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1. Introduction

Enviros was approached by ENWORKS, as part of its overall evaluation programme, to carry out an evaluation of the effectiveness of the Green Business Parks (GBP) Programme.  The scope of the work was to identify which aspects of the individual GBPs had worked well and should be repeated should ENWORKS or another organisation develop a similar programme, and to identify the key lessons that can be learnt. 
This guide is intended to inform the reader, around best practice based on the successes and experiences of the ENWORKS GBPs.  A summary of the key tips for success is given at the back of this guide. 
Three distinct groups of stakeholders were consulted as part of the process including:
· The Delivery Partners - those organisations responsible for delivering business support services and managing the GBPs.
· GBP Stakeholders - groups / individuals involved in the GBP including local Business Links, Local Authorities, Police.
· GBP Businesses - those businesses supported through the GBPs, in order to gain their views various aspects of the GBPs.
The focus areas of the consultation exercise were around understanding how each of the GBPs was established, how and what services were delivered and the key successes and areas of difficulty for each.  From this information, we have developed this guide that outlines the key elements that are required to manage a successful GBP.
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This guide is split into four key sections (shown in blue below), based on the three elements that are required to develop and manage a successful GBP (policy, people and processes), and the cross-cutting themes around communication / marketing. 

2. The enworks’ Green Business Parks (GBP)
2.1 The ENWORKS Programme
ENWORKS is a unique environmental business support programme charged with improving business competitiveness and environmental performance throughout the North West.   

Through ENWORKS, a total investment of over £30 million (over six years) has been made to ensure all North West companies have access to high quality, relevant and affordable business support services.
2.2 The ENWORKS’ Green Business Parks (GBPs)
An integral element of ENWORKS has been the development of seven beacon GBPs across the North West, demonstrating how industrial areas can be regenerated to support business growth and attract inward investment through the adoption of holistic environmental measures.
The concept of a ‘Green Business Park’ is the creation of a partnership of resident businesses and stakeholders who, together, address environmental issues and enhance the competitiveness of the area, be it a business park or industrial estate. 

This partnership approach encourages collective action by resident businesses to increase environmental performance, improve the area’s image, encourage investment and improve security.
ENWORKS has provided funding for partnerships in the form of capital and revenue grants, alongside providing support and advice for the individual Delivery Partners running the Green Business Parks. 
The Programme aimed to deliver a suite of services to meet local needs including:

· Participation in business support networks for local firms, residents and support agencies.
· Advice on safety and site security.
· Grants and advice on image enhancement for the whole business park.
· Advice and support to address common environmental and waste management problems with the opportunity to achieve cost savings through implementation of environmental good practice.
· Access to improved communications within the estate leading to opportunity for inter-trading and local sourcing.
· Advice and support leading to the improvement and reclamation of disused premises.
3. Developing and Managing A Successful GBP - The Key Elements

3.1 Introduction - The Key Elements

[image: image5.jpg]


A wide variety of elements and issues need to be addressed and brought together when developing and managing a successful GBP.  These can be grouped into three categories; Policy, People, and Process / Procedures, alongside the common themes around communication / marketing.  The relative importance of each and the work required will vary between every GBP and no ‘one size fits all’ recommendations can be made.  However, the recommendations presented are based on good practice and the outcomes of the ENWORKS GBPs and should be considered as starting points. 

Successful GBPs need to be strong in all three elements and there is significant cross-over and interdependence between each.  None of the elements should be considered in isolation and, like all business support programmes, there are no magic formulae to guarantee success.  This guide is intended to inform the reader, around best practice based on the successes and experiences of the ENWORKS GBPs.  Evidence has been taken from the Delivery Partner GBP Managers, wider stakeholders engaged with the GBPs and businesses themselves.  
The next sections of this guide provide further information and best practice examples around these key elements for success. 

4. Policy - Developing Clear Objectives And Supporting Strategies
4.1 Developing Clear Aims and Objectives

Any programme, project or initiative requires a series of clear aims and objectives to be developed and a GBP is no different.  The aims and objectives need to be developed to address the key issues on the GBP but must also fit, and be aligned, with wider programmes and initiatives at national, regional or local levels.  Ensuring that GBP aims and objectives fit with wider programmes has several benefits including:
· Helping to support regional and national sustainability and business support objectives.
· Develops improved stakeholder relationships and engagement, through linkages to other programmes including cross-referrals between stakeholders.
· Assists with securing additional or future funding as GBP activities fit with wider initiatives.

However, it is vital that the aims and objectives also meet the needs of the businesses located on the GBP and a crucial first step is to undertake a feasibility study to ascertain what these are.

4.1.1 Feasibility Studies
Where possible a feasibility study should be conducted prior to securing funding for a GBP and may be a requirement for inclusion in a bid document.  Feasibility studies have various stages:
1. Identification of the problem or opportunity - e.g. crime rates and building aesthetics resulting in businesses vacating premises on the industrial estate.
2. Identification of possible solutions - e.g. initiate a crime awareness campaign, provide grant support for physical security enhancements.

3. Understand solution requirements - e.g. funding available for two years only and funders’ output requirements need to be met. 
4. Options to deliver the solutions - e.g. the different approaches that can be taken
5. Feasibility assessment - assessing which of the different options is most likely to achieve the desired results whilst meeting the solution requirements.
The first stage (Identification of the problem / opportunity) is the stage where a ‘Needs Assessment’ can be conducted.  A ‘Needs Assessment’ involves liaising with the businesses on the estate and wider stakeholders to ascertain what the key issues and needs are, and what possible solutions can be developed.  

Contacting and engaging with businesses from the start of the process is vital but this can also be very difficult.  Several successful approaches that were used during the feasibility studies for the ENWORKS GBPs include:
· Door-knocking (i.e. visiting all the businesses in person to ‘sell’ the idea of the GBP and to begin to understand their needs). 

· Cold-calling on the telephone; again to ‘sell’ the idea of the GBP and to begin to understand their needs.
· Sending flyers about the GBP idea and business needs surveys, with a follow-up phone calls to improve response rates.
Other stakeholders (such as Local Authority, Business Link, Regional Development Agency etc..) should also be consulted to ascertain any specific aims and objectives that they would like to see included or to identify working synergies between programmes that could enhance the GBP.  However, when developing aims and objectives the needs of businesses and those of other stakeholders, including funders, need to be balanced.  No individual stakeholders should overly influence the aim and objective setting process and the feasibility study should remain as independent as possible, avoiding pre-conceived ideas and conflicts of interest creeping into the assessment process.  
4.1.2 Determining Aims and Objectives

Once the feasibility assessment has been completed a set of clear aims and objectives can be developed.  The number of aims (i.e. overall strategic goals) should be kept to a minimum, with a broader series of objectives developed for each.  Where possible each objective should have targets associated with it, be these requirements of funders (i.e. number of businesses supported) or unique targets developed solely for the purposes of the specific GBP. 
The box below outlines the principle of SMART Objectives and Targets and these should be applied when developing GBP objectives.

Setting SMART Objectives & Targets

	S
	Specific
	Objectives and targets should be specific and clear.  Everyone should be able to understand and hence contribute to achieving the objective.

	M
	Measurable  
	Develop objectives than can be easily measured using indicators, this allows progress to be easily tracked and reported.

	A
	Achievable
	Ensure objectives and targets are achievable and not fixed due to funding requirements.  Targets can be increased easily if progress exceeds expectations, but reducing them is often more complicated.

	R
	Relevant 
	Balance business needs and funding requirements to ensure objectives are relevant and fit with the overall aims of the Programme.

	T
	Timely 
	Ensure dates for completion of objectives are clearly laid out, consider introducing milestones that should be met as the Programme develops.


Example Aims, Objectives and Targets could be as follows:

	Aim:
	Reduce contribution to carbon dioxide (CO2) emissions in the Region

	Objective
	Work with businesses to identify carbon reduction opportunities

	Targets
	Outcome Based -
	· CO2 emissions reduced by Y% (per £,000 turnover) from 2006 baseline until 2010. 

	
	Activity Based - 
	· X number of referrals to Carbon Trust

· X number of businesses on GBP implementing energy efficiency measures


	Aim:
	Encourage businesses to remain on GBP and attract inward investment.

	Objective
	Reduction in crime on the GBP

	Targets
	Outcome Based -
	· Reported crimes reduced by 50% over 3-year period.  

	
	Activity Based - 
	· X number of security initiatives implemented


 

4.2 Developing a Delivery Strategy

Once the overall aims and objectives for the GBP have been established, based on the needs and wants of businesses and other stakeholders, the next challenge is to determine how these will be met.  Much of the thinking around this should have been considered during the feasibility and bidding stage and through consultation with stakeholders.  
There is no ‘off-the-shelf’ delivery strategy that can be applied across all GBPs, but there are common issues around communication, ongoing business engagement and the overall management approach that were highlighted by our research.  As a minimum, the strategy needs to outline the following:

· The roles and responsibilities of stakeholders.
· Development of GBP Steering Group and associated terms of reference.
· Support / Services to be provided to businesses - this might be phased with awareness raising in the first instance followed by in-depth support as the levels of awareness increase.
· Approaches to communication and marketing - both to businesses and wider stakeholders.
· Operational management issues - delivery approaches and advisor training, client management and satisfaction, referrals to other support organisations.
· The monitoring and assessment criteria and an appropriate system to monitor progress against outputs and outcomes against which progress can be measured.
What is important is the ability to alter the strategy as the GBP develops and evolves.  The appropriateness of the delivery strategy needs to be assessed on a regular and ongoing basis throughout the lifetime of the GBP.  It needs to be able to respond to changing business needs, the demands of funders and wider stakeholders.  The use of key performance indicators, linked to clear objectives and targets allows the GBP managers and steering group to make informed decisions about the delivery strategy, altering it as required. Section 4.4 outlines the monitoring and evaluation elements that should be considered. 
4.3 Developing an Exit Strategy

Funding to establish and manage a GBP Programme is usually fixed for a limited amount of time, and prior to the end of the funding period plans need to be made for the future of the GBP and an exit strategy should be developed.  Whilst thinking about and developing an exit strategy at the start of a GBP programme may seem premature it is the ideal time to begin the process.  Considering the exit strategy at this early stage helps to ensure alignment with the strategic objectives and outcomes for the GBP; and helps to smooth the transition from a funded GBP to non-funded GBP. 
	CASE STUDY - BUSINESS IMPROVEMENT DISTRICT (BID)

	The Winsford 1-5 Industrial Estate was one of the Beacon Green Business Parks supported through ENWORKS.  During 2005 an intensive consultation process took place prior to the development of a Business Improvement District (BID) proposal.  The consultation exercise included surveys of employees and businesses on the GBP alongside a focused consultation on the draft business plan for the BID proposal.  The GBP Steering group played a major role in this exercise helping to ensure the business plan met the needs of the businesses on the estate.  Throughout the summer of 2005 the business plan was drawn up and agreed and the final BID voting ballot was made in November, with 89% of businesses supporting the proposal to make the estate a BID.  The estate is now funded until 2011 through an agreed levy that is charged through business rates and the local Authority are one of the key stakeholders represented on the GBP Steering Group.


The final exit strategy doesn’t need to be fully developed at this early stage but it is useful to have considered what stage the GBP will be at and how it will continue to develop at the end of the funding period.  Future funding through initiatives such as the Government’s Business Improvement Districts (BIDs) should be considered at an early stage. 

It is vital to consult with the businesses and wider stakeholders throughout the course of the GBP to ascertain their views and opinions on the exit strategy and to adjust it based upon feedback. 

The ENWORKS GBPs addressed exit strategy development in different ways, but the most successful GBPs considered the future at an early stage in the GBP development process. 
4.4 Monitoring and Evaluation

As discussed earlier in this chapter it is important to monitor and track performance of the GBP on an ongoing basis throughout its duration.  A solid baseline (i.e. the starting position) needs to be known, against which progress can be measured. This information is best collected at the feasibility stage when the needs of businesses and the requirements of wider stakeholders are being assessed. 

Once a baseline is established and appropriate objectives and targets have been developed, progress towards these needs to be monitored.  GBP management teams should use key performance indicators (KPIs) to help monitor and track performance.  Performance needs to be feed back to funders, any GBP steering group and businesses, highlighting not only where good progress is being made but also areas where performance improvements are required.  Where possible regular six-monthly or annual reviews of progress should be conducted.  However, it is important that changes are given sufficient time to ‘bed-in’ and make an impact before being assessed.

Typically, the ENWORKS GBPs focussed performance tracking on the outputs and deliverables they were required to meet by funders.  Whilst this is a good starting point, progress against ‘softer’ outcome-related targets should also be measured to get a good understanding of the impact that the GBP is having on the local environment. 
A useful approach to this is to use a two-tier system with top-level ‘outcome’ indicators and lower-level ‘activity’ indicators / targets which will contribute to the outcomes.  The higher-level outcomes need to be related to the overall aims and objectives of the GBP.  Overall outcome targets are met through the actions of the delivery partners and these need to be tied back to their specific roles and delivery agreements.  However, care needs to be taken around apportioning contributions to the overall strategic aims, as it is important to recognise each partner’s work. 
The results of monitoring and evaluation should then be used to revise, if required, the GBP delivery strategy.  Taking this approach is important if the GBP is to reach its maximum potential.  However, it is important to ensure that efforts around monitoring and evaluation are proportionate to the activities taking place.  It is best practice to consider what monitoring is required and how this will be conducted, early in the development phase to minimise the burden on GBP Co-ordinators / Managers.  
	POLICY - KEY ELEMENTS FOR SUCCESS

	Develop clear aims and objectives based upon the needs of businesses and wider GBP stakeholders.  Conduct a feasibility study to determine what options are available and suitable for the GBP and to understand the ‘baseline’ or starting position. 

	Develop a delivery strategy that will enable the GBP to meet its objectives, consider the exit strategy early on in the process.  Engage with stakeholders to ensure all are clear on how they feed into the strategy and its ongoing development.

	Monitor and track performance both against ‘output’ and ‘outcome’ targets.  Use KPIs where appropriate and adjust the delivery strategy based on findings.  Communicate successes and areas of weaknesses to stakeholders to continue their engagement. 


5. People - Stakeholders: the key To a successful GBP?
Having a set of key objectives, supported by a comprehensive delivery strategy and systems to monitor and track performance, is only one aspect of successful GBP delivery.  By far the most crucial aspect in any GBP are the people and organisations they represent.  This chapter discusses in detail the role of stakeholders in a GBP in terms of the businesses being supported and wider stakeholder groups including the Local Authority, Environment Agency, Business Link etc. 
5.1 Introduction - Who Are GBP Stakeholders?

GBP stakeholders can comprise individuals or organisations who are affected by or who can have an impact on a GBP.  The illustration below shows the typical stakeholders involved with the ENWORKS GBP, and whilst not exhaustive does cover the main stakeholders likely to be encountered in a typical GBP. 
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The stakeholder groups shown above have been split into two categories.  The businesses located on the GBP are shown in red, and in blue a number of ‘wider’ or indirect stakeholders whose role will vary depending upon the individual GBP and the needs and wants of the businesses. 
It is vital to develop relationships with all relevant stakeholders from an early stage of the GBP, but knowing who to talk to and understanding what contribution they can make to the GBP is challenging.  The following sections outline the steps that help engage with a range of stakeholders, starting with the businesses themselves.  Further guidance around communication and marketing is given in Section 7. 
5.2 The Businesses on the GBP

The businesses on the GBP are one of the most important groups of stakeholders and are the group that have most to benefit from the GBP initiative.  The initial engagement is likely to be at the feasibility stage, when first establishing the concept of the GBP and trying to build support from the businesses.  It is vital therefore that a good first impression is made and that businesses view the initiative as valuable.  An important aspect in this process is being able to understand what the businesses’ needs are and being able to differentiate business needs from business wants.  For example, a business needs to ensure compliance with legislation (a need) but may wish to reduce waste disposal costs (a want).  For the purposes of a GBP the businesses’ ‘needs’ should be addressed first with the businesses’ ‘wants’ highlighted for future action and support.  Importantly business wants can become needs over time as circumstances change and hence it is important to liaise with businesses to ascertain their needs and wants as the GBP evolves.
The feasibility study is the opportunity to assess the business needs and begin to understand the issues that need to be addressed.  However, at this stage GBP Delivery Partners need to be clear in their message and ensure that business expectations are not inflated beyond what is practicable and feasible given budgetary constraints and the overall aims and objectives of the GBP.  Section 7 covers communication and outlines the key issues to consider when ‘selling’ the concept of the GBP. 

As with any business support programme, businesses on a GBP will vary in terms of their level of support and engagement and this will alter throughout the lifetime of the project.  When possible use those businesses that are proactive to help drive ongoing development of the GBP and to recruit new businesses.  Setting up a steering group that includes businesses on the GBP is a key step and is discussed later in this section. 

Negativity and an unwillingness to participate will undoubtedly be met; in some cases based on previous experiences and in other cases for no perceivable reasons.  The message from the ENWORKS GBPs was that ‘actions speak louder than words’, involve and cajole businesses whenever possible, communicate successes, ensure that any promises made are delivered on and where these have not been met explain why and planned next steps.  A common negative attitude from businesses that was encountered in many of the ENWORKS GBPs was the perception that the initiative wouldn’t achieve anything.  Quotes included ‘talk to me when you have managed to get the council to cut the grass round here’ and ‘what is the catch, what am I signing up to?’
Surmounting these perceptions takes continual perseverance, clear communication and a commitment from the GBP Delivery Partner to ensure that the project doesn’t flounder.
It is also important to continually assess and monitor the work being undertaken with businesses, checking levels of satisfaction, ascertaining future needs and building personal relationships that businesses value.  These actions help to ensure that the GBP initiative continues to evolve and leaves a lasting positive legacy. 
5.3 Wider Stakeholders and Partners
In addition to the businesses themselves, the wider group of stakeholders have a significant role to play in the success of a GBP. Stakeholders will play different roles dependent upon the nature of the GBP and its aims and objectives, and their role may alter during the course of the project. Therefore, it is imperative that communication and liaison with the differing stakeholder groups is maintained throughout the lifetime of the project. 

Stakeholders will have their own differing objectives and goals that need to be carefully balanced to ensure that the overall aims of the GBP are met.  It is inevitable that, in some instances, stakeholder views will differ and may lead to internal conflicts between parties.  When this occurs, it is vital that this doesn’t impact on the day-to-day operation of the GBP and the support and services being offered to businesses.  Again the importance of communicating with stakeholders from an early stage of the project and ensuring objectives are aligned from the start comes to fore as a key step to help reduce the impact of differing stakeholder objectives. 
5.4 Establishing Steering Groups

The establishment of a GBP steering group or committee is a key mechanism to help build relationships between stakeholders and to manage the GBP.  The steering group/committee should be developed as early in the GBP process as possible, involving the key stakeholders during the setup and feasibility stages is important as described earlier. 

Typical GBP steering group members might include, but not be limited to the following:
	Stakeholder Group
	Typical Representative

	Lead Delivery Partner
	GBP Coordinator or Manager

	GBP Businesses
	Senior Managers / Directors from a number of businesses (numbers vary depending upon size of GBP)

	Police Force
	Local Community Beat Officer

	Local Authority
	Environmental Health, Planning, Highways or Economic Development Officer/s - ideally at senior level

	Business Link
	Senior Business Advisor

	Environment Agency
	Local Inspector

	Local Community Groups
	Organisations working in the regeneration field and those working with disadvantaged sections of the community


It is crucial to have the right people (representatives) from the different stakeholder groups.  On GBPs where physical infrastructure improvements are of key concern the link to Local Authority planning and highways departments is vital as these individuals can to help streamline applications and provide up front guidance on what actions can be taken.  Having senior level representatives from the Local Authorities is also a distinct advantage as they often have greater influence over other departments and can lever additional support. 
Likewise on GBPs where business crime is an issue the links between the GBP and the local police force need to be maximised through involving community beat officers.  Links to wider business support organisations (i.e. Business Link) are also important, as it is highly likely that businesses on the GBP would benefit from general business advisory services. 
When establishing the steering group it is important to ensure that roles and responsibilities are defined.  Establish ‘Terms of Reference’ or agree a ‘Memorandum of Understanding’ between the lead delivery partner (GBP Managing Agent) and the various key stakeholders.  These should set out the stakeholders’ role in the GBP and what is expected of them in terms of attending steering group meetings, providing guidance and contributing to the strategic direction of the GBP.  However, it is also important not to define a stakeholder’s role for them, ascertain their views and opinions on the role they wish to adopt in the GBP.  

A steering group needs a strong and charismatic chair, consider asking an individual from the private sector to hold this role.  Regular steering group meetings have been highlighted as a key communication channel and were deemed extremely valuable in many of the ENWORKS GBPs.  Having a strong steering group is also particularly important if the long-term aim of the GBP is to establish the area as a BID; as having a management board is pre-requisite for a BID.
	PEOPLE - KEY ELEMENTS FOR SUCCESS

	Get businesses on board as soon as possible, listen to views and opinions and build relationships through continual support and communication.

	Identify relevant wider stakeholders early in the GBP process, consult to determine possible roles (that fit with overall GBP aims and objectives) and develop ‘Terms of Reference’ or ‘Memorandum of Understanding’

	Establish a strong steering group which represents both wider stakeholders and the businesses on the GBP and is able to meet regularly (quarterly)


6. Process / Procedures - The Operation of A GBP
This chapter provides outline guidance on the key issues to consider during the operational phase of a GBP including the skills and competences needed for the GBP Co-ordinator or Manager role, tips and approaches to recruit and retain business support and suggested actions and support than can be provided.  Whilst the findings from our research with the ENWORKS GBPs have been incorporated into this section we have not provided detailed guidance as circumstances between GBPs will vary widely. 
6.1 GBP Management Team

Managing and running a successful GBP is a difficult task involving extensive liaison with a range of stakeholders, coordinating an array of activities and support whilst ensuring the objectives and aims of the GBP remain on track.  Feedback from the ENWORKS GBP Co-ordinators and Managers, alongside that provided by wider stakeholders and businesses on the GBPs has enabled an ‘ideal’ GBP Co-ordinators job profile to be developed, and this is a useful starting point when thinking about the person/s to lead the GBP. 

	Single Point of Contact
	One Co-ordinator / Manager supported, where required, by a small team

	Experienced / Multi-disciplinary
	Knowledgeable on a range of environmental / sustainability / regeneration issues and importantly able to understand how these fit with business support, particularly in the SME arena.

	Excellent Communicator
	Vital to be able to communicate with a range of stakeholders, with a persuasive nature and able to influence both stakeholders and businesses alike.  Able to take complex issues and break these down into key points. 

	Flexible
	Able to accept change as a matter of course, and able to influence others to do the same.

	Organised
	Able to manage multi-tiered support programme, liaison with stakeholders and businesses and manage the financial elements of the GBP


Whilst this is a ‘theoretical’ job profile, it is important that the person/s appointed to manage the GBP has experience and skills in these core areas. 
6.2 Project Management

Good project management is a prerequisite for a successful GBP.  Various approaches can be taken and each GBP will be different in terms of the issues that need addressing, the type of businesses involved and the wider stakeholders supporting the project.  However, it is important to ensure that whatever system is developed it contains some formal system to track and record information about the businesses being supported and the initiatives / services that have been provided. Without gathering this basic data it is impossible to conduct any meaningful monitoring and evaluation of the success of the GBP.  Systems do not need to be complicated but as a minimum should enable the following information to be captured.

· Business Contact Details (including e-mail addresses)
· Type of services provided to Businesses

· Referrals to / from other organisations
· Outline of client contact history  - communications log 

· Feedback on services

· Output related information - cost savings, jobs created / safeguarded etc…

More detailed systems can be used if appropriate but it is important not to have an overly complicated system that is unwieldy and difficult to use.  Information that has been captured can be used to support marketing and communications to stakeholders, provides evidence to funders and can be used in future funding bids particularly BID proposals. 
6.3 Tips to Recruit and Retain Businesses

Engaging with and supporting businesses, particularly SMEs, is difficult and GBPs are no different.  Business apathy, the perception that environmental / sustainability issues don’t affect them and lack of resources (time, money, or personnel) are the common reasons for businesses not engaging in GBP activities.  These challenges need to be overcome if the GBP is to be successful, and feedback from the ENWORKS GBP managers / coordinators around how this can be done is summarised below:
· Use direct ‘face-to-face’ contact, approach businesses in-person, but accept that persistence in calling / knocking on doors is required. Use other communication channels and marketing approaches wisely (see Section 7).
· Businesses tend to see any form of authority either as a threat or linked to costs.  An informal approach, using persistent personal contact is a good method to develop relationships and trust.
· Convince businesses that the GBP is just a way to “get the estate back on it’s feet”.  
· Adopt a demand led approach (i.e. not limiting support/services to a set and fixed agenda) but responding to whatever the businesses concerns and needs are - signposting and referring to partners when required.
· However, remember that ‘businesses do not know, what they do not know’ - hence there is often latent demand for services (such as Resource Efficiency) that needs awakening.  This awareness raising is an important role of the GBP Manager, and links to the overall marketing / communication strategy that should be developed. 
· Work with other stakeholders to ‘piggy-back’ off their existing contacts and initiatives.
· Hold ‘Business Breakfasts’ or ‘Summer BBQs’ as networking events, minimise the amount of training being given at these events and use the event to communicate what is being done.  Subsequent focussed events / seminars can be held once businesses are engaged.
· Keep things fresh, demonstrate enthusiasm and accept that there will always be a proportion of businesses that will never become engaged. 
6.4 Ideas and Suggestions for GBP Activities

The ENWORKS GBPs were managed in different ways and provided a wide range of support and services to Businesses.  Not all these activities were as successful as hoped and when asked GBP Co-ordinators and Managers highlighted a number of ideas that they would consider carefully before adopting again, alongside those that they considered an important service.  The key pitfalls to avoid, and to some degree the important services to include, were dependent upon the GBP in question but a selection are given below;
	PITFALLS

	Not establishing a strong steering group, with agreed roles and responsibilities.

	Not having a cohesive message and identity.

	Being tied to output focussed targets that limited flexibility in terms of services and support.

	Impacts created though staff turnover, creating long gaps in on-site GBP support.


	IMPORTANT SERVICES

	Provision of grant support to businesses

	Physical improvements (inc. signage and landscaping)

	Crime reduction / security enhancements

	Environmental Training


6.4.1 Typical Support / Service Offerings

The illustration below summaries the typical support / service offerings that were made available through the ENWORKS GBPs. This is not exhaustive list but does highlight the most common initiatives that could be adopted on most GBPs.
In addition to these typical support / service offerings, many of the GBPs started initiatives based around their unique needs and business demands as shown in the two case studies below. 
	CASE STUDY - LINKING UP WITH DISADVANTAGED GROUPS

	One of the GBPs linked up with disadvantaged groups in the area working with the local Young Offenders programme, engaging young people who have caused problems on or near the GBP, getting them involved in GBP related activities.  Support was also accessed through the Princes Trust scheme, working with volunteer teams to carryout physical improvements to the GBP including redecorating a community room and constructing a garden and seating area. 


	CASE STUDY - REDUCING CARBON EMISSIONS AND TRANSPORT IMPACTS 

	Several schemes have been initiated on the Winsford GBP with the aim of reducing transport impacts and associated carbon emissions from businesses on the GBP.  Improved public transport links have been provided through liaison with the local bus company and a new post box has been installed which is able to take franked mail. This simple initiative has eliminated the need for businesses on the estate to travel to the nearest post office saving an estimated 30,000 miles per year; equivalent to a CO2 reduction of around 11 tonnes/year.


These services and support offerings are suggestions and many further ideas and initiatives can be developed. It is important to work with the steering group and businesses on the GBP to ascertain the type of services and support that is needed, remembering that ‘businesses do not know, what they do not know’ leading to awareness raising initiatives often being a required first step.
	PROCESS / PROCEDURES (THE OPERATION OF A GBP) - KEY ELEMENTS FOR SUCCESS

	GBP Co-ordinators / Managers need to be experienced and familiar with supporting businesses, possessing excellent communication and motivational skills.

	Have a management system in place to help manage GBP activities, track business engagement and monitor progress.

	Consider carefully the services / support that are offered, if possible presenting a combination of ‘standard’ services and ‘demand led’ (i.e. requested by businesses) and ‘latent’ (those that arise from other drivers such as forthcoming legislation) services / support.


7. Communication and Marketing
The single key message from our research applicable across all GBPs and stakeholders was that good communication is vital to the success of a GBP.  Clear communication is required from the initiation stage of a GBP right through to the final exit from the GBP and in many cases following the end of formal support. This section outlines the communication tools and marketing approaches that can be adopted.
7.1 Understanding your Audience
Understanding your audience and providing relevant information are key elements of a successful GBP campaign.  Different stakeholders need to receive different messages; businesses are unlikely to be concerned about programme performance against its output targets but more concerned with knowing what support and activities they can access.  In contrast, funders do not need details of the all the activities that are taking place (although many are keen to hear about these).  Different messages will also need to be communicated through the lifetime of the programme, ranging from awareness raising at the start, disseminating achievements during the course of the GBP and providing information about the post-funded activities / support that can be accessed. 
7.2 Communication with Stakeholders

Communication with wider stakeholders (i.e. not businesses) begins at the consultation and feasibility stage.  Building relationships with these stakeholders is important and can greatly influence the success of the GBP.  Research from the ENWORKS GBPs suggests that regular quarterly communication bulletins (e-mail or letters) supplemented by involvement in the GBP steering groups is a good way to keep all stakeholders involved and informed of progress.  

This approach can be supplemented with informal and more frequent communication with key stakeholders such as Business Link or the Local Authority as particular issues arise.  However, it is important to supplement these bulletins with face-to-face contact whenever feasible. Holding meetings to discuss key activities or campaigns with relevant stakeholders is important.  Several of the ENWORKS GBP held open days inviting stakeholders to visit the GBP to see the results on the ground.  Some of the most successful elements of the GBPs came about through high levels of personal contact between GBP Co-ordinators / Managers and other contacts with stakeholder organisations. 

Use GBP steering group meetings as an opportunity to discuss communication issues, be it dialogue and feedback about a planned promotional campaign to the businesses, or feedback on the communication methods used for steering group members.  Responses from our consultation work indicated that most of the ENWORKS GBPs stakeholders would have liked to receive more communication throughout the duration of the GBP, including those who weren’t actively involved in the GBP steering groups. 
7.3 Communication with Businesses

Accessing and engaging with SMEs is notoriously difficult and has been discussed briefly in the previous section of this guide.  However, good communication is vital to ensure the highest levels of engagement.  The following section outlines the key points gathered from our consultation exercise with GBP businesses. 

· Businesses like (and need) to have a clear and concise message

· A single point of contact and ongoing personal contact is valued as this demonstrates commitment to the businesses
· Communications need to be clear on what will happen, how businesses can be involved and when it will happen.
· Continue to communicate with all GBP businesses not just those who are engaged.  If possible, speak to those who aren’t engaged to ascertain what would make them change their opinions and become involved. 

During face-to-face meetings with businesses it is likely that Advisors will face negativity and reluctance to become involved in the GBP.  Preparation is the key to responding to this. Through understanding the underlying reasons and common reactions Advisors can respond to negativity, offering practical solutions and advice that may convince the business to change their perceptions. The following illustration summarises the most common reactions that may be encountered along with some possible responses. 
	Business Responses
	Advisor Responses

	I’m too busy
	Lets get you some help

	We don’t have the skills
	Let us provide training and support you

	We tried that and it didn’t work
	When, how and why not?

	Our processes are different
	Really, what changes can be made?

	Its not financially viable
	Are there any benefits you have missed or aren’t considering? We can look into grant or other support

	I can’t get management support
	Have you developed a business case?


7.4 Communication Barriers
Communication barriers can come about through poor planning or through poor use of language and not ‘selling’ the GBP to businesses.  The box below shows example barriers that arise from poor planning.
	 Example Barriers to Successful GBP Communication

	· Unclear objectives, arising from lack of clarity around audience ‘needs’  

· Poor targeting with regard to the awareness/needs of the chosen audience/s;

· Unclear or mixed messages 

· Poorly designed communication material – unprofessional, confused branding?

· Overloading – too much information at one time 

· Sporadic communication - not enough information on a frequent and regular basis

· Poor choice/use of the available communication channels; 

· Lack of follow through – highlighting issues and services but not supporting these (e.g. asking for service / business support suggestions but then not delivering on them)


Using the right language is also important both in face-to-face meetings and in written documents such as newsletters etc. Avoid unnecessary jargon, break the key messages into digestible chunks and focus on the highlights and successes. Use case-studies to provide demonstrable evidence that getting involved in the GBP is a good thing to do and will result in benefits for the business. 

Several of the ENWORKS GBPs produced GBP Newsletters that provided an update on progress, highlighted success stories and presented relevant case-studies of businesses benefiting through the GBP and listed items for consultation and forthcoming events. This communication tool and others are described in detail below

7.5 Communication Tools and Marketing Approaches
Choosing the right combination of communication tools (and it is nearly always a combination rather than just one method) can be a difficult task.  The following tables describe the common communications tools that were used successfully on the ENWORKS GBPs, highlighting useful tips and the pros and cons of each tool. 
	Communication Tool
	Leaflets and Newsletters 

	Description
	Passive communication methods such as leaflets and newsletters were widely used by the ENWORKS GBPs. The problem is that people are not especially good at remembering what they read, even if it captures their attention in the first place. That said as they are relatively cheap to produce and circulate.
Information in this form has to be given in simple terms using common, plain language without the use of jargon and without making the message obscure. This has to be done with care, however, without being patronising. People may be ignorant (of the issues/facts) but they are (mostly) not stupid!  Getting the tone right is all-important.

	Tips
	· Content should be consistently relevant and interesting

· More effective when timely, linked to current events and/or specific personalities in the community

· Use appropriate language, not jargon.

· Important to identify target audience, message and distribution methods before designing leaflets as these factors influence design specifications
· Take steps to distinguish from ‘junk mail’

	Pros
	· Use newsletters to provide reinforcing information and to feedback on progress. 
· Effective as support for advertising and general media relations

· Valuable information and further details on proposed new facilities or policies can be communicated.

· Newsletters are an appropriate vehicle for feedback at all stages in the process from strategy development through to on-site operations

· Continuous resource – enables messages to be adjusted, updated, change over time.

	Cons
	· Can get lost or regarded as junk mail.    


	Communication Tool
	Web Sites

	Description
	Web sites are of course only of use to those that are seeking information and have internet access.  The number of hits on web sites is often disappointing and you have to consider whether a website necessary for a small individual GBP campaign. 
Web sites are of most use for providing instruction, clarification and reinforcement. That said web sites should contain all relevant information including:
· Motivational information – why become involved
· Instructional information – what to do to become involved
· Frequently Asked Questions (FAQs) – this helps reduce the load on helplines etc.

· Contact information (e-mail and telephone)
· Links to other web sites with useful information.      
A basic web site can be constructed commercially for around £2,000 and hence is a relatively cheap way of providing information.  Web sites obviously have to be easy to navigate so that people can obtain the information they need easily.  Where possible web sites should also allow users to e-mail questions and comments, sign up to events etc.

	Tips
	· Ensure that the site is designed to meet the needs of the target audience and different levels of information are available

· Make it quick to load, attractive, logical and easily navigable

· Invite feedback from users and act upon this information when improving the site

· Promote the web address in other publicity and register with directories to maximise hits

· Make the web address memorable

· Capture user data so that this can be analysed and possibly used for future campaigns, but be aware of the Data Protection Act when doing so

· Keep site up to date

· Provide details of other contact methods, e.g. telephone number or postal address.

	Pros
	· Easily updated as required

· Low operational costs once established, but there will be on-going maintenance/updating costs

· Can provide comprehensive information about waste strategies and facilities

· Users have the flexibility to select specific areas of interest to them

· Interest in the website can be gauged by monitoring the number of hits to the site.

	Cons
	· Is a website necessary for a small individual GBP campaign?

· Penetration of messages is dependent on quality of search engines and publicity of address.


	Communication Tool
	Public Meetings and Events 

	Description
	Interactive dissemination of GBP information through attendance and participation of audience.  These can be networking events, seminars or training courses.

	Tips
	· Plan well in advance and publicise to ensure good attendance

· Plan the details for the event and try to anticipate any problems, e.g. technical

· Begin with an interesting introduction, followed by a presentation and conclude with a summary of messages

· Use presenters who are confident, can explain ‘jargon’, engage and maintain interest

· Anticipate questions (especially hostile) which might arise and prepare answers.

	Pros
	· Gives the opportunity to present information first hand and gather instant feedback

· Allows for detailed explanation of issues and messages

	Cons
	· There can be a risk of hostility from opponents to the GBP.
· Limited audience - those who aren’t interested don’t attend and don’t hear the messages


	Communication Tool
	Press Releases

	Description
	· Printed or recorded statements supplied to media for editorial coverage (free of charge).

· General public and/or specific audience depending on the profile of publications and programmes.

· Simple, straightforward, high-impact and accompanied by strong pictures (for print media).

	Tips
	· Think about what a journalist NEEDS

· Now (journalists need news, not old information)

· Exciting (you need to be able to grab the journalists’ attention)

· Exclusivity (try to give journalists angles and tailor your story to different media)

· Deadline (always provide a journalist with the story for their deadline)

· Capture the story in the headline

· Summarise the story in the opening paragraph – Who? What? When? Where? How?

· Use quotes and possibly get third party endorsement

· Use simple language and avoid jargon – length should not exceed two pages of double-spaced A4

· Target the distribution of your news release to specific journalist on target titles.

	Pros
	· Editorial coverage results in powerful third party endorsement.

	Cons
	· You do not have control over the resulting article but a well-written release containing all your key messages should minimise this risk.


7.6 Communication Key Tips

Use communication tools such as flyers, newsletters, websites and press releases but remember that people are far more likely to remember what they say and do (conversations and activities/events) than what they read or hear.  In addition, human interaction allows an opportunity to voice opinions and air grievances.  This is important and ‘interactive’ communication, such as networking events and door knocking can be very effective communication mechanisms.
Ultimately, the key message is to be seen, to visit and talk regularly, but to listen to business needs and requests; use this to inform and improve your delivery strategy.
8. Summary - KEY ELEMENTS OF SUCCESSFUL GBP DELIVERY AND MANAGEMENT
	KEY ELEMENTS OF SUCCESSFUL GBP DELIVERY AND MANAGEMENT

	· Develop clear aims and objectives based upon the needs of businesses and wider GBP stakeholders.  Conduct a feasibility study to determine what options are available and suitable for the GBP and to understand the ‘baseline’ or starting position. 

	· Develop a delivery strategy that will enable the GBP to meet its objectives, consider the exit strategy early on in the process.  

	· Identify relevant wider stakeholders early in the GBP process, consult to determine possible roles (that fit with overall GBP aims and objectives). Engage with stakeholders to ensure all are clear on how they can feed into the strategy and its ongoing development.

	· Establish a strong steering group which represents both wider stakeholders and the businesses on the GBP and is able to meet regularly (quarterly) and develop ‘Terms of Reference’ or ‘Memorandum of Understanding’ for stakeholder groups.

	· Monitor and track performance both against ‘output’ and ‘outcome’ targets.  Use KPIs where appropriate and adjust the delivery strategy based on findings.  Communicate successes and areas of weaknesses to stakeholders to continue their engagement. 

	· Don’t be afraid to alter the delivery strategy based on feedback and ongoing monitoring, BUT allow sufficient time for initiatives to ‘bed-in’

	· Appoint a GBP Co-ordinator / Manager who is experienced and familiar with supporting businesses and who possesses excellent communication and motivational skills.

	· Have a management system in place to help manage GBP activities, track business engagement and monitor progress.

	· Consider carefully the services / support that are offered, if possible presenting a combination of ‘standard’ services and ‘demand led’ (i.e. requested by businesses) and ‘latent’ (those that arise from other drivers such as forthcoming legislation) services / support.

	· Provide a signposting and brokerage service for businesses when the support they require doesn’t fit within the ‘core’ support being offered through the GBP

	· Use communication tools such as flyers, newsletters, websites and press releases but remember that people are far more likely to remember what they say and do (conversations and activities/events) than what they read or hear.

	· Ultimately, the key message is to be seen, to visit and talk regularly, but to listen to business needs and requests; use this to inform and improve your delivery strategy.
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