grant

	Ayrshire Key Fund
	£816,750
	£793,441
	£23,309
	£18,452

	Ayr North
	£187,167
	£183,339
	£3,828
	£20,371

	East Ayrshire
	£172,278
	£156,996
	£15,282
	£14,272

	Girvan
	£207,750
	£207,584
	£166
	£18,871

	North Ayrshire
	£249,555
	£245,522
	£4,033
	£20,460


4.4 In addition to the above, some difficulties have been encountered with 2 projects that has resulted in the repayment of the grant awarded.  This increases the total level of funding available for distribution.

4.5 It is noted that the Board are currently considering action to ensure that the remaining balance of the Fund is fully allocated by the end of the programme period.

Targeting of Activity

4.6 The targeting of activity through the programme has been based on the following:

· Supporting community based organisations to become involved in community economic development activity.

· Improving access to European Structural Funds for community based organisations that have traditionally faced a range of barriers in relation to accessing this source of funding.

· Focussing activity in Social Inclusion Partnership areas – Projects supported must be based in SIP areas or the beneficiaries of the project will be SIP residents.

4.7 The evaluation study has found the programme has established robust processes and systems to ensure that the targeting of activity has been maintained.  The review of programme activity highlights the following:

· Community based organisations – All of the organisations supported are community based groups or voluntary organisations.  The Fund has been focused on building local capacity and community infrastructure.

· European Experience – All of the funds have been allocated to organisations with no previous experience in relation to European Structural Fund programme.

· Social Inclusion Partnership Areas – All of the activity has been based in Social Inclusion Partnership areas.  Details of activity is recorded in the application and forms part of the monitoring process that has been established.

4.8 In terms of the activity supported, Ayrshire Key Fund has focussed on promoting community economic development, and has assisted a range of local initiatives.  This includes childcare initiatives, employment and training, capacity building, social economy development, pilot projects, and arts initiatives.

4.9 The majority of the activity fits within the broad definition of community economic development.  However, some of the activity tends to be more towards community development, and stretches the criteria of the Key Fund in terms of eligibility.  It is suggested that further consideration should be given to this matter with any future Key Fund operated within Ayrshire.  This matter is discussed in more detail in the final section of the report when considering future development of the fund.

Project Demand

4.10 Project Demand has been reasonably steady with a total of 66 applications received.  This has been assisted by a range of promotional work including:

· Provision of leaflets and promotional material explaining the purpose of the grant and the application process.

· Provision of development support through local SIPs and other bodies.  This has included holding local workshops and assisting with the application process.

4.11 It is noted that the approval rate for the fund is 75% with a total of 23 projects rejected.  This includes 4 projects that sought support to deliver PAN-Ayrshire activity.  The lowest level of approval has been in East Ayrshire with 50% of the applications rejected.

4.12 Given that the Key Fund has been designed to improve access with support provided at a local level through the Social Inclusion Partnerships, it is surprising that there is such a high level of rejections in some areas.  The reasons for the rejections would seem to be due to the fact that the project applications did not fit the criteria in terms of supporting community economic development activity.

4.13 It is suggested however, that consideration should be given to how the level of rejected applications could be reduced in any future programme in order to avoid organisations spending time and energy preparing unsuccessful bids.

Systems and Processes

4.14 The review of existing systems and processes has confirmed that effective management and administration arrangements are in place.  An outline of some of the key points include:

Project Feedback

4.15 Feedback from the local organisations during the evaluation suggested that projects were satisfied with the quality of the information available on the Fund; the ease of the application process; the speed of decision making; and the availability of development support at a local level.

Development Support

4.16 The availability of development support for local projects was highlighted as an important factor during the pilot scheme.  This has been confirmed by projects within Ayrshire.  Positive feedback has been received from projects in terms of being able to access local support.

4.17 The only area where there has been some difficulty is in North Ayrshire following the demise of Developing North Ayrshire.  Local projects indicated that the support through DNA had been excellent in relation to the Key Fund.  Given that the majority of the funding had been allocated within North Ayrshire prior to the winding up of DNA, the lack of alternative support has not been a significant issue.  However, consideration will require to be given to the support structures in this area under any future programme.

Decision Making Processes

4.18 Clear arrangements are in place in relation to the appraisal of applications and the decision making process.  Feedback during the evaluation suggested that the processes seem to be working well with the decision making linked to local SIP priorities and the overarching criteria for the Fund.

4.19 However, in terms of developing the decision making process further, it is suggested that work should be developed including:

· Joint training for project assessors to ensure consistency across the areas.

· Further development of the scoring appraisal system.

· Communication/Publication of grant decisions as part of the process of developing openness and transparency in the programme.

Monitoring Systems

4.20 Robust monitoring systems are in place that require projects to complete regular monitoring reports on activity and project spend.

4.21 The project monitoring is undertaken by a external consultant on a contract basis.  This arrangement would seem to have worked well with regular monitoring visits undertaken to all projects.  Testimony to the system, is that through the monitoring process it was identified that 2 organisations were not proceeding with the project as agreed under the offer of grant.  Funding has been withdrawn from these projects and repaid into the Fund.

4.22 Positive feedback was given by the projects in relation to the advice and support provided by the monitoring officer.

4.23 The Fund has also been the subject of internal audit processes by Scottish Enterprise Ayrshire.  This has enabled any administrative issues to be identified and addressed.

Targets & Outcomes

4.24 The monitoring report to the 31st October 2004, indicates that good progress has been made towards achieving the programme targets.  This includes:

	Results
	Target
	Actual to Date

	Outputs - Capital Projects

	Sqm of training/learning facilities created in areas of most need
	605
	566.5

	Sqm of training/learning facilities enhanced in areas of most need
	50
	50

	Outputs - Revenue Projects

	No. of Community Employment / learning Projects
	13
	13

	No. of  community ICT Projects Supported
	5
	5

	Results - Revenue Projects

	Total No. of new jobs created
	29.85
	35.35

	No. of positive outcomes for local people (education/ job progression)
	123
	257

	No. of People using community Employment / learning Projects
	59
	471

	No. of People using community ICT Projects
	225
	602

	
	
	

	Additional Activities
	Target
	

	£000's increase in organisational turnover
	£626
	£631


Double Hit

4.25 The review of project activity also highlights the fact that projects are achieving a “double hit” in terms of activity undertaken and client groups assisted.  Some examples include:

· Childcare projects that provide childcare places but also deliver training opportunities for local people.

· Capacity building projects that are also linked to service expansion within local communities e.g. The Hopper Service developed in East Ayrshire.

· Social economy initiatives that combine provision of local services and the creation of employment, training, and volunteering opportunities.

4.26 This would seem to be a important feature of the Key Fund, and it maybe worth preparing a number of case studies to illustrate the benefits of this approach further.

Soft Indicators

4.27 The primary focus of the programme has been to ensure that projects are more focussed in terms of setting quantifiable targets for activities and outcomes under the terms of the ERDF application.  The need to develop more robust target setting and monitoring arrangements was highlighted within the evaluation of the pilot scheme as an important issue.  This has been achieved by Ayrshire Key Fund.

4.28 However, it is also suggested that consideration should be given to the development of systems to capture information in relation to soft indicators.  The current focus within the programme tends to be on quantifiable targets and is likely to understate the level of activity and impact being achieved in local communities.

4.29 For example, soft indicators could be included to cover issues such as increased confidence, self-esteem and motivation by individuals participating in the training activity being provided.  Other indicators could include capacity building activity with local organisations assessed against the skills of local management committees, increase in the level of planning activity, success in securing funding, etc.  A range of tools are now available to assist with measuring progress against soft indicators.

Leverage

4.30 The Key Fund has been designed as a pre-match fund in order to ensure that local projects do not have to spend time and energy sourcing match funds.  However, the evaluation highlights the fact that projects have used the Key Fund as leverage to secure additional resources within the area.

4.31 A total £637,164 of additional funding has been secured within the area providing a combined investment of £1,453,914.  This equates to for every £1 of Key Fund support provided, the local projects have secured a further £0.78 of additional resources.

Horizontal Themes 

4.32 The ERDF application indicates that a range of actions will be undertaken during the implementation of the Ayrshire Key Fund to address the horizontal themes covered in Equal Opportunities; Sustainable Development; Innovation; and ICT.

4.33 The evaluation highlights the fact that limited progress and action has been undertaken in relation to the horizontal themes, apart from seminar in 2003 for all projects that had secured Key Fund support.   The main area of development that has been progressed is the promotion of ICT projects.  However, it is also noted that:

· No information is provided in the promotional material and guidance on the horizontal themes.

· No information is gathered on these matters on the application form.

· No development support has been provided on the horizontal themes as described in the ERDF application.

· The horizontal themes have not been included as part of the project appraisal or monitoring process apart from an assessment of the recruitment practice of local projects.

4.34 Detailed consideration requires to be given to the development of a programme of action to take forward the horizontal themes as part of any future Key Fund.

Additionality

4.35 Careful consideration has been given by Ayrshire Key Fund to ensure the programme provides additional benefit within the area and does not duplicate the funding available through other sources.  This is demonstrated through the following:

· The average level of grant for Ayrshire Key Fund is £18,452.12.  The level of average grant is broadly consistent with that set within the ERDF application.  The level of grant has been deliberately set at this level to ensure that the programme does not duplicate with other existing small grant funds such as the Direct Grants programme and local authority Community Development Fund.

· The review of rejected applications also highlights the fact that during the appraisal process, consideration has been given to ensure that the Key Fund has not been used to support activity that should be financed from elsewhere.  A number of applications were rejected on the basis that funding should be sought from other local authority departments or funding partners.

· Project appraisals have in general, ensured that the activity supported fulfils the criteria for the programme in terms of promoting local economic development.  As reported earlier, a small number of projects have been approved that would seem to be more of a community development nature.

4.36 It is evident that detailed consideration and effort has been made to ensuring the Ayrshire Key Fund provides additional benefit to the area and does not duplicate activity supported through other sources.

Sustainability

4.37 In terms of sustainability, consideration requires to be given to the future development of project activity beyond the Key Fund support.  Limited information is available in terms of how projects will continue beyond the current funding.  However, some issues that have been highlighted include:

· Importance in ensuring that projects are provided with advice or signposting in relation to alternative funding that is available to sustain their project activity beyond Key Fund grant.

· The evaluation of the pilot programme highlighted that it was unrealistic to expect community based organisations to be able to access the main structural fund programme based on the experience gained from using the Key Fund.  This position has been confirmed through the evaluation of the Ayrshire Key Fund, with only a few projects indicating that they would be able to consider making an application for ERDF or ESF Funding.

4.38 It is evident from the evaluation, that the Ayrshire Key Fund has been successful in generating a range of local activity.  However, consideration requires to be given to how this can be sustained in the future, and the range of support that requires to be put in place to assist projects to progress and develop.

	Section Five - Conclusions & Recommendations




5.1 The evaluation has focussed on undertaking an assessment of the impact of Ayrshire Key Fund in relation to the activities supported and the outcomes achieved.  Detailed consideration has also been given to assessing the effectiveness of existing systems including project management arrangements, application processes, and monitoring systems.

5.2 The evaluation confirms that Ayrshire Key Fund is operating effectively and is making a significant impact in terms of supporting a range of community economic development activity within designated areas.

5.3 Evidence of the progress and impact being achieved is reflected in the following:

· A total of 43 projects have been supported through the Key Fund.  The number of projects supported is slightly above the target number of beneficiaries identified in the original ERDF applications.

· As at 30th September 2004, 97% of the available funding had been allocated with only a small balance a funding remaining.

· The range of project activity has included employment/training; childcare initiatives; social economy developments; capacity building; and arts initiatives.

· The review of project activity suggests that local organisations are achieving a “double hit” in terms of the activity undertaken and the client group supported.  An example of this is the childcare projects that are providing childcare places but also developing training and employment opportunities for local people.

· The Key Fund has been used by local projects to lever additional resources.  A total of £637,164 of additional funding has been secured within the area, providing a combined investment of £1,453,914.

· The monitoring report to 31st October 2004, indicates that good progress has been made towards achieving the programme targets.  This includes:

	Results
	Target
	Actual to Date

	Outputs - Capital Projects

	Sqm of training/learning facilities created in areas of most need
	605
	566.5

	Sqm of training/learning facilities enhanced in areas of most need
	50
	50

	Outputs - Revenue Projects

	No. of Community Employment / learning Projects
	13
	13

	No. of  community ICT Projects Supported
	5
	5

	Results - Revenue Projects

	Total No. of new jobs created
	29.85
	35.35

	No. of positive outcomes for local people (education/ job progression)
	123
	257

	No. of People using community Employment / learning Projects
	59
	471

	No. of People using community ICT Projects
	225
	602

	
	
	

	Additional Activities
	Target
	

	£000's increase in organisational turnover
	£626
	£631


· Robust systems have been established in relation to the monitoring arrangements for the projects.

· Positive feedback has been received from local projects regarding the support that has been available, the ease of the application process, and the speed of the decision making.

5.4 It is evident from the evaluation that Ayrshire Key Fund has operated well and has made an impact in terms of expanding community economic development activity within designated communities.

Future Development of Ayrshire Key Fund

5.5 Given the level of impact that has been achieved through the Ayrshire Key Fund, it is suggested that partner agencies should consider providing ongoing support to the development of this funding mechanism.  The continuation of the Fund would build on the investment that has been within the designated areas, and would seek to expand further the contribution that community based organisations can make to the regeneration of local communities.

5.6 However, if it is agreed to continue the Ayrshire Key Fund, a number of issues have been identified that should be considered in relation to the future operation of the programme.

Strategic Targeting of Activity

5.7 The initial funding programme has been targeted towards supporting the expansion of community economic development activity within designated communities.  The evaluation highlights the progress that has been made and the positive impact that has been achieved.

5.8 However, a broad definition of community economic development activity has been adopted and a few examples identified of projects supported that tend to be veering towards general community development activity.

5.9 It is suggested therefore, that consideration should be given within a future programme to identifying priorities in terms of the kind of activity that will be supported.  The benefit of this approach is that it will ensure that the fund is targeted towards the strategic priorities of partner agencies.  This could include specific outcome areas as part of the Regeneration Outcome Agreement being developed by the Community Planning Partnerships.  An example of this approach is that the fund may decide to focus on a limited number of key priorities such as:

· Sustainability – Assisting local organisations develop sustainability strategies to support the long term development of community based services.

· Capacity Building – Focusing on supporting the development of the management capacity within organisations.

· Social Economy Development – Expanding the range of social economy organisations within the area that are creating jobs and delivering local services.

· Employment Training – Focusing on community based activity that complements mainstream provision and assist those that are furthest from the labour market.

5.10 In addition to the strategic benefits of this approach, the prioritisation of activity will also assist local projects to have a clearer idea in relation to the kind of initiatives that will be supported through the Key Fund, and would also avoid the danger of the fund drifting towards supporting general community development activity.

Geographical Targeting

5.11 The current programme is based on the designated SIP areas within Ayrshire.  However, the opportunity exists within the future programme to link the geographical targeting to the areas designated within the Regeneration Outcome Agreement.  This will focus activity on the most disadvantaged communities as identified within the Scottish Index Multiple Deprivation 2004.  Information suggests that this will result in a wider catchment area as part of the ROA.

Additionality

5.12 Consideration was given during the existing programme to ensuring that the Key Fund complemented the other funding sources that were available.  However, it is recognised that the funding landscape is in the process of changing with the introduction of Futurebuilders and the inclusion of the former Direct Grants as part of this programme.

5.13 Careful consideration will require to be given to ensure that the Key Fund does not duplicate activity that can be supported through other sources, and provides additional benefit within the area.

Rejection Levels/Programme Support

5.14 The evaluation highlighted the variance that existed in relation to the level of rejections within some areas.  This matter should be addressed in any future programme to ensure that organisations do not spend time and energy submitting applications that are then unsuccessful.  This would include further development of the grant appraisal processes including joint training for assessors.

5.15 This issue also confirms the importance of ensuring effective support continues to be provided for local projects.  Support staff should be able to advise projects on the funding criteria, assist the preparation of applications, and guide projects on identifying targets.

Horizontal Themes

5.16 The evaluation highlights the fact that very little work has been undertaken in relation to addressing the horizontal themes of equal opportunities, sustainable development, innovation, and ICT.

5.17 Further work is required on these matters in any future programme including the provision of information and guidance to projects; adjustment to the application forms to capture details; and inclusion as part of the monitoring process.

Soft Indicators

5.18 Good progress has been made to support projects to identify quantifiable targets in line with the original ERDF application.  Robust monitoring systems are in place and regular monitoring visits are made to all projects.

5.19 However, it is suggested that further work should be undertaken to develop targets in relation to soft indicators.  Support should also be provided to projects in relation to how this information can be captured.  It is suggested that the impact being achieved through the Key Fund is understated at present.

Communication / Promotion

5.20 It is suggested that further work should be undertaken to develop communication and promotion of the Key Fund.  This would include:

· Decisions of the Key Fund Board are not published at present.  It is suggested that arrangements should be made to publish the decisions as part of the process of ensuring openness and transparency.

· No work is undertaken in relation to highlighting the success of the projects supported through the Key Fund.  Promotional material could be produced that profiles local projects as part of the work to raise awareness of good practice and raise the profile of the Key Fund within Ayrshire.

Sustainability

5.21 Feedback from local projects indicated that no advice was provided at the end of the Key Fund support regarding future funding options.  It would seem appropriate that investment through the Key Fund is protected by ensuring that support is available for local projects in relation to alternative funding sources.

Summary of Recommendations

	Future Development of Ayrshire Key Fund

Recommendation 1 – It is recommended that consideration should be given by partner agencies to continuing the Ayrshire Key Fund as a local funding mechanism designed to support community economic development activity.

Recommendation 2 – It is recommended that consideration should be given to the strategic targeting of any future fund based on the priorities of partner agencies – also ensuring that the focus of the fund remains targeted towards supporting community economic activity.

Recommendation 3 – It is recommended that the future geographical targeting of activity should be based on the designated areas identified in the Regeneration Outcome Agreements.

Recommendation 4 – It is recommended that consideration should be given to assessing how the Ayrshire Key Fund would complement other grant programmes that are being introduced to ensure additionality is achieved through the programme.

Future Operation of Ayrshire Key Fund

Recommendation 5 – It is recommended that consideration should be given to ensuring that effective support arrangements continue to be available for projects seeking funding. 

Recommendation 6 – It is recommended that the decision making process should continue to be developed including joint training for assessors, further development of the scoring system, and

publication of grant awards.



	

	

	


	Recommendation 7 – It is recommended that further work should be undertaken in relation to the promotion and implementation of the horizontal themes.  This will include awareness raising activity, support for local projects, capturing details on the application form, and monitoring of activity. 

Recommendation 8 – It is recommended that work should be undertaken to encourage projects to set targets for activity based on soft indicators and to establish systems for capturing this data.  

Recommendation 9 – It is recommended that further work is undertaken to develop the

communication and promotion of the Fund.  This would include highlighting successful project activity that has been supported through the fund.

Recommendation 10 – It is recommended that arrangements should be made to provide support to local projects with regard to other funding that is available as part of the process of building sustainability at a local level. 




Appendix 1

Ayrshire Key Fund

Series of Consultations & Interviews:

	Name
	Organisation



	· Armstrong, Anne
	North Ayrshire SIP / North Ayrshire Forum on Disability

	· Blush, Nicola
	Ayrshire Key Fund

	· Hamilton, Ken
	Ayr North SIP

	· Hendry, Janice
	Yipworld.com

	· Hoolaghan, Joe
	Scottish Enterprise Ayrshire

	· Lawson, Isobel
	Stepping Stones For Families

	· McKenna, Neil
	East Ayrshire Coalfield SIP

	· McKeown, Allan
	Girvan Camera Club

	· Maxwell, Janie
	Scottish Enterprise Ayrshire

	· Osborne, Alastair
	North Ayrshire Council

	· Potter, Theresa
	North Ayr Community Forum

	· Scott, Janette
	North Ayr Community Events

	· Sweeney, Frank
	North Ayrshire SIP

	· Warwick, Graham
	Ayr North Social Inclusion Partnership

	· White, Sheila
	East Ayrshire Coalfield SIP
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Section 1 – Evaluation





Data Collection and analysis – This has included an assessment of all the applications submitted; review of operating structures; monitoring information and other general reference material on the operation of the fund.





Programme of Interviews with Key Stakeholders and Partner Agencies – This has involved discussions on the general progress of the funds; the approaches that have been developed; and issues that have emerged.





Programme of Interviews with Projects – A range of projects have been visited within each of the designated areas.








Section 2 – Review of Key Fund Operation





Ayr North SIP
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Section 3 – Review of Key Fund Activity
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