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Innovation Projects Evaluation

Introduction
1.1

Introduction to Project

Between December 2008 and January 2010, ENWORKS has been trialling different
models of delivering business support and different services offers through seven
Innovation Projects. In January 2010, ENWORKS successfully secured extension funding
through the use of European programme under spend for three of the projects until the
end of March 2010. In November 2009, Ove Arup and Partners Limited were appointed
by ENWORKS to evaluate key successes and lessons learned from the seven Innovation
Projects supported by ENWORKS.
1.2

Scope of Evaluation

Figure (1.1) illustrates the conceptual approach used in the evaluation. This approach
complies with BIS evaluation requirements as contained in “Impact Evaluation
Framework” (IEF +) and the “Treasury’s Green Book”. It is also consistent with NWDA’s
requirements.
The figure below sets out the logic chain which sets the parameters for the theory of
change which informs the evaluation framework. This is based upon good practice
established by SQW and government through the Integrated Evaluation Framework plus,
encapsulating the underpinning guidance.
Figure (1.1) Evaluation Logic Chain

The framework emphasises the need to tie together the activities associated with a
particular mode of intervention with the original purpose stated for an intervention. The
intervention should be concerned with how a problem interpreted in the wider policy
environment can be improved through intervention. Crucially what additional value the
project brings over and above and what would have happened in the absence of publicly
funded intervention.
1.3

Approach and Methodology

Our approach is based on considering:
Economy - did the Projects deliver activities at the lowest practicable cost? Were the
inputs appropriate (in scale and nature) to the activities that were bought?
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Efficiency - were the outputs delivered by each of the Innovation Projects delivered at
a reasonable cost per unit? (relative to the ENWORKS Programme and other
appropriate benchmarks) An assessment of additionality is particularly important
when considering efficiency.
Effectiveness - have the Innovation Projects had the desired impact and has activity
and related outputs been translated into outcomes?
Arup has approached the commission through three complementary work streams:
consultations with a range of strategic stakeholders, funders, delivery partners and
programme delivery staff
desk-based analysis of the spend and output monitoring data of the Project
a review of strategic documentation, condition data and wider research into resource
efficiency interventions and the identification of relevant benchmarks.
1.4

Evaluation Challenges

The seven Innovation Projects collectively constitute wider Innovation Programme aimed
at achieving broad alignment with regional priorities.
Figure (1.2) Nested Evaluation Issues

The achievement of strategic alignment with regional priorities is, therefore, a material
issue for the evaluation exercise alongside the performance of individual Innovation
Projects. Both levels share a common concern in wishing to establish ways of working
that help improve business resource efficiency in the North West.
1.5

Innovation in Context

The term “innovation” is applied to the programme under which the individual projects are
funded. In this context, innovation means new to either resource efficiency business
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support and/ or ENWORKS as a delivery body. Many of the mechanisms discussed in the
rest of the report are familiar concepts within wider business support.
1.6

Key sources of project performance used in the evaluation

During the course of the evaluation, we have relied upon data captured with the
“Efficiency Toolkit”. The ENWORKS Online Resource Efficiency Toolkit (“the Toolkit”) is a
bespoke piece of web-based software, developed to capture and report the economic and
environmental outcomes of resource efficiency activity. The Toolkit was first developed by
ENWORKS in 2004 and has been used continuously by ENWORKS since that time to
record and report on the results of its resource efficiency business support.
The Efficiency Toolkit logs individual improvement actions that have been identified, for
example through an audit or site review, as having the potential to increase resource
efficiency, reduce waste to landfill or implement sustainable procurement policies. It then
tracks these improvements through to completion. As such, it can be used by any project
that delivers resource efficiency or carbon savings to business. During the course of the
evaluation report references will be made to data supplied to us through this medium.
1.7

Structure of report

The report has the following sections:
Section 2 sets out the strategic context within which the innovation programme was
developed by ENWORKS
Section 3 examines the innovation programme as a whole involving an assessment
of the rationale, objectives and activities involved
Section 4 provides a one page summary project inventory
Section 5 discusses thematic issues concerned with project delivery, management
and governance issues drawing from individual projects that illustrate key points;
Section 6 considers management and operational issues;
Section 7 provides an analysis of spend and output performance at the level of
individual projects and across the innovation programme as a whole, including an
assessment of economy and efficiency;
Section 8 considers the outcomes of the Project and its wider impacts;
Section 9 looks at wider performance management issues; and
Section 10 presents the conclusions of the evaluation and key messages and lessons
going forward.
Further, one Annex is also provided:
Annex A provides a detailed analysis of data from the ENWORKS Toolkit
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Strategic Context for Action
2.1

Introduction

A significant evaluation issue concerns the underlying objectives in establishing an
Innovation Programme in the first place. The use of seed corn funding is an accepted
practice within the private sector to test ideas where there is an element of risk and
uncertainty attached. This section considers the drivers of strategic change in the North
West from a European through to National and North West perspective. A first step in this
analysis is to consider ENWORKS activities before looking more broadly at the strategic
context.
2.2

Background to ENWORKS1

ENWORKS was established in 2001 to create, manage and coordinate a network of
existing local delivery organisations providing environmental advice and training to
companies across the North West in response to research by the Environment Agency
into the provision of environmental support to businesses in the North West. The research
revealed that over 180 different organisations were delivering environmental advice, the
quality of which was inconsistent and the un-coordinated structure was leading to a major
duplication of effort. Projects were being funded on a local basis, leading to patchy,
disjointed geographical coverage, creating huge variations across the North West and
turning environmental support into a postcode lottery.
The flaws in this delivery mechanism were recognised by key stakeholders from across
the region, as was the need to create a co-ordinated and coherent service that could be
quality assured and made available to all North West businesses, regardless of their size,
sector or location. This recognition led to the formation of a cross-sector, independent
partnership who defined a new approach to delivering environmental business support.
The vision and approach for the ENWORKS partnership was set out by this Board and
has remained consistent from the initial outset:
To provide environmental support to companies in the North West
To provide a consistently high quality service that meets business needs
To avoid duplication of effort and maximise effectiveness
To rigorously monitor and measure the impact of our services
To improve the region’s skills and knowledge on environmental management
To decouple environmental degradation from economic growth
To make environmental practice profitable
The Board contains representatives from across the public, voluntary and, significant
representation from the private sector including the Federation of Small Business (FSB),
the Institute of Directors (IoD), United Utilities, Brother and the Chamber of Commerce.
This governance and legal structure was in place prior to the implementation of the
Innovation Projects evaluated here.
The Board appointed a central management team to manage the provision of support and
quality assurance, which in turn is responsible for bringing together a partnership of
organisations and consultants to deliver support directly to businesses at a local or
sector-specific level.
Consistent with the vision set out above, key activities delivered and co-ordinated by
ENWORKS have included:

1

Further information can be found at www.enworks.com

K:\Programmes\EBS 2007-2010 (X00630PR)\ENWORKS\Tendered
Page 4
Projects\Tenders\Tenders August 09\Live projects\Innovation Projects
Review\FINAL REPORT\FINAL
PUBLISHED\ENWORKS_REPORT_REVISION_FINAL_ISSUE(090113).docx

Ove Arup & Partners Ltd
Issue 7 May 2010

ENWORKS

Innovation Projects Evaluation

On-site reviews
Ongoing help for businesses with implementing improvements
Developing bespoke online software
Training and networking events
Information services and advice
2

ENWORKS business support has generated the following savings :
£102 million Cost savings each year.
£204 million Sales have been increased or safeguarded.
341,000 Tonnes of waste diverted from landfill every year.
1,000 Businesses receiving advice and support each year.
7,340 Jobs have been created or safeguarded.
4.3 million Tonnes of water saved each year
3.1 million Tonnes of solid, liquid and gaseous materials not used every year
317,000 Tonnes of CO2e not emitted each year
The work of ENWORKS has been widely recognised with a number of awards and a high
profile status for the organisation in the region and nationally.
Recognised - as a best practice environmental support network by the European
Commission (2009).
Winner of the Ashden Award for Energy Efficiency (2007) presented by Al Gore.
Winner of the Regeneration and Renewal Award for ‘Economic Development Project
of the Year’ (2007).
Highly Commended for the Regeneration and Renewal Award for ‘Environmentally
Sustainable Regeneration Scheme of the Year’ (2007).
Shortlisted for the UK CEED Energy Efficiency Award (2006).
Winner of the SustainIT e-Well-Being Award for 'Climate Change and Environmental
Efficiency' (2006).
Recognised as best practice on the principles of sustainable development by the
European Commission (2005).
Winner of the Success North West Award for ‘Exceptional Contribution to
Environmental Excellence’ (2005). Run by Government Office for the North West and
the Northwest Regional Development Agency.
Exemplar Status for the RENEW (Regeneration Excellence in England’s Northwest)
for ‘Regeneration Good Practice’ (2005).
Winner of the European Social Fund Merit Award for ‘Sustainable Development’
(2005).
Winner of the Learning Northwest Award for ‘Outstanding Workforce Development
Campaign’ (2002).

2

Savings data from ENWORKS Resource Efficiency Toolkit, September 2010
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2.3

The North West Regional Context3

The North West is a £119 billion economy with 6.9 million people and 250,000 businesses
with a significant manufacturing sector. The largest sectors are “Business & Professional
Services”, “Food & Drink” and “Advances Engineering & Materials”. The North West is the
UK’s largest region for both “Food and Drink” and “Chemicals” production.
The region produces 7.03m tonnes of commercial and industrial waste & 10.4m tonnes of
construction & demolition waste. SMEs are responsible for 77% of the regions
commercial waste and recycle over 67%. In 2007 the region was responsible for of 57m
T/CO2e emissions down from 63m T/CO2e in 1990.
Data on industrial sector resource consumption patterns has been developed by SCPnet,
an organisation sponsored by all English RDAs to develop an evidence base informing
policy. In 2008, SCPnet published data on resource consumption patterns within the
North West region. Some of the results are shown below:
Figure (2.1) Energy Consumption Patterns by Sectors

Source: SCPNet (2008) “SCP Issues around Sustainable Economic Growth in the North West”

Industrial emissions make up 88% of the total industrial and commercial emissions, i.e. all
emissions less power generation, construction & demolition, transport, utilities and
households. Whilst the emissions for most industrial sectors are indicated as declining,
others are showing a continuing growth in emissions.
Figure (2.2) Industrial Sector Emissions

3

Presentation by Mark Atherton, Director Energy and Environment (2010)” Understanding Linkages and Regional Added Value”,
NWDA
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Source: SCPNet (2008) “SCP Issues around Sustainable Economic Growth in the North West”

Figure (2.3) Water Consumption by Sector

Source: SCPNet (2008) “SCP Issues around Sustainable Economic Growth in the North West”

Between now and 2020 there is a general decline in water usage indicated across all
sectors, with one or two minor exceptions which, with the exception of the chemicals
sector (indicated above), fall among the lower end of consumption levels.
4

The 2006 NW waste survey carried out by Urban Mines found that the region generated
just over 7.5 million tonnes of commercial and industrial (C & I) waste. The default
5
scenario in REEIO indicates a total on 7.7million tonnes of commercial and industrial (C
& I) waste in 2006, which is within 3% and as such is considered reasonable within the
uncertainties of the available data (for further comparison of the two datasets, see
Appendix B). The business-as-usual scenario would indicate that this could increase by
as much as 20% by 2020.
This C & I waste stream in the region includes:
• 27% non-metallic waste
• 24% mixed waste
• 19% chemical waste
Of this around 70% is biodegradable, with a further 12% hazardous, both of which are
likely to increase significantly by 2020, where a 14% growth is indicated in biodegradable
waste and 50% in hazardous waste.
2.4

North West Business Attitudes and Understanding of Resource
Efficiency and Perceptions of Climate Change

2.4.1
Attitudes and Understanding of Resource Efficiency
The Innovation Programme aims to support businesses undertake resource efficiency. It
is; therefore, appropriate to consider what the problems and opportunities are with
6
resource efficiency in the North West. In 2009, BMG were commissioned by ENWORKS
to undertake a sample survey of businesses in the North West to identify attitudes to the
issue. The results are shown below:

4

Urban Mines “NW Waste Arisings Survey” (2006)
Regional Economy-Environment Input-Output Model (REEIO) – a forward looking framework developed by Cambridge
Econometrics to consider possible environmental pressures and inform SCP policy.
6
ENWORKS (2009) “BUSINESS ATTITUDES TO RESOURCE EFFICIENCY”
5
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Awareness of resource efficiency

Only 26% of businesses have heard of the term ‘resource efficiency’. This increases to 42%
in businesses with over 100 employees.
Importance of resource efficiency

After being read a definition of resource efficiency, 82% of businesses stated they felt it
was ‘Very Important’ or ‘Of Some Importance’ to them. This figure falls to 52% in
businesses with less than 50 employees.
Improvements made in resource efficiency

Only 33% of business had made any efficiency improvements in their use of energy,
materials or water in the last 12 months. This is despite the fact that 82% reported it was
important to their business, showing that awareness is not leading to action.
The primary reasons for implementing improvements were reported as being ‘to lower
costs’ (56%), ‘to become more resource efficient’ (37%) and ‘to reduce waste’ (15%).
Levels of investment in resource efficiency

When asked to quantify the savings made or predicted to arise, 57% anticipated savings
of less than £10,000 (including 40% predicting less than £1,000). 31% were unable to
estimate the savings and only 6% anticipated savings over £10,000.
When levels of investment are compared to expected returns, the majority of businesses
believed that investment in resource efficiency would either have a negative cost to the
business or, at best, break even. This perception may go some way to explaining the low
levels of investment being made.
2.4.2
Perceptions of Climate Change7
The Northwest Development Agency (NWDA) commissioned URS Corporation Ltd (URS)
to undertake a study to identify public and business perceptions of climate change in the
Northwest. The following conclusions were drawn from the survey which is pertinent to
the evaluation of the Innovation Programme:
In almost all instances, larger sized businesses are ‘performing better’ than smaller
ones, which is not that surprising as they generally have greater resources available;
Smaller businesses need more flexible and intensive support and ‘hand holding’;
A greater proportion should be allocated for older existing technologies that have
already proved successful with businesses and may ultimately have a faster ‘pay
back’ period;
Small offices that are part of larger organisations cannot apply for funding aimed
specifically at SME’s, but they may not receive any help from their headquarters and
therefore may be unable to implement some environmentally friendly actions;
Businesses unsure of effects on their supply chain;
Around half of businesses do not have any type of environmental policy in place. This
increases to two-thirds of smaller businesses who view it purely as legislation and do
not have the resources available to develop one;
Communication to be as sector specific rather than generic;
It is important to communicate messages that will resonate more with businesses
such as the potential cost savings as the primary benefit and environmental impacts
as secondary;

7

URS (2009) “Perceptions of Climate Change in the North West”, NWDA
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In order to increase the effectiveness of targeted marketing it would be beneficial to
cluster businesses together;
Businesses are unaware of how much money they can / are saving.
Funding is another major barrier with issues raised with; the difficulty in gaining
access to it, the lack of funding available for older more established technologies,
difficult and arduous application process;
Cost in terms of money and time were identified as the main barrier by most. Small
businesses struggle with the upfront capital costs. This shows that there is a strong
perception amongst businesses that mitigating against climate change always
requires expenditure or have an unacceptable rate of return.
2.5

Strategic Context

The strategic context for resource efficiency can be found within a range of thematic
areas including sustainability, climate change mitigation and competitiveness. The
outcomes from these policies include ensuring intergenerational resource availability;
limiting greenhouse gas emissions to critical levels of atmospheric concentration and
transforming the basis of economic growth to be environmentally neutral. These
outcomes have implications beyond the boundaries of a single region or country and, as a
consequence, relevant policies have been developed and applied at different spatial
levels ranging from international protocols to locality based measures.
2.5.1

The International Agenda

Improving resource efficiency and minimising waste are recognised as crucial
components of achieving a more sustainable future for our environment. The issues are
of central importance to the wider agenda on tackling climate change; a task global in
scope, as recognised by the adoption of the Kyoto Protocol entering into force in February
2005.
In February 2007, the Inter-governmental Panel on Climate Change (IPCC) released its
Fourth Assessment Report findings that human actions are "very likely" to be the cause of
global warming (equating to a probability of 90% or more). Global warming in this case is
indicated by an increase of 0.75 degrees in average global temperatures over the last 100
years.
2.5.2

European Sustainable Development Policy

Sustainable development was recognised to be one of the core tasks of the European
Union in the Amsterdam Treaty of 1997. Following this, at the Helsinki European Council
in 1999, the heads of EU member states asked the European Commission to draw up a
proposal for a sustainable development strategy for the EU, and submit it to the European
8
Council at Gothenburg in June 2001 .
European policy makers have sought to integrate concerns over environmental impacts
through the incorporation of an environmental pillar (the Gothenburg Agenda) which was
added to the Lisbon Agenda in 2001 – the key strategic agreement seeking to increase
the competitiveness of the EU. This pillar draws attention to the fact that economic growth
must be decoupled from the use of natural resources to ensure a more sustainable
pattern of development. The stated aim is to decouple environmental degradation and
9
resource consumption from economic and social development by 2010 .
This framework supports the Northwest Competitiveness Operational Programme 20072013 Final Programme where Priority 1 – Stimulating Enterprise and Supporting Growth
8

DG V “Annex - The EU sustainable development strategy” – recent developments Directorate G – Sustainable Development and
Integration, ENV.G1 – Sustainable Development and Economic analysis, Brussels, April, 2003
9
DG V “Annex - The EU sustainable development strategy” – recent developments Directorate G – Sustainable Development and
Integration, ENV.G1 – Sustainable Development and Economic analysis, Brussels, April, 2003
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in Target Sectors and Markets provides £205m of ERDF. This priority provides business
support and funds financial instruments which help improve the competitiveness of the
region’s businesses, especially in high value target sectors. It also supports work with the
region’s businesses in all sectors to improve resource efficiency and reduce their carbon
footprint.
2.5.3

UK Economic and Sustainable Development Policy

Five Drivers of Productivity10

UK competitiveness policy has been developed around the “Five Drivers of Productivity”
using a set of indicators for benchmarking UK performance against competitor countries
as well as providing the framework for policy interventions within the national economy.
This approach was outlined in ‘Productivity in the UK: Evidence and the Government’s
Approach’ published in 2000. This report formed the basis for a series of documents on
how the UK, and its regions, can improve economic productivity: many of these are
referred to in this report. The Drivers of Productivity have increasingly driven the agenda
for economic intervention within the UK context. The five drivers are:
Investment;
skills and human capital;
innovation;
competition; and
enterprise
Collectively, they provide a framework within which interventions can be made to improve
economic performance and, critically, productivity in the UK.
UK Sustainable Development Strategy and the Stern Report

A new Sustainable Development Strategy for the UK was introduced in March 2005. This
built upon the previous 1999 strategy, putting a more explicit focus on environmental
limits. One of its four priority areas for immediate action was promoting sustainable
consumption and production, through lowering the environmental impacts of new
products and services across their life cycle, while at the same time boosting
competitiveness.
Further, one of the most transformational shifts in the national policy context was the
publication of the Stern Review on the Economics of Climate Change in October 2006.
This highlighted the urgency of addressing the global threat of climate change, estimating
that the cost of inaction would be equivalent to losing at least 5% of global GDP each
year, now and forever. Identified elements of policy for an effective global response
included removing the barriers to energy efficiency, and informing, educating and
persuading individuals about how they can do to respond to climate change. Crucially,
this report managed to reconcile, at least in many people’s minds, action on climate
change with economic welfare arguments.
Business Resource Efficiency

Business Resource Efficiency is used as a term denoting a set of thematic actions, it was,
nevertheless, the name given to funding stream called the “Business Resource Efficiency
and Waste” (BREW) programme. Commencing in April 2005, this programme used
receipts generated from the ‘landfill tax escalator’ to fund incentives for businesses to
assist sustainable consumption and production. Nationally, BREW partners included: The
10

HM Treasury (2000), ‘Productivity in the UK: Evidence and the Governments Approach’. This specific paper
can be found here: http://www.hm-treasury.gov.uk/media/D/C/ACF1FBA.pdf , the productivity in the UK series of
papers can be found here: http://www.hmtreasury.
gov.uk/documents/enterprise_and_productivity/the_evidence/ent_prod_index.cfm.
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National Industrial Symbiosis Programme (NISP), Defra’s Market Transformation
Programme, Envirowise, Regional Development Agencies, The Waste and Resource
Action Programme (WRAP), The Carbon Trust and The Environment Agency.

The BREW NW Programme was managed by a steering group of BREW Partners. These
partners included NWDA, ENWORKS, Envirolink, NISP, WRAP, Carbon Trust,
Envirowise, Environment Agency and Government Office Northwest (GONW).
In April 2008 the Environmental Transformation Fund (ETF) came into effect with the UK
element of the Fund totalling some £400 million during the period 2008/09 to 2010/11 for
resource efficiency.
Technology Strategy Board’s Resource Efficiency Strategy
11

The UK government’s Technology Strategy Board has also recognised business
resource efficiency as a strategic concern having adopted a strategic framework for action.
This strategy document sets out the Technology Strategy Board’s approach to helping UK
companies across a range of industry sectors to develop innovative solutions that add
value, by embedding more reliability in the supply of material resources while reducing
environmental impact. These solutions will be well-placed to generate competitive
advantage and so wealth creation in the future. In the longer term, substantial
improvements in resource efficiency will require a transition to (more) closed-loop models
of consumption, taking full account of the resource lifecycle.
Sub National Review – SIRS

The Regional Strategy (RS2010) will become the statutory document setting out the
‘blueprint’ for sustainable economic growth, development and the use of land within
England's Northwest, which contributes to sustainable development. It will be a new and
clear strategic planning and investment framework for the region. It is being led by 4NW –
the Regional Leaders Board and the Northwest Regional Development Agency (NWDA)
on behalf of a wide group of stakeholders in the Northwest. Ultimately the final version of
the Regional Strategy will be issued by the Government. RS2010 will set out an evidencebased 20 year policy framework and an Implementation Framework to help ensure all
decisions and investment are helping the Northwest move in the same direction. RS2010
will address the Government’s identified three key priorities for regional strategies:
economic development in the context of regeneration; housing provision; and a shift to a
low carbon economy / tackling climate change. The SIRS emphasis on climate change/
low carbon supports the actions of programmes aimed at business resource efficiency.
Note: In a recent letter from The Rt Hon Eric Pickles (Secretary of State for Communities
th
and Local Government) to all Chief Planners on 27 May 2010 he highlighted the
Communities and Local Government commitment in the coalition agreements where CLG
clearly set out their intention to rapidly abolish Regional Strategies and return decision
making powers on housing and planning to local councils. It is anticipated that more
announcements will be made shortly on this matter.
Business Support

The Regional Development Agencies (RDAs) manage the Business Link service, which is
England’s primary access route for business advice and support. The Department for
Business Innovation & Skills (BIS) is leading the Business Support Simplification
Programme (BSSP) and aims to reduce the number of publicly funded business support
programmes from around 3,000 to only 100 by 2010. By April 2010, there will be no
publicly funded support to businesses offered outside of the scope of the BSSP and all
support will be distributed under the Solutions for Business (SfB) branding. These
11

Technology Strategy Board (2009) “Resource Efficiency Strategy 2009-2012” TSB
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changes also reflect the recent reduction in Defra’s budget (which is a reduction of £500
million for 08/09). With the introduction of the BSSP, the RDAs have the responsibility to
ensure all business support services are easy to access. Businesses are directed to
Business Link to understand funding opportunities available for their specific needs.
RDAs support internationally competitive sectors through uniting organisations in related
industries to promote higher value activity, productivity and opportunities for growth.
Support is also channelled to the manufacturing industry through the Manufacturing
Advisory Service (a national initiative delivered regionally), which delivers specialist
advice to businesses.
The focus on strategically important value adding activities provides a unifying focus for
business support providers across the region with implications for the mode of delivery
(e.g. supply chain) as well as focus.
2.5.4

The North West Context

North West Regional Economic Strategy

The Innovation Programme sits within a wider context provided by the North West
Regional Economic Strategy (RES). The RES identifies the tacking waste management
and resource efficiency as one of the key challenges for the North West region.
A key action in the current RES is to ‘Improve Business Resource Efficiency and Waste
Minimisation’ (Action 23) through support to business. The RES also identifies a need to
– ‘Develop and implement a Regional Climate Change Action Plan’ (Action 24). This
Action Plan was introduced in November 2006 and aims to help realise the vision of a
‘low-carbon region that has adapted well to the impacts of climate change by 2020’.
Importantly, ENWORKS is identified as the lead body for Action 23 to realise a ‘step
change’ in the effectiveness of regional and national business support organisations to
deliver clear, co-ordinated advice and support to business on resource and energy
efficiency. This clearly places ENWORKS, and the Innovation Programme (and successor
interventions) at the heart of regional policy. The European Regional Development Fund
(ERDF) 2007-2013 supports RES Actions 23 and 24. The North West Operational
Programme (NWOP) has developed a series of Investment Frameworks to guide the
funding. Most significantly, the NWOP includes ‘Action Area 1-3’ that support
interventions aimed at reducing the carbon and environmental impact of all SMEs,
including preparing them for future environmental legislation and policies and improving
their resource efficiency and waste treatment. ENWORKS was identified as deliverers of
this action.
More widely, the policy agenda in the region is strongly focused on addressing the £17.8
billion Gross Value Added (GVA) gap in the North West to England . Some £14.3 billion
of this gap is accounted for by the lower productivity of those in work in the region and
addressing this deficit is the clear strategic focus for the region.
12

Sustainable Consumption and Production Action Plan for the North West13

Within the broader RES, the Sustainable Consumption and Production Action Plan
provides a framework for sustainable consumption and production in the region. It was
produced by the NWDA, in partnership with 4NW, Government Office North West, and
the Environment Agency, and developed through consultation with a wide range of
delivery partners, cluster organisations and universities. The Action Plan has appraised
strategic risks impacting on the North West’s economic performance including access to
key resources such as food, energy and water. The Action Plan prioritising food and drink
(from farm to plate), chemicals (from innovation to use), construction and buildings (from
12

13

Baseline Update Report 2007: Progress One Year On, www.nwda.co.uk/pdf/RESBaselineUpdate2007.pdf
NWDA (nk) “Making it Happen The Sustainable Consumption and Production Action Plan for England’s Northwest 2010-2012”
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design to building use) and water (use and recycling) supply chains, will have a significant
impact on resource use and ensure the sustainability of key Northwest economic sectors.
Northwest Manufacturing Strategy and Action Plan (MSAP)

Manufacturing is a very important sector within the North West economy and whilst it is
the subject of dedicated policies, there are significant overlaps with the business resource
efficiency agenda. Using traditional statistical measures of its importance, the sector
employs around 400,000 people (representing 12.0% of the total workforce) and
produces 18.4% of the regions total GVA output. Productivity (GVA per worker) is
£48,500 in manufacturing, compared to an average GVA per worker figure in the region of
14
below £32,000 (Regional Economic Forecasting Panel – 2008 ). It is therefore an
important sector in the North West for delivery of the RES outcome targets. Indeed,
manufacturing in the North West is the one sector where productivity in the region is
higher than the same sector in the UK; supporting manufacturing provides a key means
for the region to close the regions GVA gap. Although manufacturing has a greater
representation within the North West economy compared to the national economy, the
highly productive nature of manufacturing, and the location within the region of a number
of key clusters/sectors, means that this manufacturing base is a real strength. Further,
the region has shifted to recognising manufacturing in its modern sense, as “the full cycle
of activities, from research, design, development, production, logistics, after sales service,
maintenance/repair, to end of life management”; in this way, the Agency recognises the
value that manufacturing production has within wider value chains.

14

NWDA Web site http://www.nwriu.co.uk/aboutus/2626.aspx
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Innovation Programme and Projects
3.1

Innovation Programme in Context

The Innovation Programme sits within the wider portfolio of business resource efficiency
supported by ENWORKS.
ENWORKS has received project funding from the NWDA since 2001 to deliver
environmental advice and support to businesses across the region to help increase their
competitiveness through improvements in the management of environmental risks and
performance. The support has been delivered through a number of discretely managed
projects, whilst providing a continuous timeline of support to businesses in the region.
The ENWORKS Environmental Business Support (EBS) programme commenced in
October 2007 and was designed to:
improve the market penetration, quality, consistency and impact of resource
efficiency and waste minimisation support to business in the region;
increase awareness and understanding of the business benefits of improved resource
efficiency; and,
by working hand-in-hand with businesses, to help maximise the potential for improved
productivity, cost savings, raw materials savings, pollution reduction and increased
sales.
The delivery model is shown below:
Figure (3.1) ENWORKS Delivery Model

A core aim of the ENWORKS EBS Programme was to develop new ways to support
businesses and to develop new forms of support.
The ENWORKS Innovation Programme was designed to support both strands of this
aim, enabling ENWORKS to investigate and understand the most effective forms of
achieving real resource efficiency improvements in business.
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Essentially the Innovation Programme is a means of containing risk in relation to novel
delivery approaches without mainstreaming new delivery models too early before they
have been tested. It should be noted that the delivery models are novel and innovative in
the context of ENWORKS business resource efficiency support, rather than in the wider
business resource efficiency support context.
For clarity, the ‘Innovation Programme’ consisted of several ‘Innovation Projects’ that sit
within the overall ENWORKS EBS programme, that were delivered in parallel with the
business support delivered through the core EBS programme.
3.2

Innovation Programme Level Objectives

As stated in the previous section, a core aim of the ENWORKS EBS Programme was to
develop new ways to support businesses and to develop new forms of support, which
provides a context for the thinking that led to the creation of the Innovation Programme.
This statement locates the Innovation Programme as an innovation action initiated by
ENWORKS. Whilst there are no explicit references to the drivers identified in Section 2 of
this report, ENWORKS project staff were clear in communicating some of the issues
identified in the review. The strategic focus of the NWDA and the RES were cited
particularly in relation to future funding priorities.
Whilst not explicitly stated, the Innovation Programme can be viewed as a means of
managing future risk associated with some of the changes balanced against the need to
maintain quality delivery to its clients.
From an evaluation perspective, the dilemma with innovatory actions is that an over
specification of objectives or method effectively frustrates the ethos sitting behind an
innovatory action yet this is a considerable aid to evaluation. The Expression of Interest
issued by ENWORKS stated that:
“ENWORKS is looking for expressions of interest from organisations that can provide a
discrete project which will achieve auditable financial and resource savings over its
lifetime (2008 – March 2010). As such awareness raising and research and development
projects are unlikely to be eligible for funding.”
This is a relative open set of criteria for potential project designers to work around without
being particularly prescriptive.
The appraisal criteria were again relatively open and generic in style:
Overall value for money
Technical and operational track record in providing resource efficiency services to
companies
Previous work and experience in the this area
The strategic fit of the project against existing provision.
Familiarity with the publicly funded environmental business support landscape (e.g.
Carbon Trust, Envirowise, Envirolink, NISP, WRAP etc)
The role played by this programme in setting future business priorities for ENWORKS is,
therefore, a fundamental issue to the evaluation process. The evaluation report will itself
be an input into this process.
A key issue for the programme level is the method by which ENWORKS “understand the
most effective forms of achieving real resource efficiency improvements in business”
arising from the results achieved by individual projects.
We are aware that a number of bids were considered unsuitable for funding during the
procurement of these projects. Rejection at procurement can be caused by a number of
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factors not least general capacity and financial sustainability. However, rejection on
grounds of method, value for money and other operation characteristics can help inform
what ENWORKS sought to achieve from the programme as a whole. Any anticipation of
funding constraints going forward may, for example, point to a need for reducing the unit
costs of services delivered.
It is, therefore, an implicit assumption that “success” is judged by comparison within the
set of seven projects supported by ENWORKS under the programme. The use of intra
group comparison is an important issue for the rest of the evaluation (scope does
however exist to make some limited comparisons with the interventions funded through
the ENWORKS standard model). This highlights the need for relative ranking and scoring
in the later stages of the review.
A key issue is the degree to which business support interventions aimed at achieving
resource efficiency are substantively different from other forms of business support
initiative aimed at, for example, lean manufacturing, innovation or high growth business.
Comparisons with a “family” of similar initiatives can help explore efficiencies in the
process. Given the synergies between resource efficiency and other forms of business
support intervention it would seem reasonable to assume that there are comparators
available.
3.3

Project Level Scoping

The activities of the constituent projects within the Innovation Programme include at its
core on-site support to businesses by local delivery partners. Actual activity on the ground
has therefore varied from project to project, responding to the specific objectives. Project
delivery organisations have also adapted their approach to individual businesses assisted
with the project parameters. Essentially, however, there are three main activities in the
supported projects under the Innovation Programme:
Recruiting and engaging with businesses through, for example, holding seminar
events on issues regarding resource efficiency either individually or through supply
chain groupings.
Identification of savings through on-site support to businesses by undertaking
diagnostic reviews, providing onsite mentoring and training, producing detailed
resource management action plans and a scoping audit report identifying efficiency
savings.
Ongoing support to businesses including the provision of newsletters, follow-up
15
resource efficiency support and use of the ENWORKS Efficiency Toolkit used to
track and progress resource efficiency savings.
The process of translating support and advice provided to businesses to cost savings and
resource efficiencies is the key element of Innovation Project activity and potential impact.
Therefore, it is important to understand the nature of changes/activities implemented
following advice.
There were however some important variances between Innovation Projects on how to
capture and record changes made as a result of participation. This ranges from the less
proven effects of changed behaviour to substantive changes in the business arising from
new investment in processes and other efficiencies (where there is a clear financial and
materials audit trail proving expenditure).
3.4

The original rationale for Intervention

As stated in the Green Book, ‘Before any possible action by government [or its agencies]
is contemplated, it is important to identify a clear need which it is in the national interest
15

ENWORKS Efficiency Toolkit https://www.efficiencytoolkit.net/default.aspx
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for government [or its agencies] to address.'16 This should constitute a sound evidence
base and identify specific failures, either economic or distributional that justify public
sector intervention.
Due to the nature of the Innovation Programme, the definition of need has to be
considered at a number of levels. The classic evaluation approach would be to examine
the rationale for intervention in terms of market failure. Many of the market failure
arguments that justify ENWORKS activities as a whole apply in relation to the innovation
programme although these may not have been made explicit at the time.
In an ideal market orientated world, market forces would create the perfect supply and
demand equilibrium of goods and services. However, in reality there are many scenarios
where market forces, when left to themselves, do not achieve this – Business Resource
Efficiency represents one of those areas. It may be that market failures exist that restrict
or prevent the optimal operation of the market. Alternatively, there are also occasions
where the market will fail to provide a socially and environmentally desirable quantity and
quality of a good or service which, then often results in an unequal distribution of benefits
or exclusion to society as a whole.
There are strong rationales for claiming that there is an inability to obtain or correctly
interpret all the relevant information available within the ‘market’ (often, public society)
concerning business resource efficiency preventing firms from making the optimal
decision on making an investment. An example might be the association between
financial benefit and material resource efficiency. Such failures are known as information
failures or information asymmetries.
Another form of market failure is the presence of an externality in the market, in this case,
the release of green house gas emissions. An inefficient resource user will be responsible
for releasing carbon dioxide into the atmosphere imposing costs on the rest of society
especially where the company concerned is acting outside any of the emissions trading
systems.
Market failures also exist where nobody feels the responsibility to pay for a service from
which all collectively benefit. These ‘Public Goods’ failures apply to the emissions issue
but also from the release of waste materials in the general environment where the full
cost is not absorbed by the polluter.
The Innovation Programme is however a wider response to manage a changing strategic
policy environment (detailed in Section 2) by evaluating future delivery risks in relation to
improving the way ENWORKS aligns with its funder’s expectations. Effectively, a risk
investment is being made to determine what methods of delivery should be adopted in the
future.
3.5

The Seven Innovation Projects

In total there were seven Innovation Projects.

Table(3.1) Innovation Projects

EN1

16

Project

Delivery Organisation

Strategic Single Firm Resource Efficiency

ARL

HM Treasury “The Green Book – Appraisal and Evaluation in Central Government” (2003)
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EN2

North West Automotive Resource Efficiency
Project

Environ

EN3

North West Eco-Design Project

Enviros

EN4

Lancashire Renewable Energy Project

Newground CIC

EN5

SME Lean Resource Efficiency Project

Manufacturing Institute

EN6

Carbon Management Supply Chain Project

Quantum

EN7

North West Food and Drink Supply Chain
Resource Efficiency Project

AEA

The scope of each Innovation Project varied in terms of their methodology for supporting
business achieve resource efficiency improvements.
3.6

Project Stated Objectives

This section of the report is based on the original objectives of each project as set out in
their original responses to the tender.
Table (3.2) Project Objectives
Innovation
Project

Objectives
This project focused on five main objectives:
Cost Savings which relate to energy reduction.
The project aims to initially scope potential savings of 24,000
tonnes of CO by September 2009 and by the completion of the
project in January 2010, it is anticipated that 10,000 tonnes of CO
will have been converted to actual savings

EN1

Material Savings which will be discussed with Strategic Single Firm
Water savings with a target to scope 1,500,000 tonnes of
opportunities by September 2009 and 600,000 tonnes will be
converted to actual water savings.
To identify 1,000 tonnes of saving opportunities for waste currently
disposed of to landfill, and by completion of the project in January
2010, it is anticipated that a total of 800 tonnes will have been
converted to actual waste savings.
This project focused on ensuring businesses:
Did not overstock parts and materials;
That parts and materials were sourced locally wherever possible;

EN2

Ensured manufacturing equipment was well maintained and
serviced to ensure optimum efficiency and reduce energy use; and
To get the culture of resource efficiency embedded in businesses
and to ensure this continues following the completion of the
project.
The aim of this project was to:

EN3

Recruit around 20 potential companies (at least 15 SMEs and up
to 5 larger companies) to the project by mid December 2008;
Run the first recruitment / training workshop for 15 to 20
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Innovation
Project

Objectives
companies before mid January 2009;
Run the second workshop by the end of January 2009 for the
selected 12 companies;
Work intensively with the 12 companies on a one-to-one basis to
take product/packaging NW Eco-design projects from the initial
concept stage to fruition (detailed investigation/engineering
design/specification stage). 60% of the work (including recruitment
and the workshops) will take place prior to the end of March 2009,
with the remainder up to January 2010.
Identify clear costs, financial savings and environmental benefits
(as per the Outputs and outcomes section in the attached
spreadsheet) for the reporting periods up to January 2010.
Run the final workshop and deliver the draft final report in
December 2009.
Deliver the final report, including short case studies, by January
2010.
The aim of this project was to:
Develop a consortium of renewable energy and micro-generation
suppliers in Lancashire.

EN4

Increase the sales and profits of Lancashire based renewable
energy, micro-generation and energy efficiency companies.
Increase the uptake of renewable energy, micro-generation and
energy efficiency in Lancashire, thereby reducing the region’s
carbon emissions.
Provide a source of independent renewable technologies advice
and signpost to local suppliers/installers.
The aspiration for this project were to link LEAN to the wider remit of
resource efficiency was centered on working with companies to ensure:
they could develop existing or new products through more efficient
processes that ensured less materials were required,

EN5

promote different manufacturing processes to improve efficiency
and reduce energy use (e.g. by using a different process there
was greater quality assurance and/ or the waste produced was
minimised),
reducing the range of products produced by companies to ensure
resources were more focused on producing a smaller number of
products at a higher quality,
utilizing a different manufacturing process to minimise waste and/
or ensure the waste produced had some sort of value e.g. was
recyclable or could be used for energy production.
The aim of this project was to:

EN6

Engage a minimum of two large companies and selected
businesses that form part of their supply chain by January 2009,
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Innovation
Project

Objectives
producing a client base for the project of 16 companies.
Carry out carbon footprint assessments and resource efficiency
audits on each of the beneficiaries with associated reports by April
2009.
Identify savings of £1.25million and the earlier reported resource
savings by June 2009.
Work with the beneficiary companies to achieve more than 40% of
the savings by January 2010.
The original aim of this project at the outset of the Innovation project was
to:
Improve the resource efficiency of the supplier base of the Food &
Drink sector in the North West. Working with key stakeholder
companies from the sector, the project aims to work with between
50 and 60 of their suppliers.
Commencing with project initiation in December 2008, the
recruitment will run until early March 2009. Between March 2009
and November 2009, participating companies will benefit from the
ability to attend up to eight workshops covering resource
efficiency, water minimisation, energy management, green
procurement, reduced packaging costs, cleaner design, transport
and travel plans, and environmental management systems.

EN7

It is also intended to provide up to 22 on-site visits, and these will
be available to any participating company that requires one (in
practice only one in three companies generally opt for this). It is
intended that this level of support will achieve 12 implemented
savings in the region of £1.5M, and associated water, material and
CO2 savings, and diversion of waste from landfill.
In financial terms, this represents a return of 15-1 on the cost of
the project, and is in line with supply chain work that AEA have
undertaken previously for the Envirowise programme.
It should be noted that the scope for this project changed in July 2009. The
new scope is outlined below.
Joint launch event on 7th July and works only with those
companies attending and subsequently signing-up for the
workshops.
Each company will receive a free site visit as a condition of
partaking in the project.
one set of workshops, and with only one launch
Reduced outputs and outcomes will also be lower than originally
anticipated.

3.7

Procurement – Service Level Agreements

The project funding and management is structured through ‘Service Level Agreements’
between ENWORKS and the individual Innovation Projects, ensuring that delivery on the
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ground is delivered to a sufficient standard and targets are met. Following guidance from
ENWORKS, each Innovation Project submitted a business plan. This includes information
on:
the services and support that will be offered to businesses to help them to improve
their resource efficiency;
how the quality of programme management, monitoring and reporting will be assured
including evidence to support the outputs claimed and demonstrating the causal link
between funding and outputs;
details of the staff to be used to deliver the Innovation Project including direct delivery
and support staff.
The business plan was then reviewed by ENWORKS and forms the basis of the ‘Service
Level Agreement’ incorporating an official legal contract, any special conditions relevant
to the sub-region and a detailed Monitoring and Evaluation Plan that includes the agreed
outputs and expenditure for the Innovation Project.
This model ensures that ENWORKS transfers the obligation for meeting targets from
funders (including NWDA) to the Innovation Projects based on agreed legal contracts and
that deliverers across the region are working to the same requirements and metrics.
Importantly, the Projects agree to ensure that all expenditure, income, outputs and
outcomes are supported by adequate auditable evidence and that these records may be
subject to independent financial audit and review by ENWORKS and individual funding
bodies.
The legally binding agreements provide an important lever through which delivery targets
set by funders such as NWDA can be monitored and effective delivery promoted.
Consultations with delivery partners, NWDA and ENWORKS, and the wider evidence
suggest that this model has worked well.
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Project Inventory
In this section, a basic overview has been provided of each Innovation Project in terms of
the following:
“Contractor”

This records the name of the organisation contracted to
deliver the innovation project.

“Project Description”

A short description detailing the activities to be supported
at proposal stage.

“Delivery Mechanism”

This descriptor is meant to show the underlying
mechanics of the delivery model used in the Innovation
Project.
The choices are “single enterprise” representing cases
where there is only one business; “1-2-1” representing
cases where the contractor provides on site advice on a
case by case basis; “1-2-Many” representing cases where
substantive advice/ support is being provided by the
contractor to more than one business at the same time
(e.g. workshops other than those established for
recruitment).

“Funding”

Details the funding composition of the Innovation Project
particularly the mix between North West Development
Agency funding and European Regional Development
Fund Co-finance (a term applied to representing ERDF
grant monies and dedicated match funding from the
Member State). This section shows the “budget” and
“actual” together with a % of budget.

“Inputs”

Inputs are defined in terms of the expenditure headings
used in the Final Claim Forms which are “staff”, “travel &
subsistence” and “marketing & PR”. This section shows
budget against actual with a % of budget achieved.

“Outputs”

Outputs are shown in terms of the output indicators
selected by contractors at project inception including
those where a zero performance has been achieved. The
source information is the Final Claim Forms.

“Financial Outcomes”

Financial outcomes are recorded in terms of the number
of opportunities identified and the value of savings
identified and those achieved using data from the
Efficiency Toolkit.

“Resource Savings”

Resource savings are expressed in terms of four
standard variables – Energy; Raw Materials; Labour and
Water. The information is shown in terms of “identified
savings” (an expression that includes all savings) and
“achieved”.
The figure representing “energy” includes the conversion
of energy liquid fuels in kWh using Carbon Trust
conversion factors.
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4.1

Strategic Single Firm Resource Efficiency (EN1)

ARL Consulting Ltd
Description
This Innovation Project focused on providing support to a single enterprise, ‘Strategic Single
Firm’, to improve the resource efficiency of a particular resource-intensive operating area
through conducting a detailed audit, identifying opportunities for energy, water and material
savings and providing ongoing support for the implementation of improved practices. In-depth
support to one of the region’s largest employers had not previously been undertaken in any
appreciable scale through the ENWORKS standard model before.
Delivery Mechanism
Single Enterprise
FUNDING
Budget
Actual
NWDA
£99,985
£101,677
ERDF Co-Finance
0
0
Total
£99,985
£101,677
INPUTS
Budget
Actual
Staff
Travel & Subsistence
Marketing & PR
Total
OUTPUTS
Businesses assisted with Resource
Efficiency
Number of businesses with
Improved Performance
Adults Undertaking Work Based
Training
FINANCIAL OUTCOMES
Resource Efficiency Opportunities
£ Saved
RESOURCE SAVINGS
Energy (kWh)

£92,449
£7,536
0
£99,985
Target

£98,779
£2,898
0
£101,677
Actual

1

1

1

1

150
Identified

39
Achieved

39
£2,770,664
Identified

Raw Materials (Tonnes)
Labour (Hours)
Water (Cubic Metres)
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£52,560
Achieved

35,759,357
0
0
681,585

0
0
0
52,560

Ove Arup & Partners Ltd
Issue 7 May 2010

ENWORKS

Innovation Projects Evaluation

4.2

North West Automotive Resource Efficiency Project (EN2)

ENVIRON
Description
This project aimed to support suppliers to the Northwest automotive industry to improve their
resource efficiency. Working in conjunction with the Northwest Automotive Alliance, the project
aimed to engage with up to three supply chain leads and then deliver tailored support to around
fifteen companies in their supply chains (ten of which were to be SMEs). Channelling support
through a sector-specific supply chain was considered novel in relation to the standard
ENWORKS model and was considered to offer an opportunity to identify critical success factors.
Delivery Mechanism
On Site “1-2-1”/ workshop
FUNDING
Budget
Actual
NWDA
£41,303
£40,513
ERDF Co-Finance
£65,025
£59,438
Total
£106,327
£99,950
INPUTS
Budget
Actual
Staff
Travel & Subsistence
Marketing & PR
Total
OUTPUTS

£98,536
£7,792
0
£106,327
Target

£96,276
£3,674
0
£99,950
Actual

Jobs Created

2

0

Jobs Safeguarded

2

0

17

1

17

0

17

0

Businesses assisted with Resource
Efficiency
Number of businesses with
Improved Performance
Number of applications of Low
Carbon Technologies
Adults Undertaking Work Based
Training
FINANCIAL OUTCOMES
Resource Efficiency Opportunities
£ Saved
RESOURCE SAVINGS
Energy (kWh)
Raw Materials (Tonnes)
Labour (Hours)
Water (Cubic Metres)

34
Identified

33
Achieved

74
£630,479
Identified
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£52,668
Achieved

4,424,219
406
0
41,999

46,500
0
0
0
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4.3

North West Eco-Design Project (EN3)

Enviros
Description
This project was intended to support around 20 manufacturers to improve the resource efficiency
of an individual product through identifying, researching and helping to implement changes in
product design and packaging. The project was open to both SMEs and non-SMEs from any
sector and based in any part of the Northwest. This type of detailed, product-focused support
was considered novel in relation to the ENWORKS standard delivery model and is not offered by
other publicly-funded programmes (Envirowise’s DesignTrack service used to help businesses
identify eco-design opportunities but did not support them to implement improvements). This
project therefore explored the most effective means of delivering such specific support and the
type of benefits it is possible to achieve.
Delivery Mechanism
On Site one to one/ workshop
FUNDING
Budget
Actual
NWDA
20,185
20,186
ERDF Co-Finance
66,132
66,132
Total
86,318
86,318
INPUTS
Budget
Actual
Staff
Travel & Subsistence
Marketing & PR
Total
OUTPUTS

77,948
4,714
3,656
86,318
Target

80,760
1,903
3,654
86,318
Actual

Jobs Created

12

0

Jobs Safeguarded

36

0

2

0

20

17

12

0

3

0

36
£3,000,000
£6,000,000

5
£4,500,000
£0

Number of businesses involved in
Supply Chain Projects
Businesses assisted with Resource
Efficiency
Number of businesses with
Improved Performance
Number of applications of Low
Carbon Technologies
Adults Undertaking Work Based
Training
Sales Increased
Sales Safeguarded
FINANCIAL OUTCOMES
Resource Efficiency Opportunities
£ Saved
RESOURCE SAVINGS
Energy (kWh)
Raw Materials (Tonnes)
Labour (Hours)
Water (Cubic Metres)

Identified

Achieved
22
£1,141,715

Identified
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£92,376
Achieved

7,134
4,800
0

-79,790
6,626
0
0
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4.4

Lancashire Renewable Energy Project (EN4)

Newground CIC
Description
This project was delivered by Newground CIC (Groundwork Pennine Lancashire) working in
partnership with Lancashire County Developments Ltd. A consortium of Lancashire businesses
specialising in renewable energy technologies will be established, and a ‘consortium advocate’
post was to be created to promote the range of technologies on offer. This post was to support
businesses in Lancashire to identify and adopt the most appropriate micro-renewable technology
for their circumstances. This type of service was not currently available, with individual
manufacturers promoting only their own technologies. This project was intended to explore
whether an ‘advocate’ for multiple technologies would increase the uptake of renewable energy
solutions. Additionality was checked by consulting with Envirolink Northwest in the development
of this project to avoid duplication of services. This project received additional ERDF Cofinancing which extended the project until the end of March 2010.
Delivery Mechanism
On Site one to one/ workshop
FUNDING
Budget
Actual
NWDA
18,309
18,309
ERDF Co-Finance
51,604
51,604
Total
69,913
69,913
INPUTS
Budget
Actual
Staff
Travel & Subsistence
Marketing & PR
Total
OUTPUTS

56,224
1,939
11,750
69,913
Target

56,515
1,675
11,723
69,913
Actual

Jobs Created

3

0

Jobs Safeguarded

9

0

0

0

50

50

0

0

10
£80,000
£175,000

0
0
0

Number of businesses involved in
Supply Chain Projects
Businesses assisted with Resource
Efficiency
Number of businesses with
Improved Performance
Number of applications of Low
Carbon Technologies
Sales Increased
Sales Safeguarded
FINANCIAL OUTCOMES
Resource Efficiency Opportunities
£ Saved
RESOURCE SAVINGS
Energy (kWh)
Raw Materials (Tonnes)
Labour (Hours)
Water (Cubic Metres)

Identified

Achieved
135
£275,993

Identified
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£251
Achieved

4,210,267
50
0
0

10,000
0
0
0
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4.5

SME Lean Resource Efficiency Project (EN5)

TMI
Description
This project initially aimed to support eight manufacturing SMEs to improve their resource
efficiency by focusing on five key themes used extensively in traditional ‘lean’ techniques:
Movement, Inventory, Over Production, Over Processing and Defects. Each theme was to be
approached through an audit to identify savings followed by support to implement changes. A
key target of this project was to understand the extent to which traditional ‘lean’ techniques are
equipped to identify and quantify resource efficiency opportunities and therefore whether ‘lean’
can be expanded to include environmental metrics as standard in future. This project received
additional ERDF Co-financing which extended the project until the end of March 2010.
Delivery Mechanism
On Site one to one/ workshop
FUNDING
Budget
Actual
NWDA
0
0
ERDF Co-Finance
100,423
100,402
Total
100,423
100,402
INPUTS
Budget
Actual
Staff
Travel & Subsistence
Marketing & PR
Total
OUTPUTS

90,951
1,541
7,932
100,423
Target

Jobs Safeguarded
Businesses assisted with Resource
Efficiency
Number of businesses with
Improved Performance
Adults Undertaking Work Based
Training
Sales Increased
FINANCIAL OUTCOMES
Resource Efficiency Opportunities
£ Saved
RESOURCE SAVINGS
Energy (kWh)
Raw Materials (Tonnes)
Labour (Hours)
Water (Cubic Metres)

90,191
1,649
8,562
100,402
Actual

30

30

14

15

8

8

60
£300,000

62
£2,980,000

Identified

Achieved
32
£1,240,760

Identified
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£295,612
Achieved

270,393
5
14,266
0

13,981
5
3,000
0

Ove Arup & Partners Ltd
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4.6

Carbon Management Supply Chain Project (EN6)

Quantum
Description
This project aimed to work with two or three supply chain leaders based in Cheshire &
Warrington and around 20 companies from their supply chains, also (ideally) based in the same
sub-region. The lead companies may be from the private or public sector but if the latter is the
case then only their suppliers will be eligible for assistance. The support was to be delivered in
partnership by Quantum and Groundwork Cheshire and would focus on improving the efficiency
of material, water and energy use but will ‘translate’ all savings into carbon equivalents. The
project was to explore recent research into CO conversion factors for non-energy aspects such
as materials and water (i.e. where there is not yet a Defra-approved figure) and highlights the
issues and benefits of a ‘standardised reporting’ approach to resource efficiency in business.
During the course of delivering this project, problems were encountered in recruiting sufficient
companies. As a result of a mid term review, the scope of the project was extended to include a
broader range of sectors. This project received additional ERDF Co-financing which extended
the project until the end of March 2010.
Delivery Mechanism
On Site one to one/ workshop
FUNDING
Budget
Actual
NWDA
59,376
59,374
ERDF Co-Finance
50,251
50,246
Total
109,627
109,620
INPUTS
Budget
Actual
Staff
107,027
107,678
Travel & Subsistence
2,600
1,942
Marketing & PR
0
0
Total
109,627
109,620
OUTPUTS
Target
Actual
Jobs Created
4
0
Jobs Safeguarded
100
0
Number of businesses involved in
9
0
Supply Chain Projects
Businesses assisted with Resource
25
12
Efficiency
Number of businesses with
21
5
Improved Performance
Number of applications of Low
13
4
Carbon Technologies
Adults Undertaking Work Based
25
19
Training
Sales Increased
£800,000
0
Sales Safeguarded
£2,000,000
0
FINANCIAL OUTCOMES
Identified
Achieved
Resource Efficiency Opportunities
66
9
£ Saved
£835,885
£27,241
RESOURCE SAVINGS
Identified
Achieved
17
Energy (kWh)
9,847,752
5,906
Raw Materials (Tonnes)
1
0
Labour (Hours)
0
0
Water (Cubic Metres)
4,546
0

17
Carbon Trust Conversion Factors
Fuel oil
LPG
Gas/ diesel oil
Burning oil
Petrol

kWh/tonne

kWh/litre
12,111
13,750
12.639
12.833
13,083

11.84
6.98
10.96
10.31
9.61

http://www.carbontrust.co.uk/cut-carbon-reduce-costs/calculate/carbon-footprinting/pages/conversionfactors.aspx#Energy%20units%20into%20kWh
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4.7

North West Food and Drink Supply Chain Resource Efficiency
Project (EN7)

AEA
Description
This project targeted businesses in the food and drink supply chains of the region. The project
was based on the identification of a small number of supply chain lead businesses around which
a series of workshops would be run on the individual elements of resource efficiency for
suppliers. A small number of suppliers would receive an onsite audit to identify opportunities
although the majority of opportunities were to be managed through attendees of the workshop
programme. Problems were encountered in recruiting companies to participate in the delivery
model originally intended for this Innovation Project. As a result, a mid term review of the project
led to the abandonment of the one to many delivery model in favour of a one to one delivery
mechanism.
Delivery Mechanism
One to many (revised)
FUNDING
Budget
Actual
NWDA
7,637
7,637
ERDF Co-Finance
68,669
68,666
Total
76,307
76,304
INPUTS
Budget
Actual
Staff
Travel & Subsistence
Marketing & PR
Total
OUTPUTS

73,417
1,589
1,300
76,307
Target

Jobs Safeguarded
Businesses assisted with Resource
Efficiency
Adults Undertaking Work Based
Training
Sales Safeguarded
FINANCIAL OUTCOMES
Resource Efficiency Opportunities
£ Saved
RESOURCE SAVINGS
Energy (kWh)
Raw Materials (Tonnes)
Labour (Hours)
Water (Cubic Metres)

73,417
2,200
688
76,304
Actual

16

0

16

5

20
£300,000

5
0

Identified

Achieved
50
133,109

Identified
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0
Achieved

176,287
0
66,177

0
0
0
0
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Thematic Issues Arising from the Selection of
Innovation Projects
5.1

Introduction

Section 3 established the relatively open procurement process used by ENWORKS to
select projects under the Innovation Programme. The programme is likely to help
ENWORKS shape its service delivery strategy over the longer term.
Whilst the procurement process was open, the projects that were eventually selected do
effectively re draw the task for ENWORKS in understanding future options. The delivery
characteristics of the projects mean that these are effectively been tested for the future.
Project designers have brought forward their interpretations of how best to respond to the
new strategic business environment in the light of their experiences of business resource
efficiency interventions. The ENWORKS Programme will deliver resource efficiency within
this broader framework. The Innovation Programme has supported a number of projects
that aim to test different options for the future delivery of resource efficiency work.
5.2

Strategic Fit

The evaluation considers the effectiveness of the different innovation projects in relation
to achieving the wider regional strategic fit. The evaluation must, therefore, manage the
trade off between aligning ENWORKS support for businesses in relation to top down
strategic direction.
A cluster/ sector approach is mainly concerned with achieving better value added for the
region than can be achieved through a generic business support initiative aligned to the
new ethos. Clusters or sectors are typically defined in relation to specific groupings of
Standard Industrial Classification (SIC) definitions of productive activity in the economy.
The intensity of resource consumption in each grouping will vary both across groupings
and within groupings (especially for clusters).
In the North West, the following sector/ clusters are considered priorities:
Advanced flexible materials
Aerospace
Automotive
Digital & Creative
Biomedical
Chemicals
Energy and Environmental Technologies
Food & Drink
Financial and Professional
Manufacturing
An example of the complexity that exists beneath these headings is illustrated in a
graphical depiction of the automotive cluster:
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Figure (5.1) Depiction of the North West Automotive Cluster

Source: NWDA18

Figure (5.1) illustrates the variations in significance across a given industry cluster with
certain activities considered to be “strong” (possibly measured in terms of industry
concentration) and others considered “weak” or insignificant. This is a common
characteristic across traded goods and services which have encouraged international
specialisation based on a particular type of comparative advantage. Typically, the North
West has lost activities based on technologically stable and volume based production
leaving more specialist higher value activities and those activities which are either not
traded or where transport is not feasible (e.g. process based industries producing low
value, bulky commodity products/ materials).
Specialisation based on comparative advantage defined by labour productivity can result
in very different outcomes for resource consumption. Many resource intensive activities
have been exported to low labour cost regions of the world with their output becoming an
imported intermediary good.
Resource intensity (amount of physical resources per unit of output) varies across a
cluster/ sector by:
Individual activities within a sector/ cluster
The geography of a sector/ sub activities in relation to the North West region (e.g.
spatial concentrations
Individual firms within individual activities e.g. high growth versus life style companies
In terms of an integrated strategy, the potential to achieve resource efficiency outcomes
will also vary across the priority sectors. All economic activity requires energy and water
but to varying degrees.
Some evidence exists concerning the resource intensity that exists within priority sectors/
clusters.

18

Stratagem (2002) “North West Automotive Cluster Mapping” NWDA
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5.3

Strategic Alignment

Patterns of resource consumption vary at a broad sector down to individual businesses
within the North West. Resource efficiency interventions should, therefore, reflect these
different levels when considering priorities.
Overall resource efficiency targets (expressed in terms of quantities of material/ energy/
water) may be best met by working with a select number of firms within a limited number
of cluster/ sectors rather than attempting to work across all sector/ clusters. Reliance
upon achieving a significant share of resource efficiency savings from a small number of
firms may however create risks of non achievement due to factors beyond the control of
the resource efficiency service provider e.g. personnel change, delays in investment,
bureaucratic delay.
5.4

Innovation Programme and Strategic Alignment

The Innovation Programme has created an opportunity to test these alignment issues.
Alignment must also account for how resource efficiency works within a business support
context.
A number of business support models have already been developed to work within
sectors and these include:
19

Supply chain –The Council of Supply Chain Management Professionals (CSCMP)
defines Supply Chain Management as follows: “Supply Chain Management
encompasses the planning and management of all activities involved in sourcing and
procurement, conversion, and all logistics management activities. Importantly, it also
includes coordination and collaboration with channel partners, which can be
suppliers, intermediaries, third-party service providers, and customers”; and
20

Lean management – “Lean” comes from the ability to achieve more with less
resource, by the continuous elimination of waste.
The significance of these business support models is that they have gained acceptance
as a legitimate approach to the delivery of business support but not necessarily in a
resource efficiency context.
The supply chain has relevance to the identification of firms for targeting resource
efficiency actions and subsequent support which could be delivered individually or
collectively through workshops.
The lean management approach is an accepted means of tackling improved performance
mainly in manufacturing type enterprises. Sometimes known as “Quality, Cost, Delivery”,
it has been delivered individually or as part of supply chains (e.g. Rover Task Force
Modernisation Strand).
5.5

Issues for Evaluation

Figure (5.2) shows the relationship between the standard evaluation model described in
Section 1 and the Innovation Programme. Within the standard model many elements
within the model remain constant – the nature of the problem, rationale, funding mix and
output/ outcome measures all remain constant.
The Innovation Programme is essentially focused on the “activity” process within the
model. The underlying evaluation task is to establish how varying activity away from the
standard model changes the generation of outputs and outcomes (plus any evidence
related to impacts).

19
20

http://cscmp.org/
The Manufacturing Institute “What is Lean?” http://www.manufacturinginstitute.co.uk/text.asp?PageId=89
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Figure (5.2) Focus for Evaluation

The procurement process for this round of innovation projects has generated a range of
projects that should be able to test the relationship between different models of “activity”
and improved overall performance. These are identified in the brown wedge at the base
of the activity process in Figure (5.2) and are expressed as a series of questions.
Table (5.1) : Key Tests for the Innovation Programme
Test Issues

Description

Project Title – Matching

Sector Focus

Projects of this nature have tested
to delivery of resource efficiency
work across a priority sector
supply chain.

NW Food & Drink Supply
Chain Resource
Efficiency Project

Similar to above but involves
working with groups of companies
with an established commercial
relationship.

Carbon Supply Chain
Management

Supply Chain Focus

NW Automotive

NW Food & Drink Supply
Chain Resource
Efficiency Project
NW Automotive

Strategic Single
Firm

Focused support to a significant
enterprise responsible for
resource consumption in the North
West.

Strategic Single Firm
Limited Resource
Efficiency Project

Single Solution
Focus

Based on service push model
where a resource efficiency

Lancashire Renewables
Project
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Description

Project Title – Matching

solution is promoted generally or
to a specific activity

North West Eco-Design
Project

“Green Through
Lean” Alignment

Service integration approach
where resource efficiency is
aligned with lean business
management as a single service
package

SME Lean Resource
Efficiency Project

Delivery Model

Testing the impact of a “1-2-1”
based delivery model based on
individual advice to a business to
a “1-2-Many” model.

NW Food and Drink
Resource Efficiency
Project

Test Issues

The six issues identified in Table (5.1) vary from those associated with the performance of
a single Innovation Project to those that are related to a group of Innovation Projects
sharing similar characteristics.
The groupings identified in Table (5.2) describe strategic groupings which appear to have
significance in terms of understanding key lessons. Based on their characteristics, there
appear to be sufficient grounds to treat the two groupings as separate for the purposes of
analysis.
For this reason, the evaluation will make reference to performance in relation to these
groupings of projects. Specific reference will be made to any material differences between
supply chain based projects and those based on delivering services to single firms (either
through individual advice or workshops). These two groupings are:
Table (5.2) Groupings for Evaluation
Supply Chain

N.W. Food & Drink Supply Chain Resource Efficiency
Project (AEA)
N.W. Automotive Resource Efficiency Project (Environ)
Carbon Supply Chain Management Project (Quantum)

Non Supply Chain

Resource Efficiency within a Strategic Employment Site
(ARL)
Lancashire Renewable Energy Project (Newground CIC)
North West Eco-Design (Enviros)
Lean Manufacturing (Manufacturing Institute)

Other test issues identified in Table (5.2) are discussed on a project by project basis as
required during the rest of the evaluation because they are attributable to a single project
and are therefore reflected in the performance of that project.
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Management, Governance and Operational Analysis
6.1

Introduction

The purpose of this section of the report is to identify key issues and themes from the
results of the seven individual project interviews and interviews with the two contract
managers from ENWORKS. As mentioned previously we have split the projects into
supply chain projects and non supply chain projects. We have divided the projects in this
way to allow for similar styles of projects to be compared. The split of projects are defined
below:
Table (6.1) Split of projects
Non Supply Chain n

Strategic Single Firm Resource Efficiency
North West Eco-Design Project
Lancashire Renewable Energy Project
SME Lean Resource Efficiency Project

Supply Chain in

North West Automotive Resource Efficiency Project
Carbon Management Supply Chain Project
North West Food and Drink Supply Chain Resource Efficiency
Project

An interview was undertaken with each of the seven project managers. Arup developed a
standard questionnaire (a copy is included in Appendix C) which formed the base of the
interview. However, there was an element of flexibility built into the interviews to allow the
project managers to expand on any issues which they felt were important. In addition to
this Arup also undertook two separate interviews with each of the contract managers from
ENWORKS.
The findings of these interviews are summaries in the sections below. The sections
discuss project design, project implementation and project management.
6.2

Project Design

This section of the questionnaire looked at how each Innovation Project was designed,
the reasoning and thoughts behind the idea for the project and any evidence which was
available to support the need for the project.
6.2.1

Source of idea and need for project

The seven projects proposed for the Innovation Programme were developed from a range
of different ideas and past experience. These include:
Experience and knowledge of the benefits of Lean to businesses and aligning this to
resource efficiency
Knowledge of a concept idea and understanding of local issues associated with
resource efficiency
Links to Lancaster University and their concept idea for developing a renewable
energy network in the area
Past experience of working on projects which were similar including the Envirowise
Design Track visits
Understanding of key issues which face supply chains and how they could benefit
from resource efficiency
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It was clear through the interviews that a number of projects had been thinking about the
issues associated with resource efficiency in some detail but were unable to take the
ideas forward under extant programmes. In the instance of the Lancashire Renewable
Energy project, Groundwork Pennine Lancashire had knowledge of the concept idea of
the University of Lancaster wanting to develop a renewable energy network and also that
a number of small businesses wanted to work together to share knowledge and ideas of
renewable energy. Therefore the Innovation Project provided an opportunity for this
network to be developed and benefit these businesses.
Similarly on the Strategic Single Firm project a member of staff from ARL had undertaken
an Envirowise fast track visit. Through this visit he was able to identify a number of areas
where Strategic Single Firm had the potential make some resource efficiency savings.
This was also the case for the supply chain projects. For example from their experience in
the automotive sector Environ felt that automotive supply chain issues was an area where
resource efficiency could have a significant cost benefit to companies.
As mentioned above the basis of many of the projects was on personal knowledge and
experience. The evidence supporting the need for these projects therefore was primarily
based on first hand experience and knowledge. However the SME Lean resource
efficiency project and the Carbon Management supply chain project did undertake
additional background research establishing if there was a need for such a project.
6.2.2

Project Fit

In some instances the success of such projects can be due to having the core skills and
resources available to be able to undertake such a project. As part of the tendering
process ENWORKS undertook an assessment of the extent to which the Innovation
Project fitted with the core skills of the consultants. Table (6.2) below demonstrates the
results of the project interviews and presents whether the consultants undertaking the
projects considered that the project fitted with their core skills:
Table (6.2) Project Fit with Core Skills of Provider
Fit

Key Issues
Fitted well within core disciplines
of the consultants
Slight increase in usual scope of
work already being undertaken.

Only new issue was undertaking
sector specific work which is
limited to the North West and
SMEs.
There was a need to recruit
additional assistance for one
project.
Completing work under strict
security conditions.

The projects aligned well with the core disciplines of the individual project team members.
The main issues contractors faced were associated with working within the confines of
the region, and working under strict security conditions for one of the projects.
6.2.3

Aspects Considered Innovative by individual projects

Each of the seven Innovation Projects was considered innovative in the context of the
ENWORKS EBS programme under which the individual projects are funded. “Innovation”
in the design of these projects means new to either resource efficiency business support
and/ or ENWORKS as a delivery body. Many of the mechanisms are familiar concepts
within wider business support. In this context, the projects felt they were innovative in
terms of:
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Supply chain issues and the approach to develop capabilities within businesses so
they do not require support
Through encouraging the formation of a market for north west suppliers of solutions
to meet supply chain needs
The Innovation Projects also considered the following elements to be “innovative”,
although ENWORKS consider these to be existing factors within their core business
support:
Methods of identifying resource efficiency
Providing long term support to projects
Scale of the project.
Approaching a government funded project of this scale has never been completed
before
It should be noted that these are the views of the project managers from each of the
Innovation Projects.
6.2.4

Project Management

Project management was discussed at both an individual project level, and also the wider
Innovation Programme level. For the purpose of this section we have divided the
feedback into the feedback from the contractors and feedback from the central
management team from ENWORKS.
Project Level
The style of project management varied between the different projects. In some instances
there was a dedicated project manager who was responsible for co-ordinating the whole
project supported by a team of individuals who completed the monthly claim forms. In
other instances there was a dedicated project manager who also took responsibility for
completing the claim forms.
Feedback from the central management team at ENWORKS found that each of the
projects used a different style of managing the project. It was felt for example the N.W.
Eco-Design project managed the people and time in an efficient manner, and had a
dedicated person to complete the monthly claim form. In contrast to this, other projects
were slow in providing evidence back to ENWORKS and driving the project forward e.g.
N.W. Food & Drink.
Programme Level

There was unanimous praise for the ENWORKS central management team support which
was provided by Jane Ashley and Melanie Tapodi. The projects felt that the project
managers were approachable, always available and helpful. This was particularly felt
when a number of projects had to revise the final project targets.
One piece of feedback which was received from six of the Innovation Projects was that
the projects would have liked more interaction between each other. The Resource
Efficiency within a Strategic Employment Site felt that more interaction would not have
helped them. However, ARL did recognise that they may have been able to assist the
other Innovation Programme projects by sharing business contacts.
Recruitment

It was found that recruitment was a significant issue for a large number of the projects
both the supply chain projects and non-supply chain projects. Table (6.3) below identifies
the methods which were used to recruit businesses and the key issues which were faced.
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Feedback from the contractors also identified the differences projects had with
recruitment. It was easier for some projects, such as SME Lean Resource Efficiency
Project and Lancashire Renewable Energy Project, to recruit as they had pre-existing
relationships with businesses. However, in contrast other projects found it difficult to
recruit such as the Carbon Management Supply Chain Project and the North West Food
and Drink project. The ENWORKS central management team felt that the reason for the
problem with recruitment for the Carbon Management Supply Chain project could have
been the multi-level of recruitment, and lack of focus.
The Strategic Single Firm Limited Resource Efficiency Project also experienced
difficulties with locating the right people within the single enterprise to manage resource
efficiency issues reflecting problems associated with working within a large organisation
with a division of labour that is not immediately obvious to an outside observer. The
central management team from ENWORKS felt this could have been because ARL were
not allowed to liaise directly with the different departments of Strategic Single Firm and
always had to contact them through the Environment team. It was also felt that the
Innovation Project was not necessarily a priority of the Strategic Single Firm Environment
team.
Table (6.3) – Recruitment Methods Used
Non Supply Chain

Supply Chain

Method of recruitment

Method of recruitment

Existing contacts and networks
Internal intelligence to select
appropriate companies
Links to business support
agencies and Local Authorities

Use established networks within the
region. For example CWEA,
Groundwork, BiTC, North West
Automotive Alliance, Food North West
and Business Link.
Existing company database

Direct approach to companies.
Key Issues

Key Issues

Took time for companies to
respond to initial approach

Took time for companies to respond to
initial approach

Delays meant that projects on
some occasions needed to
undertake a second round of
recruitment

Delays meant that projects on some
occasions needed to undertake a
second round of recruitment
Too reliant on external parties to
deliver potential participants.
Opportunity cost impacts on the time
that could be spent on other elements
of the project.

6.3

Project Implementation

The implementation stage of the standard questionnaire focused on gaining an
understanding about how the project progressed. The standard questionnaire captured if
there were any identified or unidentified risks, if the recession had an impact, project
slippage and also if the beneficiaries understood what was expected from them.
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6.3.1

Risks, identified and unidentified

Identified risks

As part of the tender for this project ENWORKS included a section on risks. Many of the
projects used these identified risks and updated them on a monthly basis on the claim
form.
The risks identified included:
Time slippage
Not reaching achieved targets
Failure to identify possible improvements and savings and keep companies engaged
Recruitment
Not achieving stakeholder buy in
Lack of organisational capacity / stakeholder commitment / staffing
Supply chain companies do not have the assumed energy/resource cost profiles
Sector companies and/or SMEs in their supply chain are nation wide
Supply chain organisations do not want to join the forums
Cost overrun
From a review of the initial tender documents a number of the identified risks were similar
for each of the projects. These included not meeting the achieved outcome targets which
were identified; cost overrun, not achieving stakeholder buy in, and time slippage.
Issues

Through the duration of the Innovation Programme, many considered that they had
experienced unexpected incidents which had an impact on the delivery of the project.
These included:
Redundancies as a result of the recession
The recession
However some of the issues that were outlined as unexpected incidents by the projects
had been integrated into the project at the design stage as potential risks and relate
directly to the above list of ‘Identified Risks’:
Delays in feedback being received from companies
Lack of co-ordination and capacity at businesses engaged
Recruitment
Public transport issues, which led to the cancellation of a workshop
Not reaching achieved targets set by the projects at the design stage
6.3.2

Recession

During each of the Innovation Programme project interviews the consultant project
managers were asked if the economic climate over the last twelve months had influenced
decisions which had been made.
Results of the interviews demonstrated that the recession had a varying impact on the
Innovation Programme projects. In some instances the recession had a positive impact by
way of making businesses focus on ways to reduce waste, and save money. This was
particularly the case for the non supply chain projects such as the Lancashire Renewable
Energy project particularly.
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In contrast to this, the recession had a negative impact on some projects. During the first
quarter of 2009, many of the target sectors such as the automotive industry were facing
severe downturn and there were critical issues and even worries over survival. For the
supply chain projects the timing of recruitment (Dec 08 to Feb 09) could hardly have been
worse. There was great uncertainty in the economy generally and within the large
companies and many initial project targets were in the midst of redundancy programme.
This meant that they were unwilling to take on the role as project mentors at that time. In
addition to this larger companies did not want to pressurise suppliers who were already
struggling to survive the economic downturn.
6.3.3

Role of the participant and beneficiary recording

There was consensus across the Innovation Projects that the participants understood
what was expected from them. In some instances projects used briefing papers/project
plans which set out the key tasks, and could also be used to report beneficiary feedback.
The eco-design project used such a project report. The project report included a section
on beneficiary feedback. However, the beneficiary feedback section was not a
compulsory element of the form to be completed and so many companies chose not to
complete this section.
The role of the participant in the project was explained using a variety of different
methods including, workshops, presentations, and one to one meetings. The project
interviews identified that in the supply chain project the project managers were successful
at explaining the roles to the mentor companies but there were some issues relaying the
participant responsibilities further down the supply chain to individual supply companies.
It should be noted that it was not a requirement by ENWORKS to monitor the role of the
participant and beneficiary.
6.4

Project and programme management

The project / programme management section of the standard questionnaire was to
identify elements of the projects management which were successful and which could be
transferred to new projects. The section includes information relating to the claim forms
and toolkit, transferable experience and networking.
6.5

Claim form and the ENWORKS Online Resource Efficiency
Toolkit (Toolkit)

As part of the project each of the seven innovation projects were required to complete
monthly claim forms and input their data to the Toolkit. The Toolkit is ‘a bespoke piece of
web-based software, developed to capture and report the economic and environmental
21
outcomes of a resource efficiency activity.’ The Toolkit is discussed in more detail in
section 8.2. Overall the projects agreed that the Toolkit was a useful method for recording
the information relating to the project. However, there were a number of issues which
were raised including:
Time taken to complete monthly claim form
Technical issues with the toolkit
Toolkit could not record all information and energy savings such as embodied energy
and CO savings
One project felt that the information which projects were required to enter in to the
Toolkit was too generic. The projects would have preferred to be able to input data
which was specific to the individual projects.

21

ENWORKS EFFICIENCY TOOLKIT – Briefing Note – September 08
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6.5.1

Transferable experience

There were mixed views as to whether the project methodologies could be transferred to
similar projects in the future. It was felt by some of the individual project managers that
the methodologies proposed for the Innovation Programme were individual to the projects,
and so transferring the methodology as a whole would be difficult.
However, there were elements of the projects which it was felt could be transferred these
included:
Importance of using existing networks to make contact with potential participants.
This is especially important for SMEs
Many of the individual projects felt that a separate piece of work, which could be
completed before the commission began, that identified the companies/businesses to
approach would have assisted them to reach their targets. Workshops tailored to
topic areas
Project reports
Contacts could be shared, though this would need to be assessed on an individual
nature due to the sensitivities and restrictions of the Data Protection Act.
6.5.2

Networking

Throughout the duration of the project there were two networking days, one at the outset
of the project and the other in November 2009. From the interviews, it was found that the
project managers felt that the networking days were beneficial to update on the status of
each of the projects.
Many of the projects felt that an at least one additional networking day would have been
beneficial. Following the November meeting, the project managers identified that a
number of the other projects had experienced similar difficulties. The project managers
felt that if there were additional networking days, they could have helped other projects by
sharing experiences.
It was suggested that should the Innovation Programme be completed again, that an
online forum could be created whereby projects could share knowledge and experiences,
and potentially provide advice or assistance to projects who were struggling with certain
aspects of the project.
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Spend and Outputs
7.1

Introduction

This section uses financial data from December 2008 up to the end of April 2010
recorded on the final claim forms for the Innovation Projects submitted to ENWORKS –
which allows for the extended projects. Activities can be classified generically as advisory
services delivered through a mix of “one to-one” counselling and “one to-many” workshop
based activities. These are measured across a range of output measures consistent with
North West Regional Development Agency definitions.
7.2

Funding Mix

The overarching ENWORKS EBS Programme is funded by the European Regional
22
Development Fund (ERDF) and the UK Government's Single Programme funds,
managed by the Northwest Regional Development Agency (NWDA). As such, the
Innovation Programme has also been funded through a combination of Single
Programme funding and ERDF. The precise mix of funds was determined at the
Innovation Project level according to the eligibility of targeted businesses to receive ERDF
programme monies (only SMEs are eligible to receive support funded by ERDF).
The ERDF funded support provided to businesses through the Innovation Programme is
financed by a 50/50 mix of ERDF grant and Single Programme match funding.
Throughout the remainder of this report reference is only made to “ERDF Co-finance” (i.e.
ERDF plus Single Programme match) and “NWDA” (Single Programme only funding).
The attribution of outputs and outcomes must, therefore be assessed at project level.
Table (7.1) Funding Mix by Project (Actual)
Innovation Project

NWDA

ERDF Co
Finance

100.0%

0.0%

NW Automotive Resource Efficiency

40.5%

59.5%

EN3

NW Eco-Design

23.4%

76.6%

EN4

Lancashire Renewable Energy

26.2%

73.8%

EN5

SME Lean Resource Efficiency

0.0%

100.0%

EN6

Carbon Management Supply Chain

54.2%

45.8%

EN7

NW Food & Drink Supply Chain Resource Efficiency

10.0%

90.0%

TOTAL

38.5%

61.5%

EN1

Strategic Single Firm Resource Efficiency

EN2

Source: Final Claim Form - ENWORKS

Table (7.1) shows the funding mix for each Innovation Project. The analysis shows the
difference between the two groupings of Innovation Projects – supply chain and non
supply chain. Due to the need to work with larger (ineligible from a European funding
perspective) businesses, NWDA funding accounts for a greater share of total funding in
supply chain based Innovation Projects than with non supply chain based projects.

22

ERDF Co-Finance concerns allocations made in support of the North West Operational Programme based on support of Small
and Medium Sized Enterprises
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Table (7.2) Change in Total NWDA Funds – A Comparison of Target versus Actual
Innovation Projects

Target

Actual

%
Difference

EN1

Strategic Single Firm Resource Efficiency

£99,985

£101,677

1.69%

EN2

NW Automotive Resource Efficiency

£41,303

£40,513

-1.91%

EN3

NW Eco-Design

£20,185

£20,186

0.00%

EN4

Lancashire Renewable Energy

£18,309

£18,309

0.00%

EN5

SME Lean Resource Efficiency

£0

£0

0.00%

EN6

Carbon Management Supply Chain

£59,376

£59,374

0.00%

EN7

NW Food & Drink Supply Chain Resource
Efficiency

£7,637

£7,637

0.00%

£246,795

£247,696

0.37%

Total
Source: Final Claims Forms – ENWORKS

Table (7.2a) Change in Total ERDF Co-Finance – A Comparison of Target versus
Actual
Innovation Projects

EN1

Strategic Single Firm Resource Efficiency

EN2

Target

Actual

%
Difference

£0

£0

0.00%

NW Automotive Resource Efficiency

£65,025

£59,438

-8.59%

EN3

NW Eco-Design

£66,132

£66,132

0.00%

EN4

Lancashire Renewable Energy

£51,604

£51,604

0.00%

EN5

SME Lean Resource Efficiency

£100,423

£100,402

-0.02%

EN6

Carbon Management Supply Chain

£50,251

£50,246

-0.01%

EN7

NW Food & Drink Supply Chain Resource
Efficiency

£68,669

£68,666

0.00%

£402,104

£396,488

-1.40%

Total
Source: Final Claims Forms - ENWORKS

The analysis presented in Table (7.2) shows that the Strategic Single Firm project
received no support from ERDF due to ineligibility of activity. The SME Lean Resource
Efficiency project was 100% funded from ERDF. Varying funding mix reflected the
beneficiary mix between SMEs and non SMEs.
7.3

Inputs – Budget Costs

Projects are within a fairly narrow range in terms of costs which was a deliberate strategy
adopted by ENWORKS in managing the total Innovation Programme budget allocation
(£648,900 including ERDF Co-Finance). The lowest cost project, Lancashire Renewable
Energy Project is budgeted to cost £69,913. Four projects have budgets exceeding
£90,000.
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Table (7.3) Project Costs – A Comparison of Budget versus Actual
Project

Project Costs
(Budget)

EN1

Strategic Single Firm Resource
Efficiency

EN2

NW Automotive Resource Efficiency

EN3

Project Cost
(Out Turn)

% Change

£99,985

£101,677

1.69%

£106,327

£99,950

-6.00%

NW Eco-Design

£86,318

£86,318

0.00%

EN4

Lancashire Renewable Energy

£69,913

£69,913

0.00%

EN5

SME Lean Resource Efficiency

£100,423

£100,402

-0.02%

EN6

Carbon Management Supply Chain

£109,627

£109,620

-0.01%

EN7

NW Food & Drink Supply Chain
Resource Efficiency

£76,307

£76,304

0.00%

£648,900

£644,183

-0.73%

Total

Source: Final Claim Forms (Innovation Projects – All Projects), April, 2010

During the course of the Innovation Programme, three Innovation Projects were given
st
additional funding to extend their operation until 31 March 2010. The three projects
receiving additional ERDF co-financing were:
SME Lean Resource Efficiency Project
Carbon Management Supply Chain Project
Lancashire Renewable Energy Project
Table (7.4) Input Costs by Type
Expenditure Headings

Target

Actual

Variance

% Target

Staff Costs

596,552

603,616

7,063

101%

Travel & Subsistence

27,711

15,941

-11,770

58%

Marketing & PR

24,638

24,627

0

99%

Total

648,900

644,183

-4,707

99%

Source: Final Claim Form - ENWORKS

Table (7.4) shows the breakdown of the expenditure between major expenditure
headings. Overall, the out turn cost was less than originally budgeted for at inception.
However, overspend did occur on staff costs but this was more than made up by under
spend on travel/subsistence. The analysis shows that the majority of funding went on
staffing the various projects (94%). The remaining 6% was split between “travel and
subsistence” and “Marketing and PR”. Some projects started out without any explicit
budgeting for marketing and PR costs.
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Table (7.5) Out Turn Project Costs
Innovation Projects

Staff

Travel &
Subsistence

Marketing
& PR

EN1

Strategic Single Firm Resource Efficiency

£98,779

£2,898

£0

EN2

NW Automotive Resource Efficiency

£96,276

£3,674

£0

EN3

NW Eco-Design

£80,760

£1,903

£3,654

EN4

Lancashire Renewable Energy

£56,515

£1,675

£11,723

EN5

SME Lean Resource Efficiency

£90,951

£1,541

£7,932

EN6

Carbon Management Supply Chain

£107,678

£1,942

£0

£73,417

£2,200

£688

EN7

NW Food & Drink Supply Chain Resource
Efficiency

£604,376

£15,833

£23,997

Total
Source: Final Claim Forms - ENWORKS

The average staff expenditure per project was £86,339 with the Carbon Management
Supply Chain having the highest and the Lancashire Renewables Project having the
lowest out turn. The average travel and subsistence expenditure was £2,262 with
Automotive Resource Efficiency being the highest and SME Lean Resource Efficiency
having the lowest. Two of the supply chain projects and the ARL Strategic Single Firm
project recorded a nil return on “Marketing and PR” expenditures.
7.4

Activities – Output Measures

The Innovation Projects used standardised output measures taken from the NWDA
targeting framework. The selection is shown in Table (7.6) below:
Table (7.6) Targeting Framework – Output Measures
OUTPUT INDICATORS
Target

Actual

Variance

% of
Target

23

0

-23

0%

179

30

-149

17%

11

0

-11

0%

143

120

-23

84%

Number of businesses with Improved
Performance

76

14

-62

18%

Number of applications of Low Carbon
Technologies

60

4

-56

7%

339

191

-148

56%

Sales Increased

£4,180,000

£7,480,000

£3,300,000

179%

Sales Safeguarded

£8,175,000

£0

-£8,175,000

0%

Jobs Created
Jobs Safeguarded
Number of businesses involved in Supply
Chain Projects
Businesses assisted with Resource
Efficiency

Adults Undertaking Work Based Training

Source: Final Claim Data - ENWORKS
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Table (7.6a) NWDA Specific Cumulative Output Performance
OUTPUT INDICATORS
Target

Actual

Variance

% of
Target

8

0

-8

0%

76

0

-76

0%

5

0

-5

0%

Businesses assisted with Resource
Efficiency

45

32

-13

67%

Number of businesses with Improved
Performance

35

2

-33

0%

Number of applications of Low Carbon
Technologies

29

0

-29

0%

210

96

-114

11%

Sales Increased

£1,420,000

£4,500,000

£3,080,000

500%

Sales Safeguarded

£2,900,000

£0

-£2,900,000

0%

Jobs Created
Jobs Safeguarded
Number of businesses involved in Supply
Chain Projects

Adults Undertaking Work Based Training

Source: Final Claims Data – ENWORKS

Table (7.6b) ERDF Co-Finance Cumulative Output Performance
OUTPUT INDICATORS
Target

Actual

Variance

% of
Target

15

0

-15

0%

103

30

-73

29%

6

0

-6

0%

Businesses assisted with Resource
Efficiency

98

88

-10

90%

Number of businesses with Improved
Performance

41

12

-29

29%

Number of applications of Low Carbon
Technologies

31

4

-27

13%

129

95

-34

74%

Sales Increased

£2,760,000

£2,980,000

£220,000

108%

Sales Safeguarded

£5,275,000

£0

-£5,275,000

0%

Jobs Created
Jobs Safeguarded
Number of businesses involved in Supply
Chain Projects

Adults Undertaking Work Based Training

Source: Final Claims Data - ENWORKS

The output measures used by the projects were selected by the Innovation Project
managing bodies to provide a best fit with the initial project design. All projects used the
“Business assisted” measure to assess their performance with a shared second place
o
position taken by “Jobs safeguarded” and “N of adults undertaking work based training”.
Other output measures were used to varying degrees. A comparison of out-turn
measures with initial targets show some significant variances with the expected
performance of the projects at inception stage including a nil performance under “Jobs
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created”. Output performance against target fell significantly short of the target on five
measures used out of the eight measures used.
Poor output performance across five measures can be explained, in part, by the lag
effects involved in realising some of these outputs. It may also be the case that certain
outputs have a “poor fit” with project design requirements, even though outputs were
selected by the project designers. This observation leads into a wider discussion over the
suitability of the tasking framework output measures for resource efficiency business
support. Indicators used within the RDA tasking framework are currently centred upon the
improving gross value added performance in the regions. The tasking frameworks also
have to reflect the breadth of business support interventions that the RDAs support. A
tasking framework focused on the problem of closing GVA performance does not allow
sufficient flexibility for reflecting the full scope of resource efficiency activity. The result is
necessarily a compromise whereby projects select measures that only partially represent
the full scope of activity.
However, the overarching ENWORKS EBS Programme is also constrained by the RDA
tasking framework and yet at this programme level output performance against target was
achieved and exceeded in some cases. This may suggest that although the constraints of
the tasking framework may be one factor to consider, there are potentially other factors
that have led to the non-achievement of outputs for the Innovation Programme.
The selection of measures used by the Innovation Projects show “Business assisted with
resource efficiency” as the only output measure used consistently across all the
Innovation Projects. This measure is therefore considered in more detail below.
7.5

Activities – Businesses Assisted

The number of businesses assisted and opportunities identified are closely related to the
approach of the projects. The project which has engaged with the most businesses
(Lancashire Renewable Energy Project, 50) was not restricted by sector or supply chain.
The result for Strategic Single Firm Limited Resource Efficiency project is skewed by
having a sole focus on one business.
Table (7.7) Businesses Assisted
Project

EN1

Strategic Single Firm Resource Efficiency

EN2

Target

Actual

% of
Target

1

1

100.0%

NW Automotive Resource Efficiency

17

20

117.6%

EN3

NW Eco-Design

20

17

85.0%

EN4

Lancashire Renewable Energy

50

50

100.0%

EN5

SME Lean Resource Efficiency

14

15

107.1%

EN6

Carbon Management Supply Chain

25

12

48.0%

EN7

NW Food & Drink Supply Chain Resource
Efficiency

16

5

31.3%

143

120

83.9%

Total
Source: Final Claim Forms - ENWORKS

Table (7.7a) Group Performance
K:\Programmes\EBS 2007-2010 (X00630PR)\ENWORKS\Tendered
Page 47
Projects\Tenders\Tenders August 09\Live projects\Innovation Projects
Review\FINAL REPORT\FINAL
PUBLISHED\ENWORKS_REPORT_REVISION_FINAL_ISSUE(090113).docx

Ove Arup & Partners Ltd
Issue 7 May 2010

ENWORKS

Innovation Projects Evaluation

Group Descriptor

Number of
Actual
Businesses
Assisted

Share of
Businesses
Assisted

Supply Chain

37

31.0%

Non Supply Chain

83

69.0%

The results show that the SME Lean Resource Efficiency Project exceeded its target with
the Strategic Single Firm and Lancashire Renewable Energy Project meeting their targets
precisely. The NW Food & Drink Supply Chain Resource Efficiency project occupies the
th
rank 7 position (last) in meeting targets.
In terms of the strategic groupings based on the typology detailed in Section 5, the non
supply chain group of projects delivered resource efficiency to a greater number of
businesses than the supply chain projects.
7.5.1

Sector/ Cluster Distribution

One of the underpinning reasons for funding the Innovation Projects was to create a
better alignment with regional priority sectors. As established in Section 2, the North West
Regional Development Agency (NWDA) had a series of sector/cluster priorities. These
priorities were listed in Section 5. This section analyses businesses assisted according to
the sector characterisation recorded on the Final Claim Form. A key issue for evaluation
is the degree to which priority sectors have been addressed through the Innovation
Projects. Businesses Assisted with Resource Efficiency are, therefore, recorded below:
Figure (7.1) Sector Distribution of Businesses Assisted (Actual)
Textiles

11
5

3

22 4

10

Construction

7

Food & Drink
19

7

Creative Industries
7
Other

5

3
23

Chemicals

Figure (7.1) shows the sector/ cluster distribution of businesses assisted by all Innovation
Projects. Overall, the analysis shows that around 77% of all businesses fell within an
identifiable sector/ cluster used by NWDA to prioritise actions in support of the North West
regional economy. The analysis shows that businesses assisted in the “Food & Drink”
sector accounted for the largest share of businesses with a specific named sector
followed by “Construction” and “Aerospace”, “Tourism” and “Automotive” sharing equal
third position. A large number of businesses (23) were classified as “other” making it
difficult to establish whether these align to regional strategic priorities.
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7.5.2

SMEs Assisted

All the Innovation Projects are required to record whether businesses assisted are
classified as “Small and medium sized enterprises” (SMEs) or Non SMEs. Specific
guidance from funders has been disseminated by ENWORKS to assist projects determine
the status of companies under programmes. Whilst SMEs make up the majority of the
North West’s economy, the Innovation Programme was financially structured to allow
contractors to work with non SMEs as well as SMEs. This is reflected in the analysis of
output data shown below:
Table (7.8) – SMEs Assisted
Innovation Projects
EN1

Strategic Single Firm Resource Efficiency

EN2

SMEs

Other

% SMEs

0

1

0.0%

NW Automotive Resource Efficiency

12

8

60.00%

EN3

NW Eco-Design

13

4

76.47%

EN4

Lancashire Renewable Energy

43

7

86.00%

EN5

SME Lean Resource Efficiency

15

0

100.00%

EN6

Carbon Management Supply Chain

8

4

66.66%

EN7

NW Food & Drink Supply Chain Resource
Efficiency

3

2

94

26

Total

60%
78.00%

Table (7.8a) Group Analysis
Groups
SMEs

Other

Total

Proportion
SMEs

Supply Chain

23

14

37

62%

Non Supply Chain

71

12

83

85.5%

Source: Final Claims Form, ENWORKS

The results show that SMEs constituted the largest share of all enterprises assisted
through the Innovation Programme (85.5% of the total). Two projects (NW Automotive
Resource Efficiency and the SME Lean Resource Efficiency Projects) were 100%
focused on SMEs as beneficiaries.
When considered as groups aligned to the typology laid down in Section 5, projects
classified as “supply chain” had the lowest proportion of SMEs in the mix of enterprises
supported through this project. This lower proportion may simply reflect the nature of
supply chain work where the prime contractor within a given supply chain is more likely to
be a significantly sized enterprise.
Given restrictions on the use of funding, the SME/ non SME proportions will be broadly
similar to the funding mix reported upon earlier.
7.6

Conversion of Gross to Net Outputs – Businesses Assisted

Public interventions rarely deliver something that is entirely new or without precedence.
Some actions supported through the Innovation Programme are likely to of happened
anyway. Establishing the level of additionality produced by a programme is always
problematic. However, guidance has been developed to support project evaluators
estimate the level of additionality achievable from a project. Table (7.9) applies this
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methodology by making reasoned assumptions concerning the level of “deadweight”,
“leakage”, “displacement” and “multiplier effects”. These effects are considered below:
Table (7.9): Key Assumptions and Findings
Deadweight - The extent to which
outputs would have occurred anyway,
without the intervention (i.e. are
additional)

Very likely that the activity would not have been
provided by the local delivery partners without the
funding provided by the Project.

Leakage - The proportion of outputs
which benefit those outside the
intervention’s target area or group

All beneficiaries have to be based in the North West
and this requirement proved to be a problem for
some of the supply chain based projects. Direct
leakage is, nevertheless, likely to be very low as
businesses must be within the region to benefit.
However, some of the outputs generated will benefit
those outside the region.

Displacement - Where the Project
reduced outputs elsewhere in the target
area e.g. assisted and non-assisted
business competing in the same market

No evidence was found to support displacement
occurring. Third party work suggests that
displacement for business assistance interventions
ranges from 10-15%.

Substitution - Where a beneficiary
substitutes one activity for a similar one
to take advantage of public sector
assistance i.e. within firm displacement

Substitution is not a major factor in business support
initiatives and no evidence was found for substitution
in the consultations with project managers. Several
respondents suggested that participant firms
benefited from improved competitiveness.

Multiplier effects - The second-round
effects on the level of economic activity
(output, income or employment)
associated with an intervention

The Innovation Projects have potentially significant
multiplier effects, including incomes generated
through the direct and indirect jobs
created/safeguarded, and the cost savings,
efficiencies, improved business practices and higher
work-based skills generating increased business
turnover, wealth creation and greater investment in
local supply chains and services in the region.

Overall additionality of the Project is considered to be relatively high. Based on these
findings, the following ratios have derived for the translation from gross to net outputs
using accepted practice. No evidence was found for substitution.
Table (7.10) Overall Gross to Net Conversion
Additionality

0.75

Leakage

0.95

Displacement

0.87

Resulting Gross to Net Effect

0.59

Multiplier effects

1.25

Net Outputs

Applying this ratio of 73% additionally, the key net outputs of the Project are shown below:
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Table (7.11) Overall businesses assisted
Overall
Businesses assisted with resource efficiency

88

Note - subject to rounding errors to the nearest whole business
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Outcomes and Impacts
8.1

Introduction

This section considers the outcomes and impacts attributable to the Innovation
Programme.
Anticipated outcomes for the Innovation Programme were outlined by the individual
Innovation Project managers at the design stage. They each developed a set of target
outcomes based on the aims of their project, from a set of 5 metrics provided by
ENWORKS (used to measure the outcomes and impacts of the core ENWORKS EBS
programme):
Cost savings (£)
Material savings (tonnes)
CO2e savings (tonnes)
3

Water saved (m )
Waste diverted from landfill (tonnes)
For each outcome metric selected, the project was
To monitor and track these outcomes, each project was given access to the ENWORKS
Efficiency Toolkit. This software enabled the projects to log individual improvement
actions that have been identified, for example through an audit or site review, as having
the potential to make savings through increased resource efficiency or reduce waste to
landfill. It then tracks these improvements through to completion. As such, it can be used
by any project that delivers resource efficiency or carbon savings to business.
For each individual business engaged with an Innovation Project, the project manager
used the Toolkit to record and progress any environmental improvements identified by
their Innovation Project. For example, they might identify “install energy efficient lighting”
as a potential improvement for the business. This would be recorded on the system as an
‘opportunity’.
Once an opportunity is recorded on the Toolkit, it can then be tracked and updated to
show the journey of the improvement from when it is identified to when it is achieved.
Often used terminology in the Toolkit for the progress of an opportunity on this journey is
‘pipeline’ (referring to an opportunity at any stage from identified to being implemented,
but not yet achieved) and ‘achieved’ (referring to an opportunity that has been fully
implemented within a business).
The creation of opportunities for resource efficiencies is a central outcome for the
Innovation Projects. The opportunity is an intermediate outcome that converts into
quantities of resource savings. The time period over which conversion takes place is
critical to the programme. At design stage, it was acknowledged that the conversion of
opportunities from identified to achieved would take over the 12 month period initially
allotted for service delivery. This section will discuss outcomes in terms of identified and
achieved but where appropriate the rest of the pipeline will be discussed in greater depth.
8.2

Generation of Opportunities

Overall, 418 opportunities were loaded onto the Toolkit up to April 2010. The distribution
of opportunities across the projects is shown in Table (8.1).
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Table (8.1) Opportunities Identified by Project
Innovation Project

Pipeline
Opportunities

Average No. of
Opportunities
Per Business

EN1
EN2
EN3
EN4
EN5
EN6
EN7

39

39

74

4

22
135
32
66
50

2
3
3
8
6

418

4

Strategic Single Firm Resource Efficiency
NW Automotive Resource Efficiency
NW Eco-Design
Lancashire Renewable Energy
SME Lean Resource Efficiency
Carbon Management Supply Chain
NW Food & Drink Supply Chain Resource Efficiency
Total

Source – Efficiency Toolkit, ENWORKS, subject to rounding errors

The Lancashire Renewable Energy Project generated the greatest volume opportunities
on a project basis. The two Innovation Projects focused on specific resource efficiency
solutions occupied two extremes in performance. The Lancashire Renewable Energy
Project generated the most opportunities whilst the N.W. Eco-Design Project created the
least. A measure based on the average number of opportunities per business changes
the rank positioning of the projects. The project based on a single business (“Resource
Efficiency within a single strategic site”) – Strategic Single Firm Limited showed the
greatest opportunity generation. The SME Lean Resource Efficiency project showed the
lowest level of opportunity generation per business. A volume assessment does not
however, adequately account for the different propensities of businesses to generate
multiple opportunities.
Innovation Project performance appears to be related to the delivery model adopted by
the managers. The results support the notion that there are two distinct groupings of
innovation projects based on delivery models based on either intensive involvement with
a smaller grouping of businesses (more opportunities per business, fewer businesses per
project) or a lower involvement with more businesses (less opportunities per business,
more businesses per innovation project).
This conclusion remains valid once the effect of the “Strategic Single Firm Limited
Resource Efficiency Project” has been removed from the analysis, thereby controlling for
the impact of a project based on a very large, single company, which might be expected
to hold the potential for a high level of opportunity generation. Excluding the Strategic
Single Firm project from the data further reveals that projects based on a sector or cluster
(N.W. Food and Drink Supply Chain Resource Efficiency Project, North West Automotive
Resource Efficiency Project, Carbon Management Supply Chain Project) had a higher
level of opportunity generation per business compared with the remaining three projects
(North West Eco-Design Project, Lancashire Renewable Energy Project, SME Lean
Resource Efficiency Project).
8.3

Opportunity Conversion

The ability to convert an identified opportunity into an achieved opportunity is clearly
critical to a project’s ability to create an impact on resource efficiency. Unrealised
opportunities are not going to help achieve long term impact. As a topic conversion
performance can be measured in terms of:
Opportunity projects
Financial Value of Savings
8.3.1
Opportunity Projects
Whilst all the innovation projects share a common identity, each innovation project has
been built upon a distinct understanding of the resource efficiency problem in business.
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Some of the change that they are seeking to secure involve different levels of
commitment from the business and may require consent from third parties. These factors
will have an impact on the speed at which an identified opportunity can be converted to
an achieved opportunity. Significantly, the conversion rate is low across the board
reflecting the short time period in which the projects have operated.
Table (8.2) – Opportunity Conversion by Project
Innovation Projects

Opportunities
(Pipeline)

Opportunities
(Achieved)

Opportunity
Conversion
Rate

39

3

7.69%

74
22
135
32
66

11
6
1
7
9

14.86%
27.27%
0.74%
21.88%
13.64%

50

0

418

37

Strategic Single Firm Resource
Efficiency
NW Automotive Resource Efficiency
NW Eco-Design
Lancashire Renewable Energy
SME Lean Resource Efficiency
Carbon Management Supply Chain
NW Food & Drink Supply Chain
Resource Efficiency
Total

EN1
EN2
EN3
EN4
EN5
EN6
EN7

0%

8.85%

Source: Efficiency Toolkit, ENWORKS

Table (8.2a) – Opportunity Conversion by Group
Group

Pipeline

Achieved

Conversion
Rate

Supply Chain

190

20

10.53%

Non Supply Chain

228

17

7.46%

Non Supply Chain (Excluding EN1)

189

14

7.41%

Source: Efficiency Toolkit, ENWORKS

8.4

Total Financial Value of Cost Savings

The ability to achieve cost savings from undertaking resource efficiency activity is critical
to making the case to business of the merits of implementing measures.
The total cost savings recorded in the Efficiency Toolkit by the Innovation Programme by
the end of April was £7.02 million. However, only £0.52 million of cost savings have been
achieved by the end of April 2010 relative to £6.50 million in the pipeline. These cost
savings are generated through reduced business costs for resources such as waste,
energy, materials, and water.

Table (8.3) Ratio of Achieved to Pipeline Cost Savings
Innovation Projects
EN1

Strategic Single Firm Resource
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EN2
EN3
EN4
EN5
EN6
EN7

Efficiency
NW Automotive Resource
Efficiency
NW Eco-Design
Lancashire Renewable Energy
SME Lean Resource Efficiency
Carbon Management Supply Chain
NW Food & Drink Supply Chain
Resource Efficiency
Innovation Projects (Total)
Standard ENWORKS Model (Jan
2009 - March 2010)

£
£
£
£
£

52,668
92,376
251
295,612
27,241

£
£

520,708

£
£
£
£
£

577,810
1,049,339
275,742
945,148
808,645

0.09
0.09
0.00
0.31
0.03

£

133,109

0.00

£

6,507,897

0.08
0.21

Source: Efficiency Toolkit, ENWORKS

Table (8.3a) Ratio of Achieved to Pipeline Cost Savings by Group
Groups

Achieved

Pipeline

Ratio

Supply Chain

£79,909

£1,519,564

0.05

Non Supply Chain

£440,799

£4,988,333

0.09

Non Supply Chain (without EN1)

£388,239

£2,270,229

0.17

Source: Efficiency Toolkit, ENWORKS
Source: Efficiency Toolkit, ENWORKS and calculated ratio

The translation of identified opportunities to achieved cost savings across the Innovation
Projects has been relatively low. This is supported by the comparison with the standard
ENWORKS delivery model. Over a similar period the standard model shows a ratio of
achieved: pipeline opportunities of over 0.2. In comparison, the ratio for the innovation
projects is less than 0.1. Some variations are recorded, however, with SME Lean
resource efficiency showing a conversion rate above that of the standard model.
Differential performance does however need to be considered alongside the resource
investment needed to realise a cost saving. The SME Lean Resource Efficiency has a
higher proportion of its cost savings attributable to actions with minimal investment cost
and also identified actions that had a cost benefit for the business, but were neutral in
terms of reducing overall resource use. Innovation projects able to identify cost savings
based on changes such as work re-organisation aimed at being more efficient are well
positioned to achieve higher conversion rates than those requiring a budget allocation of
capital (e.g. purchase of a new machine).
The group analysis in Table (8.3a) reinforces the general under performance of all the
Innovation Projects relative to the standard model. The supply chain group showed the
worst conversion performance relative to the non supply chain group. The non supply
chain group came closest to the standard model conversion performance when the
Strategic Single Firm Limited Resource Efficiency Project was excluded from the group.
Although, generally, the conversion rate of opportunities across the Innovation Projects
has been low, it should be considered that the standard model is a rolling programme and
does not have the disadvantages of ‘set up’ tasks and, in some cases, a lack of
experience. It is perhaps therefore unsurprising that the standard model has performed
better for this measure.
8.5

Opportunities by Targeted Cluster/ Sector

During the policy review in Section 2, the move towards a strategic focus on key sectors/
clusters of the North West was identified. Figure (8.1) shows the distribution of
opportunities among the target industries reflecting these priorities. The distribution
shows that just over a quarter of the opportunities are attributed to sectors/ clusters other
than those explicitly targeted by the North West. This outcome may be a reflection of
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coding problems in relation to the companies concerned however the inclusion of a
number of service activities in some projects may be a contributing factor.

Figure (8.1) Opportunities by Target Cluster/ Sector

Opportunities by Target Cluster/ Sector
Sport Textiles Tourism Aerospace
6%
7%
6%
1%
Automotive
Renewable
11%
Energy
2%
Chemicals
4%

Other
26%
Food and
Drink
18%
Maritime
1%

Energy
9%

Construction
6%
Creative
Industries
1%

Financial and
Professional
Services
2%

Figure (8.1) shows that the distribution of opportunities across priority sector/ clusters of
the North West broadly follows the distribution of businesses assisted reported earlier.
The greatest share of opportunities is accounted for by the “Food and Drink” sector. The
rank position of the other sectors has changed however with “Automotive” coming from a
rd
third rank position to a second rank position. “Energy” displaces “construction” to take 3
rank position reflecting the density of opportunities attributable to the Strategic Single
Firm Resource Efficiency Project. Once again, the largest overall share is attributable to
“Other” making it impossible to assess relevance in relation to the regional priority
clusters/ sectors.
When supply chain and non supply chain projects are considered as separate groups, a
slightly lower level of sector diversity among the supply chain projects than the non supply
chain equivalents.
The Strategic Single Firm Resource Efficiency Project stands out in terms of its single
sector composition. The two supply chain projects defined around sectors also showed a
relatively low level of heterogeneity. The other projects showed a high level of
heterogeneity with beneficiaries spread across a number of priority sectors.
Figure (8.2) presents a graphic illustrating the sector/ cluster mix for the two project
groupings using the typology advanced in Section 5 of the report. Overall, the sector mix
is lower in the supply chain grouping however this group did include a large share of
opportunities coded as “other”.

Figure (8.2) Sector/ Cluster Mix by Group
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100%

Tourism

80%
Textiles
60%
40%

Sport

20%

Renewable Energy

0%
Supply Chain

Other

Non Supply
Chain

Projects without a specific cluster/ sector focus were able to generate opportunities from
across the wide variety of industries some of which matched the targeted industries. This
group of projects included the Lancashire Renewable Energy and N.W. Eco-Design
Projects (both of which are multi coloured symbolising many sectors). The supply chain
based projects had less sector diversity with the Strategic Single Firm Limited Resource
Efficiency project having a single focus.
Interestingly, the supply chain projects did include a significant number of non priority
cluster/ sector generated opportunities. This may reflect coding problems with the
originating business. It may also reflect the nature of supply chain work which necessarily
involves working with forward and backward linked companies who are supplying
intermediate goods and services. Some of these linkages will necessitate crossing
statistical categories. Some dilution has also occurred due to the focus adopted in certain
supply chain projects which involved working with sectors supplying population based
services like care homes (not a target of the RDA).
Figure (8.3) Sector/ Cluster Distribution of Identified Cost Savings
Aerospace
1%
Textiles
Sport
3%
Renewable 1%
Tourism
Energy
9%
Other
1%
8%
Maritime
0%

Automotive
9%

Food & Drink
22%

Chemicals
1%
Construction
5%
Creative
1%

Energy
39%

Financial
0%

8.6

Movement Through the Pipeline

Each improvement action identified within a business, e.g. through an audit or site visit, is
logged as an opportunity on the Toolkit.
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Each Opportunity is recorded using both qualitative information (e.g. a description of the
improvement) and quantitative information – the Capital Cost associated with the
improvement.
Each Opportunity is assigned a Status to describe the progress that has been made,
these are as follows:
Initial Scope: the improvement action has been identified and an estimation of the
potential savings has been made.
Investigation: estimated figures are being firmed up and practicalities are being
explored.
Feasible: the improvement action has been deemed practical and beneficial and/or
has been approved.
Not Feasible: the improvement action is not currently practical or affordable or the
technology is unproven.
Implementation: the improvement action is being adopted and savings figures are
being monitored and finalised.
Achieved: the improvement is in place and all savings have been verified as accurate.
Each Opportunity is then broken down into its component parts or Details. The Details of
an Opportunity are the quantified cost and resource savings (multiple resources can be
saved by one improvement action).
These savings are first categorised as one the following Opportunity Types:
Resource Reduction: using less of a particular resource.
Waste Diverted from Landfill: changing the way waste is managed.
Substitution (Material or Energy): changing the nature of a resource.
Once an Opportunity Type has been chosen, a Resource Type is selected from the
following list:
ENERGY

LIQUID ENERGY
FUELS

WATER

Electricity

LPG

Water – mains

Natural Gas

Fuel Oil

Water – grey

Petrol

Water – borehole

Diesel
LPG (Transport)

SOLID MATERIALS

LIQUID MATERIALS

GASEOUS
MATERIALS

Solid Materials – Raw
materials

Liquid Materials – Raw
materials

Gaseous Materials –
Raw materials

Solid Materials –
Packaging

Liquid Materials –
Ancillary

Gaseous Materials –
Ancillary

Solid Materials – Ancillary

Liquid Materials – Other

Gaseous Materials –
Other

Solid Materials – Other
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Additional steps are required to specify a new waste management route where waste has
been diverted from landfill. Where substitutions have been specified, the method of
substitution is required.
In all three cases (i.e. for resource reduction, waste diversion or substitution), only two
key pieces of information are required:
Cost saved per unit
Annual units saved
8.7

Analysing the impact of capital investment needed to realise
resource efficiencies

A key factor determining conversion will be the level of investment required from a
business to realise an identified saving. The level of investment required may create
problems for the business if it is reliant upon external sources of borrowing following the
contraction of credit or where non economic factors come into play (e.g. time required to
obtain regulatory consents or securing capital within the company).
As part of the analysis of opportunities, it is possible to calculate a simple payback using
data on implementation costs and cost savings. By dividing the implementation costs by
the cost savings, it is possible to derive a payback period expressed in terms of the
number of years over which the cost savings accumulate to meet the initial outlay
required. The payback opportunities are grouped on a rudimentary time basis expressing
short, medium and longer term.
Overall, the results show that the majority of cost savings appear to fall within payback
periods of under 1 year. This suggests that there appear to be a number of “easy wins” in
the conversion process that require little up front investment. Renewable energy
opportunities are clearly associated with a longer payback period. Very short payback
periods have been recorded by Strategic Single Firm Limited Resource Efficiency, N.W.
Eco-Design, and SME Lean Resource Efficiency. Short payback periods are not
necessarily indicative of achievability suggesting non economic barriers also exist.
At face value the availability of short pay back projects is difficult to reconcile with the
general stalling of the projects in the first stages of the pipeline. This is hard to interpret
but it may be indicative that even small scale operational changes involving diversion of
operational budgets has become difficult during the recession as firms hold cash at all
costs. Alternatively, it may show the importance of non economic factors within the firm
such as receiving support from a budget holder within the firm or dealing with internal
bureaucratic hurdles.
Figure (8.4) shows payback calculated at a sector/ cluster level. This analysis suggests
that the measure is heavily influenced by the underlying opportunity type generated by
projects. The two sectors with the highest payback periods are “Sport” and “Financial”
which received support through the Lancashire Renewables Project which tend to
generate higher cost opportunities relative to the cost savings achieved. Also, as this
project is making recommendations to businesses on the installation of renewable
technologies, these opportunities by their very nature are likely to require significant
upfront investment by the business.
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Figure (8.4) Investment Payback by Sector/ Cluster

Payback (Years)
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1.15
0.08

Tourism
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0.88

Other
0.00
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Energy

0.86
0.34
0.53

Automotive
0.00

8.8

2.33

1.08

0.07

Construction

5.12

Payback (Years)

5.75

1.89

2.00

4.00

6.00

8.00

Environmental savings

The earlier assessment of outcomes has been based on monetising the physical resource
savings secured through the Innovation Projects. As a universal common denominator,
monetary values enable broad comparisons to be made across projects with significantly
different profiles in terms of their baseline resource mix and enterprise level efficiencies in
using those resources. This section of the outcome analysis deals with the materiality of
the different resources that have been saved and therefore the basis of measurement
moves from monetary value to physical quantity measures such as litres, tonnes, cubic
metres and so forth. The saving of physical resources contributes directly to
environmental sustainability objectives and acts as a key point of differentiation between
mainstream business support aimed at reducing waste as part of a value engineering
strategy from support provided with an environmental benefit written into objectives.
Figure (8.5) Distribution of Identified Opportunities by Resource Type
1%

2%

Diesel
11%
8%

20%

Electricity
Fuel Oil
Labour
Liquid - Raw Material

1%

LPG

1%
2%

1%

51%

2%

Natural Gas
Other
Petrol

Figure (8.5) presents an analysis of material resource savings by opportunity type. The
opportunity analysis shows that electricity accounts for slightly over half of all resource
saving opportunities identified. A further 25% of identified opportunities related to energy
supplies of one description with natural gas accounting for 20% alone. Remaining
opportunities were classified as either “solid” or “water” related.
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Table (8.4) Resource Savings by Category
Pipeline
Opportunity
7,339
47,343,730

Achieved
Opportunity
1,068
-13,403

Fuel Oil (Litres)
Labour (Hours)

33,024
11,266

66,778
7,800

+102.21%
-30.77%

Liquid - Raw Material (tonnes)
LPG (Kgs)

14
27,000

0
0

-100%
-100%

7,268,159
39,384

10,000
0

-99.86%
-100%

951
741,747

6,630
52,560

+597.16%
-92.91%

Resource
Diesel (Litres)
Electricity (kWh)

Natural Gas (kWh)
Petrol (Litres)
Solids (Tonnes)
Water (M3)

% Difference
-85.45%
-100.03%

Source: Efficiency Toolkit, ENWORKS

Each of these resource savings are reviewed below:
8.8.1
Electricity
Research suggests that whilst there has been a lessening in the energy intensity of
economic activity, there has been a growth in the intensity of electricity usage within the
OECD. Growth in the use of information technology combined with automation and the
need to reduce pollutants has encouraged its use. It is, therefore, not surprising to see all
projects encountering opportunities for greater efficiencies/ substitutions (e.g. use of
renewable generation as opposed to fossil fuel based generation. Opportunities for
resource savings in the use of electricity were identified across all the projects.
The Strategic Single Firm Limited Resource Efficiency project generated 72% of all
identified electricity savings. Despite the significant savings predicted at identification
stage, the achievements show an increase in electricity consumption due to one anomaly
recorded on one project where a whole life assessment based on a consideration of
embodied and operational energy concluded that it would be environmentally beneficial to
install packaging automation into a company. The installation resulted in an unexpected
increase in consumption (no reductions were identified for that project). A fuller discussion
of this issue is made in the section dealing with data anomalies below.
8.8.2

Diesel

Overall, reductions in diesel usage represented 1% of opportunities identified. Diesel
reductions were only identified on one project – the Carbon Management Supply Chain
run by Quantum. This project identified 4 opportunities representing a reduction of 7,399
litres of diesel resulting in achieved reductions of 1,068 litres. The identification of these
opportunities is associated with a number of smaller service businesses whose primary
resource consumption concerned diesel used in travel.
8.8.3
Fuel Oil
Overall, reductions in fuel oil usage represented 2% of opportunities identified.
Opportunities were generated from three projects including Food and Drink Supply Chain,
Lancashire Renewable Energy Project and the SME Lean Resource Management. These
projects identified 7 opportunities representing a reduction of 33,024 litres of fuel oil.
Achieved reductions for the SME Lean Resource Project show a saving of 66,778 litres of
fuel oil which exceed the initial opportunities generated by this project. The Lancashire
Renewable Energy Project failed to convert any of their identified fuel oil savings however
this may reflect the time required to implement one of these projects.
8.8.4
Labour
The toolkit allows for saving of labour time measured in hours. Savings involving labour
time were initially a sole concern of one project - SME Lean Resource Efficiency project.
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Achievements of savings under this category would be an integral component to a “lean
production” approach to value engineering a company (see Appendix A). Its relevance for
this project is where there is an associated material benefit. Inspection of the raw data for
the project show labour hours recorded against actions concerned with reducing the need
for reworking of production. A key issue is the consistency of including labour hours with
the underlying theory of change underpinning this project as opposed to a purely “lean”
management form of business support. Ideally, consistency would be maximised where
labour time was seen as an activity resulting in an outcome expressed in material terms.
Overall, the SME Lean Resource Efficiency project identified seven opportunities
representing 11,266 hours of which it managed to convert one representing 3,000 hours.
8.8.5
Liquid – Raw Materials
Overall, reductions in liquid raw materials represented 1% of opportunities identified.
Opportunities were generated by two projects including the Automotive Resource
Efficiency Project and the Carbon Management Supply Chain Project. These projects
identified four opportunities representing a reduction of 14 tonnes of liquid raw materials
however none were converted.
8.8.6
Liquid Petroleum Gas
Overall, reductions in liquid petroleum gas (LPG) represented 1% of opportunities
identified. Opportunities in relation to this resource were solely attributable to one of the
innovation projects – Lancashire Renewable Energy Project. This project identified five
opportunities representing a reduction of 27,000 kg of LPG. None of these opportunities
were converted into achievements.
8.8.7
Natural Gas
Reductions in natural gas consumption represented 20% of opportunities identified.
Opportunities were identified in all the projects with the exception of two reflecting the
wide use of gas as a fuel for process heat. This project identified seventy two
opportunities representing a reduction of 7,268,159 kWhs equivalent. Only one
opportunity representing 10,000 kWh has been converted into an achievement
(Lancashire Renewables Project).
8.8.8
Petrol
Overall, reductions in petrol consumption represented 2% of opportunities identified.
Opportunities in relation to this resource were attributable to two projects – Food and
Drink Supply Chain Resource Efficiency and the Carbon Management Supply Chain. This
project identified five opportunities representing a reduction of 39,384 litres of petrol
savings. None of these opportunities were converted into achievements.
8.8.9
Solids
Overall, reductions in solids category represented 11% of opportunities identified. Many of
the opportunities concern reductions in packaging resulting in diversion of resources that
would otherwise have gone to landfill or substitution of materials. The materials
concerned involve a variety of unspecified raw materials or paper/ card/ plastics.
Opportunities in relation to this resource were attributable to four projects – Automotive
Resource Efficiency, Eco-Design, Lancashire Renewable Energy Project and the Carbon
Management Supply Chain. This project identified forty one opportunities representing a
reduction of 951 tonnes. Out turn figures show that achievements were significantly
different from those predicted at the identification stage. Overall, achievements were
nearly 600% greater than those expected with savings of 6,630 tonnes (the only occasion
where achievements exceed those identified at the beginning of the pipeline). Most of the
saving is attributable to 10 opportunities created by the Eco-Design Project (equivalent to
663 tonnes per opportunity achieved).
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8.8.10 Water
Overall, reductions in water consumption represented 8% of opportunities identified.
Opportunities in relation to this resource were attributable to four projects – NW Food and
Drink Supply Chain Resource Efficiency, Strategic Single Firm, NW Automotive Resource
Efficiency, and the Carbon Management Supply Chain. These projects identified twenty
nine opportunities representing a reduction of 741,747 cubic metres of water usage. Out
turn figures show that a reduction of 52,560 cubic metres was achieved from a single
opportunity from the Strategic Single Firm project.
8.9

Summary of Physical Resources Saved

8.9.1
Priority Sector Contributions to Resource Efficiency Savings
Due to the importance of sectors/ cluster impacts to the Innovation Programme, Figures
(8.6) to (8.8) detail the sector/ cluster composition of each form of resource saving.
Efficiency saving opportunities by sector/ cluster may have a future bearing on the
selection of priority sectors from a resource efficiency perspective (as opposed to a
general competitiveness perspective).
Figure (8.6) Share of Energy Savings by Sector/ Cluster
Tourism
3%

Aerospace
2%

kWh
Automotive
10%

Textiles
0% Sport
1%
Renewable
Energy
9%
Other
14%
Maritime
0%

Chemicals
36%

Food & Drink
10%
Financial
0%

Energy
8%

Creative
0%

Construction
7%

Figure (8.6) shows that the largest energy savings (gas and electricity) came from
businesses classified as “chemical” followed by “automotive” and “renewables”.

Figure (8.7) Share of Water Savings by Sector/ Cluster
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Figure (8.7) show that a majority of water savings came from the “tourism” sector followed
by the “food and drink” and “other” sectors.
Figure (8.8) Share of Tonnage of Materials/ Liquids Saved by Sector/ Cluster

Tourism
4%
Textiles
Other
2%
7%
Maritime
1%

Food &
Drink
29%
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Automotive
19%
Chemicals
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Energy
14%

23%

Figure (8.8) shows that Food and Drink businesses as being the biggest source of solid
and liquid material savings followed by “Construction” and “Automotive”.
Overall, Food and Drink has a position in the top 3 on energy, water and materials. With
the exception of the result of tourism, many of the top positioned sector/ clusters are
manufacturing related.
8.10

Carbon Savings

The environmental agenda includes the reduction of carbon dioxide equivalent (CO2e)
emissions (including other green house gases) as a means of mitigating climate change.
Government policy has been to set a limit on carbon dioxide emissions and allow the
market to set a price for emissions against the back drop of a steadily falling number of
permits to emit carbon dioxide. Regulated businesses are expected to respond to
changes in the price of carbon dioxide by investing in mitigation measures within the
enterprise or outside it. Critics have raised issues with the effectiveness of this system in
relation to inducing the required level of investment in mitigation amongst those included
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within it (progressively more of the business community). These flaws create a rationale
for a stimulus among business to learn how to invest most effectively including those
installations that will be compulsory registered under the European Trading System.
Carbon dioxide emissions are effectively a “derivative” associated with the use of carbon
based fuels within processes (in situ) or, indirectly, through carriers like electrical power.
At the outset of the Innovation Programme, project managers were informed that
embodied carbon dioxide was not accounted for within the Efficiency Toolkit (the
“Efficiency Toolkit” was however being revised to account for embodied carbon dioxide
during the programme). Projects were therefore required to maintain separate accounts
for any embodied carbon dioxide savings achieved. We were also made aware of the fact
that some of the carbon dioxide conversion factors were changed by Defra during the
course of the project. For one of the project managers this was deemed sufficiently
significant to maintain parallel accounts due to the resource mix pertaining to that project.
We were, however, not made aware of this being a matter that affected any of the other
six Innovation Projects examined.
Table (8.5) Tonnes of Carbon Saved
Project

EN1
EN2
EN3
EN4
EN5
EN6
EN7

No of Carbon
Saving
Opportunities
Strategic Single Firm Resource Efficiency
NW Automotive Resource Efficiency
NW Eco-Design
Lancashire Renewable Energy
SME Lean Resource Efficiency
Carbon Management Supply Chain
NW Food & Drink Supply Chain
Resource Efficiency

26
46
1
115
13
63

Tonnes
Carbon
Saved
(Identified)
15,003
1,897
77
1,346
126
3,616

Tonnes
Carbon
Saved
(Achieved)

20

143

0

Total

284

22,208

437

No of Carbon
Saving
Opportunities

Tonnes
Carbon
Saved
(Identified)
5,656
16,552
1,549

Tonnes
Carbon
Saved
(Achieved)
284
153
153

0
165
-34
2
185
119

Source: Efficiency Toolkit – ENWORKS

Table (8.5a) Tonnes of Carbon Saved
Group

Supply Chain
Non Supply Chain
Non Supply Chain excluding EN1

129
155
129

Source: Efficiency Toolkit – ENWORKS

As a derivative of other resources some of the commentary used earlier applies equally to
carbon where significant variations can be observed between the identified and achieved
categories. Overall, the actual savings achieved are much lower than those expected.
Indeed the Eco Design shows a negative carbon dioxide contribution by virtue of it
resulting in an increase in the amount of electricity consumed (where the benefit comes in
relation to embodied carbon not recorded on the system).
8.11

Net Physical Outcomes

Based on the analysis contained in Section 7, an average of factor of 0.73 is applied to
the listed outcomes to represent the assumed translation from gross to net outcomes.
Net Physical Outputs

Applying this ratio of 73% additionally, the key net outputs of the Project are shown below:
Table (8.6) Key Net Outputs
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Resource

Achieved Physical
Resource Savings

Energy (kWh)

583,233

Raw Materials (Tonnes)
Water (Cubic Metres)

4,840
38,369

Labour (Hours)
8.12

5,694

Outcomes – Data Anomalies & Interpretation

During the evaluation a number of issues were identified for further examination which
were consider to be potential sources of discrepancy. These issues were:
Role of inventory management;
Savings attributable to awareness raising;
Consistent treatment in relation to the theory of change;
Activities outside project scope; and
Treatment of embodied energy benefits.
8.12.1 The Role of Inventory Management
This issue emerged in relation to the alignment of lean management with resource
efficiency business support. The detailed background to this debate is contained in
Appendix A to this report; it does however centre points where the two philosophies have
the potential to diverge. As lean can be characterised as a form of value engineering, the
reduction of inventory is a natural target for efficiency gains translating into improved
cashflow performance. A “green critique” of lean has suggested that its ultimate
expression would allow for many resource inefficient, small lot size deliveries to service a
production process. An examination of the lean project does indeed show a significant
share of cost savings attributable to efficiencies in the handling of inventories (excluding
Work in Progress inventories which are assumed to involve limited movement in situ).
Just over 58% of the total savings attributable to “lean” concern inventory related
improvements. Without further investigation, it is not possible to comment on the
legitimacy of the cost savings identified other than to highlight the need for changes to
inventory management to have regard to clear resource efficiency targets as well as value
targets. This is particularly important in many manufacturing activities where supply chain
relationships are often between companies in different regions or countries.
8.12.2 Savings Attributable to Awareness Raising
This issue has arisen directly from the concern over linking awareness raising with a
quantifiable saving without an observable interim step. The underlying “theory of change”
is that “awareness raising” cannot, on its own account, generate an outcome. Rather it
constitutes an activity which has the potential to generate an opportunity – a specific
action that will generate a resource saving. Potentially, its inclusion within the toolkit
leaves scope for double counting if opportunities generated through awareness raising
are effectively entered twice. Two projects have included awareness raising activities as a
generator of savings – AEA in relation to the N.W. Food and Drink Cluster and ARL in
relation to the Strategic Single Firm Limited Efficiency Project. In some cases,
“awareness raising” was part of a combined description making it difficult to form any
judgement over attribution. In the case of AEA, the potential discrepancies arising from
the inclusion of this category of saving amounted to less than 3% of the total savings
identified. For the Strategic Single Firm project, nearly 14% of total identified savings (by
value) were attributed to awareness raising type activity.
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8.13

Consistent treatment of Resource Savings

Interrogation of the data shows a number of occasions when savings have been entered
at the end of the process as an achievement. Whilst it was established during the
evaluation process that the relative positioning of a cost saving within the pipeline was not
a material issue, some savings were evidently unplanned. Unplanned savings suggest
opportunities to improve the initial project design.
8.13.1 Savings Outside Project Scope
The innovation projects were procured on the basis of delivering a specific type of service
to a clientele. The innovation projects varied in scope with some providing a wide
definition of service beneficiary and a narrow service delivery focus whilst others
effectively reversed the order. The inclusion of outcomes outside the scope of an
approved project risks giving ENWORKS a distorted view on relative merits of one project
versus another and compromises the purpose of the wider programme – test bed ideas.
The Newground CIC appeared to contain a number of entries which went outside their
approved project’s operational scope. These entries involved energy efficiency work.
Overall, these entries constituted a miniscule 2.2% of the total identifiable savings
attributed to the project. It would therefore be hard to interpret their inclusion as material
to the final outcome. The inclusion of these entries may also be indicative of a design
problem. By focusing on renewable solutions, the project is almost obliged to ignore more
cost effective solutions consistent with a rational application of the energy hierarchy
principles that one should try and stop using energy in the first place before altering the
supply technology. There is nevertheless a point concerning the need for consistency with
project scope.
8.13.2 Embodied Energy
The analysis of electricity confirmed an instance where an internal cost/ benefit appraisal
of the resource benefits resulted in the recording of an increase in resource use on the
Eco Design Project. The resource concerned was electricity and an increase arose from
the decision to install automation of the packaging process which produced savings in
embodied energy not recorded in the Toolkit. Based on toolkit analysis, this suggests that
the Project has been ineffective however this is more of an aberration of the
measurement tool than the outcome of a real world situation.
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Performance Measurements Including Gearing
Ratio
9.1

Introduction

Performance measures are used to help identify the important dimensions of each input,
output or outcome of the type examined earlier. The relationship between inputs, outputs
and outcomes can also be a valuable measure of performance and can be defined in
terms of the three “E”s shown in Figure (9.1).
Figure (9.1) Relationship between Inputs, Outputs and Outcomes

Economy

An economy measure looks at the costs of acquiring the inputs to the
Innovation Programme.

Efficiency

An efficiency measure looks at whether the programme is getting the
maximum output for the inputs that go into the process.

Effectiveness

Effectiveness measure looks at whether the outputs of the programme
lead to the desired outcomes. Trying to measure effectiveness is
particularly important where there are lots of influences, outside the
organisation, which will affect the outcomes.

9.2

Assessment of Economy

Economy is one of three elements of value for money, and looks at the cost of inputs to
the Innovation Programme to assess whether the necessary inputs are being secured at
minimum necessary cost.
The inputs took the form of NWDA single programme and ERDF co-financed grant
funding aimed at achieving certain types of outputs.
The Innovation Projects were procured through an open procurement process against a
tender brief.
In making this assessment it is evident that the Innovation Programme delivered a wide
range of activity for a total cost of £644,183. The Innovation Projects were delivered
across the North West and has, as set out in the output data, engaged significant
numbers of businesses in activity. Therefore economy at this broad level appears to be
good.
9.3

Assessment of Efficiency

Efficiency is the second element of a value for money assessment. This relates to the
cost per unit of outputs achieved. The cost per gross output is discussed first. However, in
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undertaking an assessment of efficiency, it is important that additionality (including
leakage, displacement and multiplier effects) is accounted for and costs per net output
created are also assessed.
9.3.1

Gross output cost efficiency

The next three measures look at cost effectiveness in terms of the relationship between
input cost and output performance across three indicators – cost per business assisted
with resource efficiency, cost per opportunity identified and cost per £ of savings
identified. Table (9.1) examines performance across these efficiency indicators whilst
Table (9.1a) considers performance for groups of projects fitting the typology developed
in Section 5.
Table (9.1) Efficiency Measures

Innovation Projects

Cost per
business
supported

Cost Per
Opportunity
Identified

Cost Per
£ Saving
Identified

£101,677

£2,607

£0.04

EN1

Strategic Single Firm Resource Efficiency

EN2

NW Automotive Resource Efficiency

£4,998

£1,351

£0.16

EN3

NW Eco-Design

£7,193

£3,924

£0.08

EN4

Lancashire Renewable Energy

£1,398

£518

£0.25

EN5

SME Lean Resource Efficiency

£7,723

£3,138

£0.08

EN6

Carbon Management Supply Chain

£13,703

£1,661

£0.13

EN7

NW Food & Drink Supply Chain Resource
Efficiency

£9,538

£1,526

£0.57

All Projects

£5,368

£1,541

£0.09

Cost per
business
supported

Cost Per
Opportunity
Identified

Supply Chain

£7,941

£1,505

£0.19

Non Supply Chain

£4,715

£1,572

£0.07

Non Supply Chain (minus EN1)

£3,422

£1,358

£0.10

Source: Efficiency Toolkit – ENWORKS

Table (9.1a) Group Analysis
Cost Per
£ Saving
Identified

Source: Efficiency Toolkit – ENWORKS

The Strategic Single Firm Resource Efficiency Project had the highest cost per business
assisted with the Lancashire Renewables Project having the lowest. This measure is
however distorted by the delivery model adopted by each of the Innovation Projects.
Strategic Single Firm Resource Efficiency Project has the highest cost because it is solely
focused on the one enterprise whilst the Lancashire Renewable Energy Project used a
brokerage model which allowed for volume.
The cost per opportunity identified measure provides a means of smoothing out some of
the extremes of the previous measure. Under this measure, the NW Eco-Design project
had the highest cost with the Lancashire Renewable Energy Project having the lowest
cost per opportunity identified. Under this measure, the Strategic Single Firm Resource
th
Efficiency Project achieved a 5 rank position from the top because it generated a
significant number of opportunities even though it was focused on a single enterprise.
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Under the cost per £ saving identified measure, the Strategic Single Firm Resource
Efficiency Project improved its rank position coming top in a rank order of the Innovation
Projects. The NW Food & Drink Supply Chain Resource Efficiency Project had the
highest cost per £ savings identified.
An analysis of projects group according to the delivery typology shows the supply chain
projects were a relatively high cost option for delivery when considered on cost per
business assisted on resource efficiency. The non supply chain group showed a much
lower level of cost per business assisted however the relative positions changed when
considered in terms of cost per opportunity generated. This suggests that supply chain
grouping projects may be more effective in generating opportunities across a smaller
number of businesses due to the intensity of engagement. The Strategic Single Firm
Limited Resource Efficiency Project was however found to have a distorting effect on the
indicators. Once excluded from the calculations, costs per opportunity fell below the
average for the supply chain grouping. The cost per £ identified saving reinforced this
message.
9.4

Net output cost efficiency

To establish the net outputs, an assessment of additionality, leakage, and displacement
and multiplier effects has been made, based on consultations with stakeholders and
partners, the survey of beneficiaries, and the use of relevant benchmark information and
wider learning.
Gross to net ratio

The conversion of “gross to net” uses established conventions that 65% to 80% of
recorded outputs are considered to be “additional” and would not have taken place
without intervention. For the purposes of this analysis, 73% are assumed to be genuinely
additional.
Table (9.2) Efficiency Measures (Net)

Innovation Projects
EN1

Strategic Single Firm Resource Efficiency

EN2

NW Automotive Resource Efficiency

EN3

NW Eco-Design

EN4

Lancashire Renewable Energy

EN5

SME Lean Resource Efficiency

EN6

Carbon Management Supply Chain
NW Food & Drink Supply Chain Resource
Efficiency

Cost per
business
supported
£139,283
£6,846
£9,854
£1,915
£10,580
£18,771

EN7

£13,066
£7,879

All Projects

Supply Chain

Cost per
business
supported
£7,941

Non Supply Chain

£4,715

Non Supply Chain (minus EN1)

£3,422
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9.4.1

Cost Effectiveness Benchmark Comparisons

Whilst the Innovation Programme is intended to test new delivery models in the context of
the overarching ENWORKS EBS Programme, parallels can be found with other forms of
business support intervention. It is, therefore, useful to consider whether the costs
recorded for supporting businesses within the Innovation Programme compare favourably
with other forms of business support. In March 2009, BERR published an assessment of
23
the impact of RDA interventions including business support. Under the category of
individual enterprise support, a net cost was established of £8,502. A limited sample of
cluster and sector measures identified a net business support cost of £ 7,354. On the
basis of this narrow measure, the analysis suggests that the support has been provided
cost effectively. No parallel external benchmarks exist for resource efficiency
opportunities entered into the Toolkit.
9.5

Gearing Ratio

The gearing measure considers the relationship between the amount of money saved per
£ spent so it serves to illustrate the relative efficiencies of the Innovation Projects.Table
(9.3) gives the gearing ratio for each Innovation Project. As such the ratio of 27.2
recorded for the Strategic Single Firm Resource Efficiency Project would indicate that
£27.20 resource efficiency savings are being identified for every £ spent in supporting the
project. Table (9.3a) provides an analysis of group performance based on the typology
set out in Section 5.
Table (9.3) Gearing –£ Saved per £ Spent
Project

Gearing Ratio

EN1

Strategic Single Firm Resource Efficiency

27.2

EN2

NW Automotive Resource Efficiency

EN3

NW Eco-Design

EN4

Lancashire Renewable Energy

3.9

EN5

SME Lean Resource Efficiency

12.2

EN6

Carbon Management Supply Chain

7.6

EN7

NW Food & Drink Supply Chain Resource Efficiency

1.7

5.4
12.9

ENWORKS Standard Model

11.54

Source: Final Claim Forms & Efficiency Toolkit, ENWORKS plus Arup Calculations

Table (9.3a) Gearing (Analysis by Groups) - £ Saved per £ Spent
Groupings
Supply Chain

Gearing
5.3

Non Supply Chain

15.0

Non Supply Chain (excluding EN1)

10.2

Source: Final Claim Forms & Efficiency Toolkit, ENWORKS plus Arup Calculations
23

Impact of RDA spending – National report – Volume 1 – Main Report March 2009, BERR
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The gearing ratio is based on identified cost savings which favours certain Innovation
Projects. Overall, the Strategic Single Firm Resource Efficiency Project secured the
highest gearing ratio reflecting its relative success in generating higher value
opportunities. Its gearing ratio is however distorted by the inclusion of savings which may
be subject to double counting. The lowest gearing ratio was achieved by the NW Food
and Drink Supply Chain Resource Efficiency Project.
A number of projects achieved a similar gearing ratio to the standard ENWORKS model
(as measured over a similar period of time – January 2009 to March 2010). The gearing
ratio was much higher for Strategic Single Firm than the standard model, reflecting the
size of Strategic Single Firm and the magnitude of savings potential which exists.
However, caution should be taken in making direct comparisons. The standard model
comprises a range of additional costs categories such as overheads, consumables, staff
training, and audit fees. Although to a significant extent these types of cost will be built
into the staff costs of the Innovation Programme model, the differences in cost structure
does make comparison difficult.
9.6

Assessment of Effectiveness

The next two measures look at cost effectiveness in terms of the relationship between
input cost and outcome performance – both pipeline and achieved. Table (9.4) examines
outcomes at the point that they are identified and once registered as achieved. Table
(9.4a) considers performance for groups of projects fitting the typology developed in
Section 5.
Table (9.4) Efficiency Measures – Opportunities

Innovation Projects
EN1

Strategic Single Firm Resource Efficiency

EN2

NW Automotive Resource Efficiency

EN3

NW Eco-Design

EN4

Average
Cost Saving
Per
Opportunity
(Pipeline)

Average Cost
Saving Per
Opportunity
(Achieved)

£75,503

£17,520

£9,172

£4,788

£65,584

£15,396

Lancashire Renewable Energy

£2,058

£251

EN5

SME Lean Resource Efficiency

£37,806

£42,230

EN6

Carbon Management Supply Chain

£14,187

£3,027

EN7

NW Food & Drink Supply Chain Resource Efficiency

£2,662

£0

£17,081

£14,073

All Projects
Source: Efficiency Toolkit – ENWORKS

Table (9.4a) Group Analysis

Group Analysis
Supply Chain
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Non Supply Chain

£23,641

£25,929

Non Supply Chain (Adjusted)

£12,973

£27,731

Source: Efficiency Toolkit – ENWORKS

The Strategic Single Firm Resource Efficiency Project achieved the highest average cost
savings per opportunity with the Lancashire Renewable Energy Project having the lowest
level of savings. The relative positioning of the projects changes when achieved resource
savings are considered. SME Lean Resource Efficiency improves its relative position
rd
moving from rank 3 of identified average cost savings to the top position. The N.W. Food
& Drink Supply Chain occupies the bottom rank position reflecting the fact that a zero
conversion rate had been achieved.
The analysis of Innovation Project groupings following the typology set out in Section 5
shows the non supply chain group of projects out performing the supply chain projects by
a considerable margin both on pipeline and achieved average cost savings per
opportunity. The exclusion of the Strategic Single Firm Resource Efficiency Project only
has a marked effect on the average cost savings per pipeline opportunity due to the high
level of overall unrealised savings generated by this project.
9.7

Impacts

A wider measure of effectiveness is the degree to which the intervention leads to a
diminution of the problem originally stated as a rationale for the project. This links directly
to the question of impact.
Impacts refer to the final element in the logic change model and the underlying theory of
change which it represents. This stage constitutes Stage D in model outlined in Section 1
of this report. Impacts relate to how the project has changed the dimensions of the
problem which stimulated the intervention in the first place. As the problem has been
scoped in terms of the core objectives of ENWORKS, impact becomes the degree to
which overall resource consumption is reduced with compounding business benefit.
Whilst the primary objectives are easily identifiable, the development of the Innovation
Programme was motivated by the resource implications of aligning ENWORKS activities
with the strategic focus for the North West on key sectors and clusters. During the review
we were unaware of any evidence concerning existing utilisation of resources by sectors
of the North West. As such there is no specific baseline against which to assess how the
projects have contributed to resource savings required for the North West. Development
of such evidence lay outside scope for this evaluation report.
24

Indicative evidence can be drawn from work compiled by Defra on resource efficiency
opportunities in England (including a regional profile under three headings of waste,
energy and water). The North West was one of two regions identified as having particular
opportunities for efficiency savings. The study identified £289 million of savings
classifiable as waste; £337 million of energy related savings and £39.1 million of savings
related to water consumption (all savings related by the top ten savings by industrial
sector). The savings represent those achievable with either no or minimal financial
investment.
The Innovation Programme has identified just over £7 million of savings across 110
businesses and achieved just over £0.5 million of savings. This represents around 1%
and 0.08% respectively of the total savings calculated for the North West Defra study in
2007. A half million pounds in resource efficiency improvements for every 110 businesses
equates to £4,545 per business. Multiplied across the enterprises in the North West, this

24

Quantification of the business benefits of resource efficiency A research report completed for the
- Defra by Oakdene Hollins and Grant Thornton. October, 2007
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level of savings would be equivalent to just over £2.0 billion addition to the bottom line
(0.009% of total estimated turnover within the region).
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Key Lessons and Conclusions
10.1

Introduction

This section uses the evaluation evidence considered in the earlier chapters to identify
conclusions and a way forward for ENWORKS in managing future programmes of this
nature. This section has been structured around:
An overview of the performance characteristics of the Innovation Projects and as
group
Performance against stated aims and objectives set by the projects themselves
Assessing lessons by intervention type
Longer term development issues
10.2

Overview

This section brings together the evidence on individual performance indicators to provide
a rounded assessment of the Innovation Projects. In providing an overview, we have
made assumptions concerning performance of an optimal project and used the data to
rank the Innovation Projects, using the rank as a score. These scores have been summed
across all the indicators to give an overall Innovation Project score to show overall
Innovation Project performance.
Table (10.1) Indicators
Indicator

Ideal Performance

Use of Rank Position as
a Score

Average cost saving
per opportunity
(pipeline)

Higher average levels of saving per
opportunity are desirable due to impact on
the enterprise.

Projects with a high cost
saving per opportunity
receive a high rank order
position.

Cost per Opportunity
(pipeline)

Projects with a low project cost per
opportunity generated are desirable.
Projects with a lower cost are more
affordable.

Projects with a low unit
cost receives a high rank
order position

Average Number of
Opportunities per
Business

Projects that generate larger numbers of
opportunities per business assisted are
desirable because they may indicate a
greater likelihood of identifying savings.

Projects with a high ratio
receive a high rank order
position.

Gearing

Projects capable of generating a high
overall value of savings for every £ spent
are desirable.

Projects with a high
gearing ratio receive a
high rank order position

Average Cost Saving
per Opportunity
Achieved

Projects with a capacity to convert
identified savings into achievements are
desirable. This indicates a greater
likelihood of a saving actually happening
resulting a real world impact.

Projects with a high
average cost per
opportunity achieved
receive a high rank order
position

Payback

Projects with a lower payback average are
desirable as it is indicative of an ability to
convert identified savings into actuals (see
URS Survey results in Section 2).

Projects with high average
payback years receives a
low rank order position
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The application of the rank order scores using the indicators reviewed above results in the
scores shown in Table (10.2) below:
Table (10.2). Scoring (Un-weighted)
Innovation
Project

Average

Cost

Average

Cost

Per

Opp. per

Gearing

Average
Cost

Rank

Saving

Opp.

Business

Saving Per

Scores

Per Opp.

Opp.

(Pipeline)

Achieved

Payback

Sum of

Strategic Single Firm
7

3

7

7

6

6

36

Resource Efficiency

3

6

4

3

4

2

22

NW Eco-Design

6

1

1

6

5

5

24

1

7

3

2

2

1

16

5

2

2

5

7

7

28

4

4

6

4

3

4

25

2

5

5

1

1

3

17

Resource Efficiency
NW Automotive

Lancashire
Renewable Energy
SME Lean Resource
Efficiency
Carbon
Management Supply
Chain
NW Food & Drink
Supply Chain
Resource Efficiency

Table (10.2a) Indicators by Group
Group

Supply Chain

Average Cost
Saving Per
Opp.
(Pipeline)

Cost Per
Opp.

Average
Opp. per
Business

Gearing

Average
Cost
Saving
Per Opp.
Achieved

Payback

£8,939

£ 1,504

5.28

5.3

£3,995

0.766

Non Supply
Chain

£23,641

£1,571

3.00

15.0

£25,929

0.691

Non Supply
Chain minus
EN1

£12,973

£1,357

2.52

10.2

£27,731

1.339

Table (10.2) shows that the Strategic Single Firm Resource Efficiency Project achieved
the highest overall score. The Lancashire Renewable Energy project had the lowest
overall score despite having the lowest unit delivery cost. Even if around 14% of the
savings coming from opportunities which might be double counted were discounted from
Strategic Single Firm Resource Efficiency Project outcomes, a focus on strategic sites
would to have been a beneficial step. Projects based on turning over many businesses
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within a given period of time may not generate the intensity of opportunities (both in
volume and cash terms) that lead to the level of actual savings.
The analysis of indicators reflecting the groupings of Innovation Projects discussed in
Section 5 suggest that the non supply chain projects (as a group) have tended to out
perform the supply chain based projects with the exception of the number of opportunities
generated per business. The exclusion of the Strategic Single Firm Resource Efficiency
project does reduce the degree to which the non supply chain businesses out perform the
supply chain group causing average payback to worsen. Problems experienced with the
NW Food & Drink Supply Chain Resource Efficiency Project representing a third of the
supply chain group will have undoubtedly impacted on group performance especially on
the indicator related to achieved savings.Did the Projects meet their own aims/
objectives?
The aims and objectives defined for each project were identified in Section 3 of the report.
This section revisits the initial aims and objectives in the light of evidence taken during
this review. The results are shown on a project by project basis. It should be noted that
the aims and objectives varied in terms of their measurability making it difficult to make a
judgement.
Strategic Single Firm Resource Efficiency
Stated Aims/ Objectives

Achievement

Cost Savings which relate to energy reduction.

Achieved objective

The project aims to initially scope potential savings of 24,000 tonnes of
CO2 by September 2009 and by the completion of the project in
January 2010, it is anticipated that 10,000 tonnes of CO2 will have been
converted to actual savings

Partially achieved
(15KtC); No
conversions.

Material Savings which will be discussed with Strategic Single Firm

Not achieved.

Water savings with a target to scope 1,500,000 tonnes of opportunities
by September 2009 and 600,000 tonnes will be converted to actual
water savings.

Partial achievement
of scoping; no
conversion.

To identify 1,000 tonnes of saving opportunities for waste currently
disposed of to landfill, and by completion of the project in January
2010, it is anticipated that a total of 800 tonnes will have been
converted to actual waste savings.

Not achieved.

North West Automotive Resource Efficiency Project
Stated Aims/ Objectives

Achievement

Did not overstock parts and materials;

Partial achievement
based on conversion
rate

That parts and materials were sourced locally wherever possible;

Partial achievement
based on conversion
rate

Ensured manufacturing equipment was well maintained and serviced to
ensure optimum efficiency and reduce energy use; and

Partial achievement
based on conversion
rate

To get the culture of resource efficiency embedded in businesses and
to ensure this continues following the completion of the project.

Partial achievement
based on conversion
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rate

North West Eco-Design Project
Stated Aims/ Objectives

Achievement

Recruit around 20 potential companies (at least 15 SMEs and up to 5
larger companies) to the project by mid December 2008;

Partially achieved

Run the first recruitment / training workshop for 15 to 20 companies
before mid January 2009;

Achieved

Run the second workshop by the end of January 2009 for the selected
12 companies;

Achieved

Work intensively with the 12 companies on a one-to-one basis to take
product/packaging NW Eco-design projects from the initial concept
stage to fruition (detailed investigation/engineering design/specification
stage). 60% of the work (including recruitment and the workshops) will
take place prior to the end of March 2009, with the remainder up to
January 2010.

Exceeded

Identify clear costs, financial savings and environmental benefits (as
per the Outputs and outcomes section in the attached spreadsheet) for
the reporting periods up to January 2010.

Achieved

Run the final workshop and deliver the draft final report in December
2009.

Achieved

Deliver the final report, including short case studies, by January 2010.

Lancashire Renewable Energy Project
Stated Aims/ Objectives

Achievement

Develop a consortium of renewable energy and micro-generation
suppliers in Lancashire.

Partially - Developed
a good network
where companies can
share information and
know where to come
for advice

Increase the sales and profits of Lancashire based renewable energy,
micro-generation and energy efficiency companies.

Not achieved – no
sales increases
recorded

Increase the uptake of renewable energy, micro-generation and energy
efficiency in Lancashire, thereby reducing the region’s carbon
emissions.

Partially achieved

Provide a source of independent renewable technologies advice and
signpost to local suppliers/installers.

Achieved

SME Lean Resource Efficiency Project
Stated Aims/ Objectives
K:\Programmes\EBS 2007-2010 (X00630PR)\ENWORKS\Tendered
Page 78
Projects\Tenders\Tenders August 09\Live projects\Innovation Projects
Review\FINAL REPORT\FINAL
PUBLISHED\ENWORKS_REPORT_REVISION_FINAL_ISSUE(090113).docx

Achievement
Ove Arup & Partners Ltd
Issue 7 May 2010

ENWORKS

Innovation Projects Evaluation

they could develop existing or new products through more efficient
processes that ensured less materials were required,

Achieved

promote different manufacturing processes to improve efficiency and
reduce energy use (e.g. by using a different process there was greater
quality assurance and/ or the waste produced was minimised),

Achieved

reducing the range of products produced by companies to ensure
resources were more focused on producing a smaller number of
products at a higher quality,

Uncertain

utilizing a different manufacturing process to minimise waste and/ or
ensure the waste produced had some sort of value e.g. was recyclable
or could be used for energy production.

Uncertain

Carbon Management Supply Chain Project
Stated Aims/ Objectives

Achievement

Engage a minimum of two large companies and selected businesses
that form part of their supply chain by January 2009, producing a client
base for the project of 16 companies.

Achieved

Carry out carbon footprint assessments and resource efficiency audits
on each of the beneficiaries with associated reports by April 2009.

Achieved

Identify savings of £1.25million and the earlier reported resource
savings by June 2009.

Partial achievement

Work with the beneficiary companies to achieve more than 40% of the
savings by January 2010.

Insufficient evidence

North West Food and Drink Supply Chain Resource Efficiency Project
Stated Aims/ Objectives

Achievement

Improve the resource efficiency of the supplier base of the Food &
Drink sector in the North West. Working with key stakeholder
companies from the sector

Partial achievement
in terms of identified
projects

Commencing with project initiation in December 2008

Not achieved – rescoping.

It is also intended to provide up to 22 on-site visits

Partial achievement

In financial terms, this represents a return of 15-1 on the cost of the
project, and is in line with supply chain work that AEA have undertaken
previously for the Envirowise programme.

Not achieved in terms
of actual savings.

Joint launch event on 7th July and works only with those companies
attending and subsequently signing-up for the workshops.

Achieved

Each company will receive a free site visit as a condition of partaking in
the project.

Achieved

One set of workshops, and with only one launch

Achieved

Reduced outputs and outcomes will also be lower than originally
anticipated.

Achieved
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10.3

Key Lessons

10.3.1 Sector Focused Supply Chain Lessons
The sector supply chain experience is skewed by the non performance of the NW Food
and Drink project. A focus on sector supply chains is however written into the broader
strategy of the region (e.g. the Sustainable Production and Consumption Action Plan) to
manage resource efficiency.
Guard against design stage assumptions concerning the effectiveness of
“representative” sector bodies in securing recruits – Optimism bias
Importance of the strategic firms in motivating participation down the supply chain
including a means of funding their engagement (i.e. non ERDF Co-finance).
Allow for the effect of changes in a firm’s mid course leadership
Allow sufficient time to convert identified opportunities into outcomes
Globalisation of supply chains in the NW may mean that many links in the chain are
outside the North West yet these links may be key drivers for resource use.
10.3.2 Generic supply chain – Lessons
The Carbon Supply Chain Management Project differed from the sector approach by
having an initial wider recruitment base. However, certain assumptions over recruitment
turned out to be unfounded leading to a re-scoping of recruitment.
Screening out low resource intensive firms especially in the service sector (a drag
factor on effectiveness)
Differentiate between the level of leadership available through the top tier (quality of
management systems/ knowledge can vary)
Spatial mapping of likely beneficiaries may be necessary to verify eligibility
Importance of leadership from top tier to drive participation down the tiers
Be prepared to move away from initial target companies
10.3.3 Delivery Model - Lessons
On the basis of a very limited sample, the “1-2-Many”delivery model does not appear to
offer a viable way forward. The only project adopting that model at inception went through
a review which effectively dropped that delivery model in favour of a “1-2-1” approach.
The failure of the “1-2-Many” model may be indicative of a general problem in managing
the disclosure of commercially confidential information in front of third parties who may be
in competition outside a supply chain.
Test the viability of any future delivery model based on a “1-2-Many” model;
Consider disclosure issues arising from “1-2-Many” approach.
10.3.4 Strategic Single Firm - Lessons
The Strategic Single Firm Resource Efficiency Project achieved the highest un-weighted
score of all the Innovation Projects. The project was nevertheless limited in its ability to
convert identified into achieved savings. The results from the project do, however,
suggest that there are benefits from adopting a focus on strategic single firms. Evidence
(see Section 2) shows that there are particular sectors of the North-West economy that
are responsible for a significant share of resource consumption. Within those sectors
certain enterprises will be significant. The following conclusions apply:
Allow sufficient lead time for getting initial corporate “buy in”; converting pipeline
opportunities (e.g. capital approval processes, etc).
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Allow for changes in personnel within the client company as key decision makers may
change;
Complex approval processes and systems to navigate
Potential high yield resource savings if prepared to wait
10.3.5 Single Solution Focus
Projects like the Lancashire Renewables Project provide a focus on a single type of
opportunity. This focus enables a simplified business model capable of delivering services
at a low unit cost (the lowest of all the Innovation Projects). A restricted focus can
encourage the screening out of other opportunities that would in fact be more cost
effective for the company or dilute the original scope. The Lancashire Renewables Project
did log opportunities based on energy efficiency rather than renewable energy generation
– a logical departure conforming to the principles of the energy hierarchy but,
nevertheless, outside scope.
Benefits from a clear focus but a supply push model
Relatively low unit cost of outputs achieved
Recruitment constraints less significant but still present
Outcomes per unit output are relatively smaller
Poor conversion rate for identified in achieved opportunities
Spillover opportunities less easy to include if outside the scope of whatever the
“single solution” happens to be e.g. energy efficiency on a renewables brokering
project
Strategic focus less evident
10.3.6 Importance of Payback
Payback appears to be a significant factor in the relative success of a project. The shorter
payback periods indicate a greater likelihood that an opportunity will be converted. This
finding supports secondary evidence identified in Section 2 concerning company attitudes
to resource saving and climate change issues. A counter factual is presented in the
performance of the Lancashire Renewables Project where the payback was generally
higher (due to the cost of the renewable solution relative to the cost of investment). Here
conversion was relatively low which may be explained by reluctance from companies to
follow through and access to a supply of credit. Some of the savings attributable to the
SME Lean Resource Efficiency Project did appear to require a lower level of investment
from companies.
Consider the timescale for probable conversion of identified opportunities into
achieved savings in the light of the investment requirement;
Consider partnering with a finance provider to assist with investment requirements if
these are known.
10.3.7 Lean “Green” Alignment – Issues
Generally, the SME Lean Resource Efficiency Project tended to perform well on the
measures used in this study. A note of caution does however have to be applied where
savings have been logged that may not be entirely “green”.
Lean principles should create compatible drivers within firms that encourage resource
efficiency but a “green” outcome can not be assumed from a lean efficiency
programme
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Lean interventions can lead to non green outcomes especially in relation to the
treatment/ management of inventory where decreased inventory is made at the
expense of more transport resource consumption leading to more carbon use.
Inventory increases can have differential resource efficiency outcomes. It may make
sense to maintain higher inventories (use example from the Food and Drink Sector)
Need to have clear methodologies and specific material resource measurement
10.3.8 Funding Flexibility - Lessons
The results show the advantages of using a project based funding mix that allows for
working with non SMEs. Inevitably supply chain work requires working with non SME
based enterprises that occupy the upper tier of a supply chain. It is a mistaken belief that
larger companies have the capacity to engage and encourage their supply chains to
participate in a project without assistance especially if the large company is represented
by a branch operation. NWDA funding enabled participation of these companies and in
the case of Strategic Single Firm Resource Efficiency Project wholly funded a project.
Build in funding flexibility for non SME participation in projects.
10.3.9 Sector Composition of Savings
Different sectors yield different types of resource savings opening up the opportunity to
focus on certain types of resource savings in preference to others. The dilemma comes
from the dangers of narrowing the scope of a project in such a way that “easy win”
resource savings are missed.
10.4

Development of Issues to Support Future Innovation
Programmes

10.4.1 Future Development Issues - Strategic
Improve knowledge of resource intensity within priority sectors to create a reliable
baseline for future projects
Use enhanced knowledge to improve targeting and understand how effective
interventions are in relation to overall problem
Review strategic implications of reducing transportation resource consumption by
backfilling missing elements of a sector in NW (subject to reality check)
Agree common stance with lean management initiatives on treatment/ management
of inventories
Investigate opportunities for working cross boundary where sensible for sector e.g.
Northern Way
Consider the strategic balance adopted by ENWORKS between the benefits of
working with a restricted range of enterprises responsible for significant resource
consumption e.g. Strategic Single Firm and the traditional SME with a much lower
resource footprint. Strategic risks include the longer lead time for the large strategic
projects which mean that reporting benefits are going to take longer.
10.4.2 Development Issues – Operational
Consider a “proof of concept” stage for any supply chain project involving a new
sector multiplier (whose credentials are unknown) to remove “optimism bias”
Allow for a longer lead time for projects to move through the pipeline.
Quantify resource savings only eligible from hard actions identified as a result of
awareness not awareness itself through any predetermined formula
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Aggregation of savings attributable to different actions to be discouraged to
encourage transparent accounting
Encourage the transfer of experience between any future innovation projects to take
place at a mid point and end point
10.5

Impact of the Business Environment on Programme Performance

The Innovation Programme was implemented during the worst recession since the 1930s
whose effects are still evident at the time of writing this report. The evaluation exercise
wished to test the effect of the recession on the programme.
Whilst the recession has undoubtedly had an effect, the impact has been a mix of the
positive and negative.
Table (10.3) Recession Issues
Recession
Issue

Discussion

Sectors

At a sectoral level there has been a differential impact with some
businesses literally fighting for survival. The response to a catastrophic
drop in trade brought forward different responses which did appear to
have a sector bias. In the automotive sector, the response tended to be
an emergency retrenchment to keep the business going which meant
people got diverted off the innovation programme to do other things. For
other businesses, resource efficiency became more appealing as a
means of achieving cost efficiencies at the same time.

Resource
Efficiency
Message

The opportunity to reduce business costs through resource efficiency did
seem to have an appeal especially during a recession. This appeal may
have been stronger than developing a company’s green credentials (e.g.
corporate social responsibility). The weighting on companies motivation

Recruitment

Some participant recruitment problems do appear to have been rooted in
the recession however the effect does appear to have focused on a
select number of sectors and businesses within sectors.

Opportunity
Conversion

The “credit crunch” may well have played a role in the causing the
pipeline to “silt up” as companies found it increasingly difficult to raise
financing to do works necessary to realise an opportunity identified. This
suggests a focus on so called low hanging fruit might be appropriate
where things can be done for minimal capital investment or through
operational funding (although this has tightened as well).
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Appendix A
Lean Production and
Resource Efficiency
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Lean and Resource Efficiency
Venkat and Wakeland state that “lean” is based on the premise that compressing time
reveals hidden quality problems and that their resolution leads to more efficient, costeffective business processes. If time compression always implies lower emissions, then a
leaner system is always greener as measured by emissions. If time compression does not
always lead to lower emissions, then further changes to the lean system may be required
in order to make it greener.
Venkat and Wakeland went onto use simulation modelling to examine this proposition.
The results showed that supply chain emissions are highly sensitive to the frequency and
mode of delivery of goods as well as the type and amount of inventory stored at each
company.
The results suggest that lean supply chains are not necessarily green, although they
could turn out to be green in certain cases. The main impediment appeared to be
distance. While lean supply chains typically have lower emissions due to reduced
inventory levels, the frequent replenishment at every point in the provision stream
generally tended to increase emissions.
A lean supply chain located entirely within a small region may be able to reconcile a lean
approach with emissions due to the low levels of inventory and short shipping distances.
As distances increase along the supply chain, it is quite possible for lean and green to be
in conflict, leading to tradeoffs as well as additional opportunities for optimization.
Simons and Mason (2002) developed sustainable value stream mapping by adding a
sustainability metric (supply chain carbon dioxide divided by market weight of product) to
the conventional value stream mapping process. Similarly, Karp (2005) advocates adding
environmental aspects to value stream maps.

K:\PROGRAMMES\EBS 2007-2010 (X00630PR)\ENWORKS\TENDERED
PROJECTS\TENDERS\TENDERS AUGUST 09\LIVE
PROJECTS\INNOVATION PROJECTS REVIEW\FINAL REPORT\FINAL
PUBLISHED\ENWORKS_REPORT_REVISION_FINAL_ISSUE(090113).DOC
X

Ove Arup & Partners Ltd

ENWORKS

Innovation Projects Evaluation
Innovation Projects Evaluation

Appendix B
Glossary
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Glossary
Term/ Acronym

Definition

Achieved Saving

A saving that has been identified as an opportunity on the Efficiency
Toolkit which has actually happened.

Additionality

An impact arising from an intervention is additional if it would not have
occurred in the absence of the intervention.

Attribution

The apportionment of impacts to take account of different sources of
funding.

Benchmarks

Standards by which the performance of an intervention can be
assessed in a non-arbitrary fashion. Ideally, benchmarks should allow
us to compare the performance of an intervention with that of other
policy instruments in the same field of action or in a related one.

Central management
team

Refers to the ENWORKS central team responsible for acting as client
for the individual Innovation Projects

Contractors

Term refers to the organisations under contract to deliver an
Innovation Project.

Deadweight

Expenditure to promote a desired activity that would in fact have
occurred without the expenditure.

Displacement

The degree to which an increase in productive capacity promoted by
an intervention is at the expense of other individuals, groups or areas.

Economic cost (or
opportunity cost)

The value of the most valuable alternative use.

Economic efficiency

This is achieved when nobody can be made better off without
someone else being made worse off.

Effectiveness

A measure of the extent to which a project, programme or policy
achieves its objectives.

Efficiency

An assessment of how economically an intervention's inputs have
been converted into outputs.

Efficiency Toolkit

The ENWORKS Efficiency Toolkit used to log data on resource
efficiency opportunities.

ERDF

European Regional Development Fund

ERDF Co-Financing

Refers to the combination of ERDF grant funding and eligible match
funding
Retrospective analysis of a project, programme, or policy to assess
how successful or otherwise it has been, and what lessons can be
learnt for the future.

Evaluation

Externality

The non-market impacts of an intervention or activity which are not
borne by those who generate them

Gross outputs

The total outputs resulting directly from a programme or project
(before taking account of attribution and additionality).

Gross attributable
outputs

The proportion of total outputs that would not otherwise have been
secured without the intervention.
Gross value added (GVA) measures the contribution to the economy
of each individual producer, industry or sector in the United Kingdom.
All resource savings identified through logging an opportunity onto the
Efficiency Toolkit irrespective of achievement.

Gross value added
Identified Savings
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The Impact Evaluation Framework (IEF) explains the purpose,
approach and methods for the evaluation of the impact of the English
Regional Development Agencies (RDAs) and their contribution to the
achievement of regional and national objectives.
A general term used to describe the effects of a programme on
society. Impacts can be either positive or negative and foreseen or
unforeseen. Initial impacts are called results, whilst longer-term
impacts are called outcomes.

Inputs

The human and financial resources involved in the implementation of
an intervention.

Information Asymmetry

Information asymmetries may take several forms, for example adverse
selection, moral hazard or uncertainty. Where there is unequal or
asymmetric information between parties, particularly about the quality
of the good or service on offer, the ‘uninformed’ side of the transaction
finds itself trading with exactly those people they would not want to.
This is referred to as adverse selection and discourages the efficient
operation of the market. Alternatively, a reluctance to offer services
can arise where the parties to a transaction face different incentives
after a service has been purchased, for example in relation to
insurance. Thirdly, uncertainty or a lack of information about future
returns may prevent efficient investment decisions which may be
exacerbated by incomplete markets for finance or insurance because
of adverse selection and moral hazard

Intervention

A generic term used to cover all public actions.
The conceptual link from an intervention's inputs to the production of
its outputs and, subsequently, to its impacts on society in terms of
results and outcomes. The examination of the programme's
intervention logic will be of central importance in most evaluations.
Ability to achieve more with less resource, by the continuous
elimination of waste.

Intervention logic

Lean Manufacturing
Market failure
Needs

An imperfection in the market mechanism that prevents the
achievement of economic efficiency.
The socio-economic problems which an intervention aims to address,
expressed from the point of view of its target population.

Net outputs

The total outputs resulting from an intervention after taking account of
attribution and other additionality.

Optimism bias

The demonstrated systematic tendency for appraisers to be overoptimistic about key project parameters, including capital costs,
operating costs, works duration and benefits delivery.
The longer-term impact, usually expressed in terms of broad socioeconomic consequences, which can be attributed to an intervention
(e.g. a reduction in the number of long-term unemployed).

Outcomes

Outputs
Pipeline Saving
Policy

Programme

Project

The goods and services produced by an intervention (e.g. training
courses for the long-term unemployed).
A resource saving that has been identified but has not been logged as
achieved.
A set of activities, which may differ in type and have different direct
beneficiaries, directed towards common general objectives. Policies
are not delimited in terms of time schedule or budget.
A set of organised but often varied activities (a programme may
encompass several different projects, measures and processes)
directed towards the achievement of specific objectives. Programmes
have a definite time schedule and budget.
A single, non-divisible public intervention directed towards the
attainment of operational objectives, with a fixed time
schedule and a dedicated budget.
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A public good is where one person’s consumption of it does not
prevent anyone else from consuming it as well (non rival) and where it
is also impossible to restrict consumption of the good to those who pay
for its provision (non excludable)
.

Stakeholders

Strategic Added Value

Substitution

Supply Chain

Thematic evaluation

Uncertainty

Value for money
Variance

The various individuals and organisations who are directly and
indirectly affected by the implementation and results
of a given intervention, and who are likely to have an interest in its
evaluation (e.g. programme managers, policymakers,
and the programme's target population).
Strategic Added Value reflects the ability of RDAs to influence their
partners’ and stakeholders’ behaviour and performance other than
through their programme and project spend. It may take several forms:
leadership and catalyst – communicating effectively economic
development needs, opportunities and solutions to
stakeholders;
influence – affecting the behaviour and allocation of funds and/or
activities by stakeholders;
leverage – securing funds to contribute to the objectives of the
Regional Economic Strategy;
synergy – improving information and knowledge exchange with and
between stakeholders, and coordination of
stakeholders, for a more effective policy response; and
engagement – mechanisms that involve stakeholders in the design
and delivery of activities.
The situation in which a firm substitutes one activity for a similar
activity (such as recruiting a different job applicant) to take advantage
of government assistance.
Supply Chain Management encompasses the planning and
management of all activities involved in sourcing and procurement,
conversion, and all logistics management activities. Importantly, it also
includes coordination and collaboration with channel partners, which
can be suppliers, intermediaries, third-party service providers, and
customers
An evaluation which focuses on one or more themes which are
common to several different interventions (programmes or other
activities), for example, effects on the environment or on small and
medium-sized enterprises.
The condition in which the number of possible outcomes is greater
than the number of actual outcomes and it is
impossible to attach probabilities to each possible outcome.
Value for money defines the relationship between economy, efficiency
and effectiveness.
A descriptive statistic which provides a measure of dispersion.
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Other references
Groundwork acts as an “accountable body” Mark Atherton (2010)” Understanding Linkages and
Regional Added Value”, NWDA
ENWORKS (2009) “BUSINESS ATTITUDES TO RESOURCE EFFICIENCY”
URS (2009) “Perceptions of Climate Change in the North West”, NWDA
DG V “Annex - The EU sustainable development strategy” – recent developments Directorate G –
Sustainable Development and Integration, ENV.G1 – Sustainable Development and Economic
analysis, Brussels, April, 2003
DG V “Annex - The EU sustainable development strategy” – recent developments Directorate G –
Sustainable Development and Integration, ENV.G1 – Sustainable Development and Economic
analysis, Brussels, April, 2003
HM Treasury (2000), ‘Productivity in the UK: Evidence and the Governments Approach’. This
specific paper can be found here: http://www.hm-treasury.gov.uk/media/D/C/ACF1FBA.pdf , the
productivity in the UK series of papers can be found here: http://www.hmtreasury.
gov.uk/documents/enterprise_and_productivity/the_evidence/ent_prod_index.cfm.
Technology Strategy Board (2009) “Resource Efficiency Strategy 2009-2012” TSB
NWDA (nk) “Making it Happen The Sustainable Consumption and Production Action Plan for
England’s Northwest 2010-2012”
NWDA Web site http://www.nwriu.co.uk/aboutus/2626.aspx
kWh/tonne
kWh/litre
Carbon Trust Conversion
Factors
Fuel oil
12,111
11.84
LPG
13,750
6.98
Gas/ diesel oil
12.639
10.96
Burning oil
12.833
10.31
Petrol
13,083
9.61
http://www.carbontrust.co.uk/cut-carbon-reduce-costs/calculate/carbon-footprinting/pages/conversionfactors.aspx#Energy%20units%20into%20kWh
Stratagem (2002) “North West Automotive Cluster Mapping” NWDA
The Manufacturing Institute “What is Lean?”
http://www.manufacturinginstitute.co.uk/text.asp?PageId=89
ENWORKS EFFICIENCY TOOLKIT – Briefing Note – September 08
ERDF Co-Finance concerns allocations made in support of the North West Operation Programme
based on support of Small and Medium Sized Enterprises
Impact of RDA spending – National report – Volume 1 – Main Report March 2009, BERR
Quantification of the business benefits of resource efficiency A research report completed for the
Defra by Oakdene Hollins and Grant Thornton. October, 2007

K:\PROGRAMMES\EBS 2007-2010 (X00630PR)\ENWORKS\TENDERED
PROJECTS\TENDERS\TENDERS AUGUST 09\LIVE PROJECTS\INNOVATION
PROJECTS REVIEW\FINAL REPORT\FINAL
PUBLISHED\ENWORKS_REPORT_REVISION_FINAL_ISSUE(090113).DOCX

Page B4

Ove Arup & Partners Ltd

ENWORKS

Innovation Projects Evaluation
Innovation Projects Evaluation

Appendix C
Standard Questionnaire
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Organisation
1. Interviewee Name

2. Employee Size

3. Turnover

4. Years in Business

5. Type

Non Profit 

Profit 

Public 

6. Location

7. Business

8. What were your aspirations in relation to project e.g. continuity in relation to the flow of
work under the extant existing main programme? What were the objectives of the project?
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Design Stage
9. Where did the idea come from?
i. Was the project design based on transferable experience from elsewhere in the
world/ region/ company?

10. What was the evidence supporting the need for the project?

11. What were the original intentions of the project at the design stage?

12. Did the project design involve doing something differently within your company or did it fit
within your core workload?
i. if so, how was this new need to be met e.g. retraining/ reallocation/ acquisition of
skills new to the company?

13. Was this project considered innovative in relation to the region, the sector/ cluster,
resource efficiency, etc?
i. If so – how was it innovative?

14. What measures were taken to ensure that the project itself would be resource efficient in
terms of its own delivery e.g. people travelling by train, use of video conferencing, etc?

15. What mechanisms were available to recruit participant companies?
i. Had these been used before on a similar or related project?

16. What were the benefits of participation for companies?
i. How were the benefits communicated?

17. Was the resource efficiency measured explicitly? How?

18. Was a risk register established for the project
i. How was this reviewed?

19. How were the project services to be delivered to participants e.g. through workshop,
counselling / assistance)

20. How much background research was established with regional stakeholders to validate the
project need prior to submission e.g. through Manufacturing Advisory Service?
K:\PROGRAMMES\EBS 2007-2010 (X00630PR)\ENWORKS\TENDERED
PROJECTS\TENDERS\TENDERS AUGUST 09\LIVE PROJECTS\INNOVATION
PROJECTS REVIEW\FINAL REPORT\FINAL
PUBLISHED\ENWORKS_REPORT_REVISION_FINAL_ISSUE(090113).DOCX

Page C2

Ove Arup & Partners Ltd

ENWORKS

K:\PROGRAMMES\EBS 2007-2010 (X00630PR)\ENWORKS\TENDERED
PROJECTS\TENDERS\TENDERS AUGUST 09\LIVE PROJECTS\INNOVATION
PROJECTS REVIEW\FINAL REPORT\FINAL
PUBLISHED\ENWORKS_REPORT_REVISION_FINAL_ISSUE(090113).DOCX

Innovation Projects Evaluation
Innovation Projects Evaluation

Page C3

Ove Arup & Partners Ltd

ENWORKS

Innovation Projects Evaluation
Innovation Projects Evaluation

Recruitment of Participants
21. What type of network was used to recruit participants?

22. How would you rate the effectiveness of the recruitment?

23. Was participation reliant upon a third party e.g. a customer of a smaller company exerting
pressure?

24. Was the message communicated effectively? (e.g. web sites, promotional events, through
Business Link)

25. From your perspective, did working within the regional context mean that you could not
work with parts of your supplier chain? Are there any consequences of this?

26. Did the size of the firm make a difference if you worked with them?

27. What was the total cost for recruitment and marketing and what were the timescales
involved?
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Project Implementation
28. Did any prior identified risks cause problems to the project? (e.g. staff leaving, illness,
participant recruitment)

29. Did any unanticipated risks cause problems to the project? (e.g. staff leaving, illness,
participant recruitment)

30. What was the impact of the recession on the project?

31. Did particular stages in project implementation take longer than anticipated e.g. recruiting
staff to deliver it or recruiting participants?

32. Were there difficulties in establishing eligibility to participate?

33. Did participants understand what was expected from them?

34. Was the project service delivery model maintained during the course of the project?
i. If not – how did this change?
ii. What were the consequences of the change?

35. How easy was it to capture beneficiary information during the course of the project?
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Outputs, Outcomes and Impacts
Outputs



Were the targets set at the correct level? Or too high/low?



What outputs do you expect to have achieved by the end of the
project? Are there any areas under or over? What are the reasons for
this?



How easy has it been to identify cost savings/resource efficiencies
within businesses? Was it more/less difficult than expected and
why?



Describe the nature of the opportunities you identified?



How were unit values, resource savings and capital costs are
calculated?



What were the barriers to converting pipeline outcomes into actual
outcomes and how could these barriers be removed?



To what extent do you expect pipeline outcomes to be converted into
actual outcomes in the future? What will determine whether
outcomes are achieved in practice?

Outcomes

Once inside the businesses there were no problems in identifying
cost savings and resource efficiencies – same scale as with previous
experiences.

Impacts



Describe the impact that your work has had on the beneficiary
businesses?



Has the project had a significant impact on economic and
environmental performance?



Are there impacts on the beneficiary businesses which are not
recorded on the toolkit? For example – awareness, attitude,
understanding of new technologies/processes.
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Programme Level Perspectives
36. What are your perspectives on ENWORKS project management (highs and lows)

37. What are your perspectives on the indicators used to assess project performance
(changes, deletions, substitutions)

38. What lessons are considered transferable from other projects in the innovation
programme?

39. Did you derive any value from networking between projects?

40. Was the toolkit an effective means of recording project performance metrics?
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Project Perspectives
41. What were the highs and lows?

42. What would you do different second time round?

43. What would you do exactly the same? What worked well?

44. Is there scope for producing a hybrid from the learning experience? What can be
replicated?

45. Are there any barriers to mainstreaming this model?

46. Overall – what reflections do you have in relation to the main programme?

47. Do you have any further points that you would like to make?
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