COMPARISON WITH OTHER NATIONAL PARK AUTHORITIES


Appendix
PERFORMANCE IMPROVEMENT REVIEW: 
Restoration of traditional field barns
THE ISSUE
In what area are we under-performing?

1. The number of field barns that are being restored for agricultural purposes each year with advice or assistance from the Authority has dropped dramatically in recent years.  The Authority failed to meet its targets in 2006/07 and 2007/08.  As a result, the Authority failed to meet its 3-year objective to “advise and assist in the restoration of 80 field barns by March 2007”, and at the end of 2007/08 was behind schedule in meeting its new objective to “advise and assist in the restoration of [a further] 60 field barns by 2010”. 
Why does it matter?

2. Field barns are specifically identified within the National Park Management Plan as one of the ‘special qualities’ of the Yorkshire Dales National Park:

Livestock farmers over several centuries created a traditional pastoral landscape much of which survives. This historic landscape is of great beauty and acknowledged as of international importance, including:

•
traditional stone-built field barns, the density of which in some parts of the Dales, notably Swaledale, Wharfedale and Wensleydale, is unique.

3. In addition to their contribution to the landscape, they include many buildings (and their internal and external features) that are of historic or architectural importance.  

4. Collectively, these buildings also have a massive potential economic value.  Indirectly, they are part of the special qualities that bring so many tourists (and so much expenditure) to the Park, and their maintenance and restoration supports jobs in the local construction industry.  More directly, each building has an actual and potential economic value dependent on its current use and/or potential for conversion to some other use.   Finally, the materials (stone, slate etc) that make up each building are themselves of considerable value.
5. The scale of the current conservation ‘deficit’ is set out below:

· It is estimated that there are some 4,500 ‘field barns’ (located outside the farmstead) within the Park
· 45% of field barns (2,025) are in ‘poor’ or ‘very bad’ condition

· Over the last three years, an average of 16 field barns have been restored each year
.
What are we supposed to be achieving?

6. Restoration of field barns is not one of the Authority’s priorities.  Such work forms part of the ‘Building Conservation’ programme.  The programme is in the second of the two groups of programmes “where we will maintain a good level of service and/or make steady improvements”.

7. For the 2007/08 financial year, the Authority’s target was to provide advice and assistance on the restoration of 10 field barns.  This was the first year of a new three-year objective to:


Advise and assist in the restoration of 60 traditional field barns by 2010. 

8. The main means of delivery of public sector funding for barn conservation work is through Natural England’s agri-environment schemes – the ‘classic’ schemes (ESA and Countryside Stewardship) and the relatively new Environmental Stewardship Higher Level Scheme.  The Authority provides specialist advice to Natural England and farmers/landowners on specific restoration proposals.  The Authority’s targets are set on the basis of an assessment of the likely level of funding that will be provided by Natural England and their priorities for the scheme.  
CURRENT PERFORMANCE
What are we actually achieving?

9. The Authority’s performance over the last 4 years is shown below:
	
	04/05
	05/06
	06/07
	07/08
	08/09

	No. of field barns for which YDNPA has provided advice or assistance
	32
	25
	16
	6
	123


10. However, since the decision to carry out this review, the situation has been transformed.  In May 2008, Natural England re-opened its ‘classic’ schemes (ESA and Countryside Stewardship) for capital works.  As a result, there has been a huge increase in applications for barn restorations, with 123 submitted this year.  Almost all of these have been in the Richmondshire part of the Park.  Natural England anticipates a similar number of applications in 2009/10 — before funding ends in March 2010.
What resources are we putting in?
11. Up until 2003, the Authority employed a full-time Barns and Walls Conservation Officer to run the Authority’s Barns and Walls Grant Scheme.  The scheme provided grants worth £100,000 per year (£50,000 each from YDNPA and EH) and restored 15-20 barns each year.  The officer was also responsible for responding to consultations from what was then the Rural Development Service on applications for grants to restore barns through the ESA scheme.   The total cost to the Authority in grants and staff time was in the region of £80,000 per year.

12. The scheme ended abruptly in 2003 because of a legal technicality relating to the lack of prior formal approval of the grant scheme by the European Commission.  Shortly after, Defra (prompted by the Haskins Review) began its drive to streamline the proliferation of environmental grant schemes.  As a result, Defra began to encourage NPAs to move away from their own small grant schemes and towards working with the national statutory agencies to deliver their national grant schemes.

13. Since then we have concentrated on supporting the ‘mainstream’ grant schemes (notably Natural England’s ESA and Environmental Stewardship Higher Level Scheme).  Our role has become largely one of commenting/advising on applications, as well as seeking to influence their targeting of agri-environment schemes.
14. Since the Authority’s scheme ended, the level of direct financial support has dropped to zero.   The level of staff resource had also dropped dramatically – to only 3 days of staff time in 2007/08, when there were only 6 consultations.  
15. However, this year the level of staff resources has increased significantly.  Averaging out the current workload over a 12 month period would equate to between 0.1 and 0.2 full time equivalent staff.
How is the service being delivered?
16. The Authority’s technical advice service is being provided in-house – currently by the Assistant Building Conservation Officer (Band D).  The main part of the service (i.e. funding the restoration of the buildings) is provided by Natural England through the national agri-environment schemes.
Does it represent value for money?
17. The first thing to say is that the level of resources that the Authority has been putting into this area of work is very low.  Judging whether this represents value for money is difficult because of both the difficulty of quantifying the ‘value’ of involvement in restoring a barn, and the significant variations in the level of restoration from building to building.  

18. Nonetheless, the group has made some assessment of value for money.  The table below shows an estimate of the cost of the service over the last two financial years: 

	Year
	No. barns consulted on
	FTE
	Cost
	£ per barn

	2007/08
	6
	0.012
	£396
	£66

	2008/09
	123
	0.1
	£3,300
	£27


19. The group has also made comparisons with other NPAs.   Annex A shows comparative data for the 6 national park authorities that provided data.  The figures suggest that:

a) the Authority’s resource costs have been lower than those for other NPAs; and,

b) the outputs achieved were broadly similar to, if not better than, other NPAs.

20. On that basis, the group concluded that the service does represent good value for the Authority’s money, and good use of the Authority’s specialist expertise.

THE EVALUATION
Are the current objectives realistic given the current priority of the programme?

21. The group is in no doubt that the original objective (which equates to 20 barns per year) was, and remains, realistic given the importance of field barns as one of the Park’s special qualities and the total level of resources available from agri-environment schemes.  

22. In light of the additional resources that have been made available in 2008/09 and 2009/10 (see para 10), the current objective will now be comfortably exceeded.  However, the additional funding ends in March 2010 and – before then – the Authority will need to have set a new objective based on the outcome of discussions with Natural England and English Heritage, and the outcome of the fundamental review of Authority priorities later this year.
Why are we not achieving the desired result?

23. The current objective was set in 2006/07 on the basis of the Authority’s then estimate of the likely level of resources that would be available through the main national agri-environment schemes.  The key reasons for the objective not being achieved are (in order of priority):

· the prioritisation of available agri-environment funding towards achieving the Government’s 2010 PSA target on SSSIs.

· national levels of funding for agri-environment schemes.   Natural England placed a moratorium on new capital projects under the ESA and Countryside Stewardship schemes), and the regional HLS budget for traditional buildings is set at £0.5 million;

· the national changes to the main agri-environment schemes (notably the introduction of the Environmental Stewardship Scheme).  Under HLS, funding is targeted on buildings that are judged to be at high risk and historically important.  On the basis of the way in which historic importance is assessed, the vast majority of Dales’ barns do not meet these criteria.
24. As mentioned above (see para 10), despite initial shortfalls, the objective will now be significantly exceeded as a result of the short-term injection of funding through the ‘classic schemes’.  The ending of the current PSA target in 2010 should provide Natural England with more flexibility to direct resources towards traditional farm buildings.

What are the potential options for improvement given the current priority of the programme?

25. The most obvious option (that is directly within the Authority’s control) to increase the number of barns restored each year would be to re-introduce an Authority grant scheme (see para 11).  In light of the current priority of this area of work, such an approach is not considered realistic.  A smaller programme might be feasible but would be likely to suffer from lack of economies of scale.
26. The group has concluded that there are a number of ways in which the service could be improved without significant additional expenditure.  These can be broadly grouped as follows:

a) Enhanced working arrangements with Natural England

Members will be aware that the Authority has entered into new joint-working arrangements with Natural England for 2009/10.  These include the Assistant Building Conservation Officer acting as the lead officer for all barn restoration projects being funded through agri-environment schemes.  This will remove the need for formal consultation with the Authority, helping to speed up the process.  Ideally, this model should continue in future years.

As part of the new joint-delivery arrangements (see above), the Authority will receive a two-stage payment for each barn successfully restored.  

b) Increase resources through main agri-environment schemes


Regionally, Natural England is currently estimating that, from 2010/11, the number of barns restored each year is likely to drop back to around a dozen – with all the funding coming from Environmental Stewardship Higher Level Scheme.  The group believes that this is not commensurate with either the need or the value of the field barn resource within the Park.  The Authority should lobby strongly for an increase in future levels of funding available for field barn restoration.

c) Balanced targeting 


The key issue is to ensure that public money is being spent on the most important barns, individually and collectively.  For individual buildings, the recently-established NE/EH criteria are a very good starting point but would benefit from some refinement to take account of local conditions in the Dales.  However, the current criteria do not accurately reflect the wider collective ‘landscape value’ of field barns in the Yorkshire Dales National Park – most notably within the two designated Barns and Walls Conservation Areas.  
d) Improve the evidence base


In order to inform many of the above improvements, the Authority and its partners need to have access to good, accurate information on the condition, location and extent of the field barn resource in the Park.  The condition survey carried out in 2007 (see para 5) has already provided valuable data but needs wider promotion (see below).  

A ‘pilot’ for a comprehensive ‘census’ of all barns has been launched using local volunteer groups.  In light of this review, there is a need to ensure that all the necessary data is being collected before launching the full census.  In particular, it would be helpful to be able to distinguish between:

· the uses made of field barns and barns within farmsteads;

· field barns that are close to roads and those that are not. 

e) Raise awareness

In many cases, restoration of a barn will depend on the owner of the building being aware of either the potential grants available or the potentially productive uses to which the building could be put (either commercial or residential).  Anecdotally, there is evidence that owners are not aware of the range of options available, nor of the Authority’s actual planning policies.  In addition to promoting the availability of agri-environment (and other) funding, the Authority should do more to promote the opportunities for the wider re-use of field barns.


The Authority also needs to raise awareness of the scale of the current ‘conservation deficit’ (see para 5) amongst the relevant public bodies at national and regional level.

Finally, there is a need to raise awareness of the current ‘conservation deficit’ and the latest information on the type and extent of field barns within the Authority itself to ensure that the data is being used to inform decision-making and the development of future Authority policies – notably in relation to the Local Development Framework.
Are there any other options?
27. As part of this review, a number of other – more radical – options have been considered:

a) Stopping the service


Provision of the service is not a statutory requirement, so it would be open to the Authority to stop providing it.    However, the group’s view is that this would be inappropriate given: the importance of field barns as part of the Park’s special qualities, and their relative importance within the Authority’s priorities; and, the added value that is provided through the Authority’s specialist expertise.
b) Set lower objectives


On the basis of the current objective, it would take 100 years to restore all the field barns that are currently in ‘poor’ or ‘very bad’ condition.  So, it might well be argued that the objective is already too low.    
c) ‘Contract out’ some or all of the service


Since the work involves only one officer, such an approach is entirely feasible.  There are consultants in the private sector who would be able to take on this work, and this is the approach being taken by the Lake District National Park Authority.  There are two reasons why the group concluded that this would not be the best option.  First, it would undoubtedly be more expensive, particularly now that the Authority is receiving a fee (see para 26a)) for delivering services on behalf of Natural England.   Second, it would diminish the Authority’s direct relationship with Natural England, and the opportunities to influence/work with NE staff.  This is particularly important given the desire to influence the future targeting and level of funding for restoration of traditional agricultural buildings.  While not recommended at this stage, the Authority should keep the position under review since contracting out some or all of the service may become the best option if circumstances change (e.g. if there were a sudden significant increase in the number of applications).
d) Maintain the current level of service but use fewer resources. 


The current costs of the service are ‘de minimis’.  There is no realistic scope to cut costs further – other than by stopping the service (see option a) above). 
Future action

28. A recommended action plan is attached at Annex B, together with a timetable, lead officer and estimated costs.

29. Members should note that the costs shown are the additional costs over and above the budget and corporate Action Plan that have already been approved for 2009/10.   In most cases, these ‘costs’ relate to officer time.  However, should Members approve the attached action plan, the proposed work with English Heritage to map farmstead character (Action 4d)) would require formal approval from the Finance and Resources Committee for expenditure from the ‘opportunities fund’.
Annex A
Recent arrangements
	
	Lakes
	Peak
	Exmoor
	N’land
	Moors
	New Forest
	Dales

	Involvement
	No
	Yes
	Yes
	No
	Yes
	Yes

	Yes

	How
	n/a
	Farm Conservation Scheme - grants, and technical and specialist advice;

Advice and technical support to NE on ESA, HLS etc 
	Farm Conservation Scheme - advice and (very) small grants.

Advice and technical support to NE on ESA, HLS etc 

	n/a
	Farm conservation scheme

Advice and technical support to NE on CSS, HLS etc
	Advice and grants for listed buildings at risk.

Advice and technical support to NE on ESA, HLS etc.  
	Advice and technical support to NE on ESA, HLS etc. 

	Costs:
	
	
	
	
	
	
	

	
Spend
	None
	£10,000
	???
	None
	£25,000
	£5,000
	None

	
Staff time
	None
	???
	???
	None
	10 days
	10 days
	3 days

	
Income
	None
	No
	No

	No
	No
	No
	No

	Outcomes:
	
	
	
	
	
	
	

	
Own grants
	n/a
	1-2 buildings
	???
	n/a
	3-4 buildings
	1 building
	0

	
Through NE
	n/a
	3-4 buildings
	???
	n/a
	???
	1 building
	6-10 buildings


  

???
Indicates data not provided.

Annex B
ACTION PLAN

	
	Action
	Cost
	Lead officer
	Date

	
	
	
	
	

	1
	Enhance working arrangements with Natural England
	
	
	

	a)
	YDNPA to act as lead for barn restoration projects under agri-environment schemes
	£0

	DM
	May 09

	b)
	Seek to continue new fee-based arrangements with Natural England.
	£500

	GS
	Dec 09

	c)
	With NE and EH develop new Authority objective for field barn restoration beyond March 2010.
	-
	GS
	Sep 09

	
	
	
	
	

	2
	Increase resources through main agri-environment schemes
	
	
	

	a)
	Lobby Natural England and others regionally and nationally for a significant increase in the available resources for field barns beyond 2009/10.
	£5004
	GS
	Sep 09

	b)
	Establish the minimum level (%) of grant necessary to make field barn restoration viable
	£5004
	DM
	Mar 10

	c)
	With YDMT, EH and others, review the potential for securing additional funding for restoration schemes from other sources 
	£1,0004
	GS
	Sep 10

	
	
	
	
	

	3
	Balanced targeting
	
	
	

	a)
	Work with NE and EH to further develop guidance for project officers so as to give greater prominence to field barns
	£5004
	DM
	May 10

	b)
	Seek to amend Natural England’s targeting criteria so as to give greater emphasis to the collective ‘landscape value’ of barns and the high visual impact of some individual barns
	£1,0004
	GS
	Feb 10

	c)
	Amend internal consultation procedures to ensure planning officers or the Listed Building Officer are being consulted where necessary.
	£2504
	PW
	May 09

	
	
	
	
	

	4
	Improve the evidence base
	
	
	

	a)
	Complete current pilot census of traditional farm buildings, and review future data needs in light of this review
	£2504
	DM
	May 09

	b)
	Launch comprehensive census of traditional farm buildings and set up appropriate data records
	-
	DM
	Jul 09

	c)
	Set up arrangements to allow planning data to be extracted separately for field barns and barns within farmsteads
	£2504
	PW
	Aug 09

	d)
	Work with English Heritage to ‘map’ farmstead character across the Park to inform future policy etc
	£10,000

	RW
	Mar 10

	
	
	
	
	

	5
	Raise awareness
	
	
	

	a)
	Develop a ‘field barns’ section on the NPA website, including sources of grant, good examples of re-use etc
	£1,5004
	DM
	Aug 10

	b)
	Publish and promote the results of the 2007 condition survey to key regional and national bodies
	-
	RW
	Jul 09

	c)
	Support English Heritage to publish a national ‘Character Statement’ for traditional Dales farm buildings 
	£2504
	DM
	Jul 09

	d)
	Ensure that the latest data on barns is used to inform future development of policies through the LDF
	-
	PW
	May 09

	
	
	
	
	

	
	Total
	£16,500
	
	



DM
Don McClellan


GS
Gary Smith


RW
Robert White


PW 
Peter Watson

�	A condition survey of traditional farm buildings in the Yorkshire Dales National Park 2006 – 2007, Yorkshire Dales National Park Authority, 2008.  Assessment criteria were adapted from those developed by English Heritage for use in Buildings at Risk surveys (English Heritage 1998)


� 	25 (2005/06); 16 (2006/07); 6 (2007/08).  Source:  Natural England agri-environment scheme consultations received by YDNPA.


� 	Staff costs of up to £33,000 likely to be entirely offset by fees from Natural England


� 	Estimated cost of total officer time (NB may include time of several different officers)


� With match-funding of £10,000 from English Heritage
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