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1 Executive Summary

1.1 The SSA Evaluation Study

In 2002, the Department for Transport (DfT) commissione®ipen University (in collaboration
with University College London, University of West of Englamdi & oughborough University) to
evaluate the Travel Plan Site Specific Advice (SSA) piogne, and to advise on the most
appropriate way of providing Travel Plan advice and suppdhté future. The key objectives set
for the evaluation were to assess the scope and quiatitg advice given, the impact of the advice
offered, the management of the programme, the overall f@lueoney of the scheme and how the
scheme might be improved.

As of the end of November 2003, 552 organisations (284 workpladez68 schools) had been
offered advice through the SSA programme. For the purposhke ef/aluation, a survey sample
was selected to be broadly representative of the SSA pnoggaas a whole and included school
and workplace clients. The evaluation study was condulstedgh the analysis of existing SSA
documentation (including Pre-Visit Questionnaires, Inteaind Final Reports and Feedback
Forms), and structured interviews with SSA recipieatlvisors, managers of the programme and a
selection of local authorities.

The evaluation study team completed interviews withlZntcorganisations, documentation
analysis of 61 cases and interviews with 9 advisefr@senting 14 cases). Interviews also took
place with SSA Managers at AEA Technology (AEAT) and therBy Saving Trust (EST) and
with four local authorities that have promoted the use oS®& programme to support the
development of Travel Plans within their regions.

It should be noted that, during the period of the evalnattudy, Ministers agreed that the SSA
programme would continue for workplace organisationa florther two years from April 2004.

For primary, secondary and LEA maintained nursery sshdbk decision has been made that they
will no longer be able to apply for Site Specific Advice {@ssients currently underway will be
completed but no further applications from schools will be aedgpHowever, from April 2004,
£7.5m a year for at least two years has been allocafedd more local authority based School
Travel Advisers and for schools to carry out surveys aepase and implement Travel Plans. Part
of the School Travel Advisor allocation will be able to beduto pay for consultancy advice if this
is considered necessary and represents best value.

1.2 Results of SSA Evaluation

The results of the evaluation study show that, on applyin§$2, almost half of the clients had
not developed a strategic Travel Plan. Of those that the plan was still at an early stage. Around
half of clients requesting SSA were implementing Tr&lans on a voluntary basis, with around
half doing so because of planning requirements. The roosnon ways of hearing about the SSA
were via the local authority and via specific publicity abbetdcheme, and only a small number
had used reference materials such as the Travel&anrce pack or the telephone Helpline
(provided formerly by AEAT and now by TransportEnergy). Netitee-quarters applied for
advice as soon as they heard about the programme indid&#ing3A is perceived as an attractive
service to potential clients.

The survey shows that, take-up has varied strongly by regissibly suggesting variations
between councils that promote Travel Plans and SSAhasé that do not. From the parallel
research on the Local Authority Bursary schéritayas noted that only 30% of bursary holders

! Independent nursery schools will continue to be eligiblS®A from April 2004.
2 n 2001, the Department for Transport provided fundind.idr bursaries for Travel Plan co-ordinators,
available to 84 local authorities across England fatyaar period until March 2004 (Evaluation of the

4
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appear to recommend the SSA to potential clients. lalsasbeen noted that take-up of SSA has
been greater by large organisations; for non-school sasesled, the average number of
employees per client was 2,500.

For the cases sampled, on average, the time over which &S 4elvered was seven months,
typically with three site visits being combined with fdene and email follow-up from the advisor.
In most cases, five days of SSA was delivered, alththugte were some larger organisations that
received more time. Most clients and advisors weiisfigt with the time available and provided
anecdotal evidence that clients had actually received thanethe official allocation. However,

most clients and advisors indicated that they would bawefited from a relatively modest increase
in the time available to assist with implementatiorm8advisors also thought that their time

would have been better used in linking the client’'s &&an to the stakeholders in the Travel Plan
network.

Analysis of the documentation and client interviews sugipest when applying for SSA, around a
third of organisations seeking SSA often lacked a itk of what help they required from the
scheme, or the extent of the tasks they faced. Furthermeer three-quarters of clients wanted the
advisor to lead the Travel Plan process, rather thamagsitt with the development of certain
measures. This suggests that a key role for the advismp&rform a ‘mentoring’ role, to help the
client to articulate needs and to provide strategic aesistdn particular, gaining the support of
senior management is often more important than thet @tigtially envisages.

The three most common tasks undertaken by the advisors kased:durveys, liaison with external
organisations, and general mentoring. This mix of aaiiteinforces the findings that the
organisations’ Travel Plans were often at an earlyestand that the advisory role tended to be
strategic rather than focused on specific issues.eltassilts highlight that a major component of
many SSA projects is the learning process through whictligng discovers how the SSA can best
be used. It is, therefore, an important part of thesad\d role to manage this process.

There was a very positive response from SSA recipiegrding the advice given. In general,
around 80% of clients were either ‘satisfied’ or ‘veayisfied’ with both the appropriateness of the
recommendations they received, and the SSA programme lzal@ When asked what were the
most beneficial aspects of the scheme, clients mentitiedltowing: the fact that advice was

free, that advisors would provide strategic advice and stippecific tasks, having an advisor who
was time-dedicated, who could lead Travel Plan proaegsvas an independent source of
information and who could liase with network includirgp®r management. However, there was
less satisfaction with support from other organisatibos.example, clients and advisors reported a
wide range of views regarding the help that local authoatestransport operators were able to
provide.

In terms of the impact of the SSA programme, it is dbat it is having a number of beneficial
effects. In particular, both clients and advisors replartgrovement in Travel Plans, with new or
faster Travel Plan development resulting directly fromettidice. There is strong evidence that
client knowledge and understanding of the Travel Plan processgsrl due to involvement in the
SSA programme, which was also effective in strengthethiegommitment to the Travel Plans at a
number of levels, including an increase in staff time @oedey committed to the process. In
addition, analysis of client perceptions suggests thabrserinagerial commitment to Travel Plans
improved as a result of SSA.

Analysis of the Travel Plans developed through the progmashow that the three main objectives
of clients’ were to: reduce traffic, address parkingst@ints and improve alternative travel
options. In contrast, less than 30% said that theirelalan was intended to improve the
attractiveness of the organisation to staff (or studemd)only 12% were using the Travel Plan to

Programme of Bursaries for Local Authority TravelrP@@o-ordinators - Interim Report, April 2003,
Department for Transport). From April 2004, Bursaryt®esll continue for school Travel Plan support only.
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help meet the requirements of general environmental standarglst y the organisation. This
suggests a degree of isolation of travel planning from otlgam@ational functions.

The study analysed the effect of the SSA programme omvikedf successful implementation of
Travel Plan measures. Over half of clients saidttierie were travel planning developments or
changes that haahly taken place as a result of SSA, while almost two-thiegerted that
developments or changes had taken phacee quicklyas a result of the programme. The survey
shows that, around a third of infrastructure and orgdaisgtmeasures recommended have been
successfully implemented to some degree. Whilst the oysctlire seems broadly positive, it is
also clear that nearly all clients examined to dageewanable to implement at least one of the
measures recommended by their advisor. The main reas@mslyi clients were stakeholder
opposition or a lack of resources.

Clients and advisors were largely positive about the ovaatiagement for the programme.
However, regarding the application process, clients indidatadt was difficult to provide some of
the requested information for the Pre-Visit Questiomnpiior to receiving advice. In its defence,
the application procedure (including paperwork) is likelyedilbering out less committed potential
clients. Nearly all advisors offered possible suggestsn® how the current programme might be
improved. These included: a streamlining of the payment puoegedhore information and/or
training, a more stringent client selection process aadéeed to strengthen regional Travel Plan
networks.

A number of observations can be drawn from interviemslucted with the four local authorities
that had supported a relatively large number (a ‘clystEISSA projects. The first is that the most
successful authorities (in relation to SSA) appear to bertae who have a clear strategy for Travel
Plans in their region. The precise strategies vary atimessountry and involve, by necessity,
different approaches. However, having a strategy seemsatssbeiated with success more than the
precise details of the strategy itself. Secondly, sufiddssal authorities are also those who have
dedicated staff for the purpose (either funded through thergugslaeme or self-funded).

Although different in emphasis, style and extent, martheflocal authority strategies investigated
have a number of important features in common. Theidifsaving transparent selection criteria
with which to select those organisations that shoulofteeed Travel Plan support. The second
common approach is to develop formal or informal methods$etatify which organisations are
likely to be most receptive in receiving SSA (or ottserpport. A third success factor for SSA is for
local authorities to take a long-term view of TravellRigvelopment in their region. This involves
the use of SSA within an extended support strategy that extezltibeyond SSA, both in scope
and in time-scale.

1.3 Value for money of the scheme

Two methods were used to evaluate the value for money pdoidthe SSA programme. The first
estimated the cost to the government of reducing car usenaiegions via another policy measure,
that of tax concessions and compared this with the imBI&Al cost. The second illustrative
method was to compare estimates of the values of thenigeital reduction in external costs,
environmental and congestion, with the costs of funding the SSA.

The calculations used information from the interviewméke estimates of the type of Travel Plans
that wereenvisagedefore and after the SSA intervention, and was bas#teaverage SSA cost

of £2,560 per site delivered over an average duration of 55l Baythe external cost calculation, a
cost of 20.5p/mile for marginal external costs was uEBke quantitative measures were
produced: the cost per vehicle trip reduced, the cost pee tof CQ reduced and the ratio of SSA
spend to external costs saved.

A mapping of a sample of workplace clients suggests thagffact of the SSA has been to produce
improvements to the Travel Plans resulting in an averag@oafut in vehicle use. (It should be
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noted that this is thadditionalmodal shift that can be attributed to the SSA interventionthe

total anticipated modal shift for Travel Plans reca]8E5A.) For schools, a figure of 10% cut in car
use (due to SSA intervention) has been assumed, pardlgt basvidence from the ongoing DfT
project'Making School Travel Plans Work’

If the benefits of the SSA programme are assumed to hiffetirae of three years, then the value
for money estimates are as follows:

« Workplaces: £29 per vehicle trip reduced, £27 per $«@0uced, cost-benefit ratio of 1:21.

e Schools: £48 per car trip reduced, £152 per -@0uced, cost-benefit ratio of 1:3.8.

(Note that the cost for car trip reduction and per tonri@@femissions reduced is higher for
schools than workplaces due to the smaller numberopi@affected per site and the shorter car
trip lengths involved.)

By way of comparison, the tax concession on employers subgjdiigs fares in the 2002 Budget
was estimated to cost at least £p40 annunper vehicle trip cut and £13&r annunper tonne of
CO; cut. Therefore, on this basis, the workplace SSA progr@oompares well to other policy
measures to reduce G&missions.

Given the high cost-benefit ratio for workplaces, onlyvesww modal shifts away from car are
required to make the scheme cost effective. The reductisocial costs (economic and
environmental) per annual car-commute avoided is around £606rdfdhe requires just 4
behavioural changes lasting one year (or fewer lasting lorgef)d SSA intervention to ‘pay for
itself’ in terms of wider benefits. Therefore, on thissis, workplace SSA projects represent very
good value for money indeed. The scheme is low risk, inathigta small number of modal shifts

are needed to produce a net benefit surplus, and the overalldaxpat for the policy impact is

also low. The cost-benefit ratio for schools is lowamntfor workplaces, but even so, the costs of an
SSA scheme are more than counterbalanced in thgdaist Each SSA project needs to only cut 11
car trips at a school for one year (or fewer lasting Ionigerthe scheme to pay for itself.

1.4 Management of the scheme

Overall, the evaluation team, clients and advisors per&d/to be a well-managed programme.
However, some detailed management aspects do requireaattéiair example, SSA reporting
requirements are clear and appropriate, but are not aleised to by advisdrollowing
reiteration of the guidelines in 2003, there is evidencerdpatrt standards have improved, with the
incidence of very poor reports being low. Although this sugdbatsAEAT’s quality assurance
procedures are appropriate and effective, the evaluationaeastill of the opinion that the use of
an electronic report pro-forma (used for guidance) waaikk the quality of the remaining poor
reports up to a minimum standard.

AEAT already promotes the SSA programme through semiogoss selling in Local Authorities
and other general marketing. Although this is regarded asssfatin most respects, more could
be done to increase awareness for potential clientoasicenhgthen the Travel Plan support
network. Clients do not seek SSA via all possible routesy are unaware of other sources of
advice and advisors feel that the programme could be lieked with other Travel Plan-related
resources, such as websites, telephone helplines, andalebiamel Plan networks. Therefore,
more information regarding other Travel Plan support neeedsade available to new SSA
recipients.

As discussed earlier, most clients are very satisfitithe advice that they received. However,
clients’ views of advisors suggest that knowledge of looatext, and of the organisations for

which are working, are two areas where advisors’ séildd be improved. The evaluation also
highlighted the importance of advisors establishing both semmagement and local authority

¥ AEAT report writing guidelines are presented to advisbtsaining workshops and are issued in writing.
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involvement from an early stage. There is some evidencéhthakills-base necessary to engage
senior management could be increased and that, in eafees, advisors were not making sufficient
links with the relevant local authority as they aret@mted to do. These are issues that could be
addressed by the Programme managers in the deliveryuattion training for new advisors.

The series of interviews conducted for the evaluation iteficdnat some advisors would have
benefited from more feedback (from AEAT and other colleague some cases, advisors were
informally self-organising in order to share infornoatiand experiences of working with clients.
This leads the evaluation team to conclude that therembbegem to be an effective support
network for advisors as present, in spite of there bamexisting e-mail group with an archive
facility run by AEAT for SSA panel membeftdncreased support could be provided through the
better use of existing e-groups and an expansion of weehgiport for advisors to disseminate
information, best practice and promote information and éxpee exchange.

The rationale of including the Energy Saving Trust withim $8SA Programme management chain
appears to have been to integrate SSA with the Trusies best-practice programmes. However
these other programmes are primarily about technical isswkaot behavioural change. Although
there is a case for linking SSA with other programmekiwitransportEnergy, the evaluation team
are of the opinion that, at present, the role of thetTisuwmt significantly ‘adding value’ to the SSA
scheme and needs to be more clearly defined. Furtherg®tehas relatively little expertise in
behavioural change initiatives and is stretched keeping bptaitore responsibilities.

This raises a fundamental question as to whether SSBdemsincorporated within the ‘wrong’ set
of policy initiatives. Rather than being integrated imédworks of Travel Plan advice, it has been
integrated with technical energy efficiency advice. In tolali the current management structure
does not readily integrate SSA into the developing locahatidnal Travel Plan networks, with
which AEAT and the advisors have better links. This viewupported by the fact that AEAT is
already well placed to further develop the support networkdeisors.

There is also a related problem with Travel Plan iregsibeing accommodated as part of the
TransportEnergy Hotline service. There has been a declthe number of enquiries dealt with at a
time when they would be expected to rise. This isedl#&b the issue of the SSA programme’s
management structure, as Travel Plans requests ardiffergnt from the other Hotline enquiries.
By moving to a Hotline system within TransportEnergy, SSAlimes have been isolated from
Travel Plan networks. A return to a dedicated helplia¢ links enquirers with people experienced
with Travel Plan issues would be extremely valuablshdtuld not just be an SSA service, but one
that could help integrate the range of Travel Plan advioeged both locally and nationally.

1.5 The future provision of Travel Plan support

The evidence from other countries that have introducedeTRlan SSA-type advice schemes is
that they have integrated it into evolving local andaegi support networks, which have then
taken over the advice function to provide it on a permaneid. fdghough now renewed until the
end of March 2006, there needs to be a consideration dfevhtbe SSA Programme is intended to
be a permanent government service that will continue todgkinghe future, or a transitional
scheme. If it is the latter, consideration needs to¥engio what long-term support structure could
be developed for the future. The options range from the deglofexdvice by independent regional
organisations to a long-term nationally funded function ithattegrated with other advice sources,
but remains a separate institution.

“ There is no equivalent of UKLAST for workplace TraR#n advice as there is for schools.
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1.6

Improvements to the scheme

Detailed recommendations on improving the SSA scheme dotags:

1.

10.

11.

12.

13.

From April 2004, AEAT continues to promote SSA for workpla@ organisations and
independent nursery schools.

The DT continues to issue guidance to local authoritigat, from April 2004, local
authorities will be able to use part of their School Tavel Advisor allocation to pay for
consultancy advice if they consider that this is necegyaand represents best value.

That the SSA programme continues to be available beyond Ap2006.

AEAT should advise on, and send out, DfT Travel Plan resmce materials, and advise new
SSA applicants on local sources of support, at the samee as supplying Pre-Visit
Questionnaires.

AEAT should modify the Pre-Visit Questionnaire by addirng compulsory questions that
require applicants to provide evidence of the commitmernf senior management.

AEAT should oblige advisors to have regular contact with &h of the local authority teams
in the areas covered by the advisor in order to establistiood working relationships.
Programme funding should be made available to advisors totaind meetings as required.

From April 2004, the SSA programme could usefully include lsort-term follow-up advice at
half cost. There should be clear criteria for eligibilty for additional advice beyond the
(usual) initial 5 days.

For guidance, AEAT should send out standardised electric format in order to ensure all
reports achieve a specified minimum standard. This shddiinclude: site issues; strength/
weakness analysis; requests from client; advisor’'s recamendations; action-plan showing
responsibilities; timeline; budget; and an appendix ofmaterials produced.

AEAT should use the Documentation Analysis Guide useaf this evaluation study to
monitor report standards. (A copy of the Guide is includd in Appendix 13.6 of the Final
Report.)

As part of the process of appointing a new panel of SSadvisors (due April 2004), there
should be induction training for new recruits as hasoccurred previously. In addition, every
effort should be made to ensure that more than one adwsis appointed per region.

When appointing a new panel, care should be taken to enguthat all new panel members
have appropriate negotiation skills to work with senior mamgement and Travel Plan
partners. It may be necessary to provide additional trainingo focus on these key skills.

AEAT should promote existing e-groups for panel members ahexpand website support for
(particularly workplace) advisors to disseminate information,best practice and promote
information and experience exchange. This could be achied through partnership with
other Travel Plan agencies, including: the Association foCommuter Transport, the
Transport Planning Society and TravelWise.

In allocating the time available for larger organisations, AEAT should clarify, and make
more transparent, the process for allocating more than five ays.
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14.

15.

16.

17.

18.

19.

20.

The DfT, EST and/or AEAT should investigate new ways tsupport local authorities in
developing Travel Plan advice for their regionincreased support could be achieved through
partnership with existing Travel Plan agencies, includingthe Association for Commuter
Transport, the Transport Planning Society, TravelWise and UKLAST.

AEAT should investigate the development of an accreditain scheme for consultants who
provide Travel Plan advice (or a short term version of tts if the Department is already
developing a more advanced accreditation programme for the g term). This could be
achieved through partnership with existing Travel Plan gencies, including: the Association
for Commuter Transport, the Transport Planning Society, TravelWise and UKLAST.

Panel members should be reminded of the existing positi regarding the permitted use of
junior staff during the introductory training session presentation given by AEAT.

The overall management structure should be reviewed. Whilenly one of several options,
DfT should consider managing AEAT directly with EST liasing with AEAT in the areas
where a partnership would be useful (e.g. where ES3’link with fleet managers and local
authorities might be extended to cover Travel Plans as wll

There should be a return to a dedicated Travel Plan Hpline to be operated by AEAT,
staffed by trained officers who have experience of Travdtlan issues. This should operate in
parallel with the TransportEnergy Hotline, which should continue to provide basic
information and would also transfer enquiries to the Travé Plan Helpline where
appropriate.

The revised dedicated Travel Plan Helpline should berpmoted at a number of levels,
including: general enquiries, PVQ request, SSA suppoy2-hour ‘gearing’ advice and post-
SSA project advice.

A review of the long-term options for Travel Plan advice sbuld be conducted by DfT (in

conjunction with AEAT and EST) well before March 2006 to asess the strengths of different
models of Travel Plan advice provision in the UK.
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2 Study Background and Obijectives

In the five years since the Transport White Paper wasghdulj the Department for Transport has
promoted a range of travel awareness initiatives to engeumadal shift away from single
occupancy car journeys. This is intended to cut congestduace the local and global
environmental effects of car travel and, for travel twost especially, to improve levels of health.
In this context, the Department has encouraged the voluateeyup of Travel Plans.

Following two pilot studies, in April 2001 a programme o@Vel Plan Site Specific Advice (SSA)
became available to businesses, schools, hospitals, Iobatiies and other major employers in
England. This is part of the Government’s TransportEnergy Beactice Programme (formerly the
Energy Efficiency Best Practice Programme), and providdse fipe days of free advice from a

panel of 35 external consultarithe programme is managed by the consultancy AEA Technology
(AEAT) with a budget of £0.5m for the period of April 2001 he £nd of March 2004.

In November 2002, the DfT commissioned the Open Universitydfiaboration with University
College London, University of the West of England and LoughiggitdJniversity) to evaluate the
SSA programme, and to advise on the most appropriate wagvifling Travel Plan advice and
support in the future, based on national and internatiomparience.

The key objectives set for this study are to assess:

A. The scope and quality of the advice given, including redigigerceptions of the usefulness of
the advice.

B. The impact of the advice offered in terms of practicidttons and evidence of changes in
travel behaviour that might otherwise not have occurred.

C. The management of the scheme, including the extent to whicteamgnmendations for change
made in the evaluation of the pilot schemes have been met.

D. How the scheme might be improved.

E. Overall value for money of the scheme.

To receive advice client, organisations contact AEAT ardant &Pre-Visit Questionnaire

(PVQ) to complete (see Appendix 13.1). Having returned this, fanth been deemed eligible, the
organisation is allocated an advisor who is selectad & panel of experts in the preparation of
Travel Plans (see Appendix 13.2 for the current advisor arrgpecification). The advisor makes
contact with the client, visits the site, and producelmtmim Report, outlining the nature of the
issues to be addressed. The advisor and client then decttle best use of the remaining time. On
finishing the assignment, the advisor producEfmal Report (the structure of which is stipulated
by AEAT) for the client. The client is also requestedeturn a one-padgeeedback Formto

AEAT evaluating of the advice received. As of the end dbBer 2003, 560 organisations (287
workplaces and 273 schools) had been offered advice thtbaddSA programme.

® For more information about the scheme, contact eamade through the following website:
http://www.transportenergy.org.uk/bestpractice/travelglravs.cfm
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3 Research method and data collection

3.1 Research Method

The research evaluation examined in detail 27 casesafisggions receiving advice, selected to

be broadly representative of the SSA programme as a wHwecriferia used to select cases

included:

« The type of organisation (to ensure a 50:50 School:Workslalité

e The region in which the project took place (to ensure thateds of the country were covered);

« Arange of types of site area (to ensure considerafioases in city centres, urban and rural
locations);

« The SSA advisor involved (to ensure that as many advisens wcluded as possible);

« Completion of the SSA project (as those at the beginningegbtocess were expected to be less
able to comment on it);

e Cases where there were special reasons for inclusion (eemfai® innovative way in which
the SSA was used).

Examination of each case included:

¢ Analysis of existing SSA documentation (including the PYferim and Final Reports and
Feedback Form, where available);

» A structured interview with each client;

e Astructured interview with the relevant advisor (ad\dswere asked both about the case
study(s) in which they were involved, and general issuetedeta the SSA programme).

The first stage of analysis was an assessment &fabdback Forms available. The forms
considered a number of topics that a series of int@svgught to explore in more depth.

‘Interview Discussion Guides'were developed to structure the interviews and the asabjsbe
documentation. Questions in the guides were either ogpomee, yes/no response, or rated on a
five-point scale (interviewees were asked to ratersiates on a scale ranging from 1-negative to 5-
positive). Many of their assessments are shown in thiscélzown later in this report.

In total, 28 Feedback Forms were analysed, covering 11 schodl17 other organisations. The
study team also completed interviews with 27 clienanigations, the documentation analysis for
61 cases and interviews with 9 advisors (representing &4)cdisterviews also took place with
SSA Managers at AEA Technology and the Energy Saving Trdswiln four local authorities
involved in Travel Plan implementation who promoted the GisleeoSSA programme. Half of the
client and nearly three-quarters of the advisor intarsigere conducted face-to-face, whilst the
remainder were completed by telephone.

3.1.1 SSA Project Selection

The cases were selected so as to be broadly repridgenfahe SSA programme as a whole. The

criteria used to derive a group of cases considered:

a) The type of organisation;

b) The region in which the project took place;

c) The need to represent a range of types of site aeeacity centre, urban or rural);

d) The need to include a large proportion of SSA consul{aviie varied somewhat in the number
of clients they had served).

Initially, a total of 60 projects were selected in ortbeallow for some dropouts as interviewing
progressed. Of the 378 SSA projects underway when the resmsgan, 49% of organisations in
the database were schools and 51% workplaces. Hence,29seflécted cases were schools and
31 workplaces. These were then subdivided using the datahasiichtions. Within the group of

12
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school SSA projects, an analysis of the full database sh@8%do be primary schools and 32%
secondary schools. Thus, 19 primary and 10 secondary schoolselemted.

For the workplace SSA cases, the database providedtegocas, which were NHS sites (27% of
projects), Local Authorities (19%), Leisure and Retail Y9@ther Private (29%), Other Public
Sector (6%) and Further Education (10%). This meanthieabtal of 31 workplace SSA projects
would involve 8 NHS sites, 6 Local Authorities, 3 Leisurd Retail sites, 9 Other Private, 2 Other
Public Sector and 3 Further Education sites.

Having selected the spread of SSA project according en@ation type, these were then split by
region. From the database, the regional distribution of SerabWorkplace SSA projects was
calculated. For schools, 4% were in London, 21% in the Sagt E6% in the North-East, 3% in
the West Midlands, 32% in the South West, 6% in the Eadahtd, 15% in Yorkshire/
Humberside, 1% in the Eastern Region and 2% in the Nagh Ehe strong concentration of
projects in the South West and South East is notaldeSsetion 4 for a more detailed discussion of
the distribution of SSA projects).

Workplace SSA cases had a wider spread, althoughtlasetiools, very few (only 4%) were in
London. 22% were in the South East, 14% in the North-East, 18% West Midlands, 12% in the
South West, 11% in the East Midlands, 10% in Yorkshire/Harsitle, 9% in the Eastern Region
and 5% in the North East. Table 3.1 shows the requiretbdigon of the 60 case study projects by
organisation type and region, in order to reflect the ptapwr found in the database as a whole.

Table 3.1 Project Selection by Organisation Type and Region.

Schools, 49% 29 Workplaces, 51% 31
Primary | Secondary| NHS LA Leisure/ | Other Other Further
(68%) (32%) Sites | (19%) | Retail Private | Public Ed.
% % (27%) (9%) (29%) Sector (10%)

(6%)
=19 =10 =8 =6 =3 =9 = =3
London 4 1 0 4 1 0 0 0 0 0
Sth East | 21 4 2 22 2 0 1 2 1 1
Nth West | 16 3 2 14 1 2 0 1 0 0
WestMid | 3 1 0 13 1 1 1 1 0 0
Sth West | 32 6 3 12 1 0 1 1 0 1
East Mid 6 1 1 11 1 1 0 1 0 0
Yks/Hum | 15 3 2 10 1 0 0 1 0 0
Eastern 1 0 0 9 0 1 0 1 1 0
Nth East 2 0 0 5 0 1 0 1 0 0

Note: the percentages refer to the incidence di eategory within the database as a whole.

Actual selection closely followed Table 3.1. Projectsenandomly chosen within the distribution
requirements, although with some adjustments, as cevtakplace project types did not feature in
some regions. A check was then made of the selecteat{sréipe the advisors involved. Of the 34
advisors, 26 were involved in the selected projects, anéwbeof involvement in these case
studies were approximately in proportion to the consultaverall SSA workloads. The selection
was therefore viewed as appropriately representativeofesuitant participation. The Pre-visit
Questionnaires (PVQs) of the projects were used to filastsi centre, urban and rural projects.

In order for this study to obtain complete data sets frage studies, it was necessary that as many
of the selected projects as possible should have beeoampletion or finished. Only 87 projects

in the whole database were completed when the researigtgta. as of 31 October 2002,

although 96 had been completed b{' B&bruary 2003). Just over half (31) of the projects chosen
for this study were completed and this group was priorifigethterviewing. It was not possible to
raise this proportion further without producing an imbaldandee regional spread or project type.
As interviews progressed it was necessary to substitute sases. This was largely because the
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original contact person had left and nobody had sufficient ledge of the SSA project. The drop
out rate was relatively low and only four cases were subestit

In discussing the selected projects it was agreed toiagahe cluster of Travel Plan projects in
Cornwall, Merseyside and Hampshire and also to inclwdépgremature completioni.g.
abandoned) projects.

3.2 Data Sources

SSA Documentation

The four main documents related to each SSA casadied! (1) Pre-Visit Questionnaire (PVQ),
(2) Interim Report, (3) Final Report and (4) Feedbaatlt:

The research team obtained from AEAT and the Departroeirénsport all the documents that
related to the selected cases where available. Do¢wmnalysis occurred as part of the data
collection process, the results of which are reported Ia this report. The main documentary
analysis was conducted using a Document Analysis GuideAfgeendix 13.6), which was used to
structure the assessment of the PVQ, Interim and Riepbrts. A separate and detailed assessment
was also made of all the Feedback Forms. It should teel tloat Feedback Forms were not
available for all selected cases analysed as p#nsoESA evaluation. In total, the number of
Feedback Forms represents about 30% of the completed 8jgétpr

At the beginning of the evaluation project, an overview anatfsissample of the Final Reports
took place. This informed the full document analysis theddesign of the interview discussion
guides. This analysis showed that the scope of thetsepamied greatly. One source of variation is
to be expected, in that the reports need to be taitortek needs of the individual sites.
Furthermore, in some cases the clients were well advamitietheir Travel Plans and seeking
detailed assistance, whereas others were at verystaggs and needed more overarching advice
and guidance.

However, the advisors only rarely reported their respantieetbrief and how they identified the
priority areas for Travel Plan development. The repaids varied considerably in their length, the
guality of their presentation, and evidence of interaatiith the clients. Discussions with AEAT
about the reporting guidelines indicated that, althoughtidetines were provided to advisors
during the induction workshops, AEAT provided more writteri®to advisors during 2003 to
clarify the existing guidelines (see Appendix 13.3). Theretbgvaluation analysed 24 final
reports (associated with 24 of the 27 SSA cases) thataeenpleted before the re-issuing of
guidelines occurred (results discussed in Section 6.2.3 &umther 37 reports that were completed
after the re-issue of the brief (these later repoasaalysed and discussed in Section 8.3).

Interview Discussion Guides

Two interview discussion guides were used to structurintbeviews with clients and advisors:
* Client Discussion Guide (see Appendix 13.4).

e Advisor Discussion Guide (see Appendix 13.5).

The Client Guide formed the basis of interviews witlkemtis, which focussed on their specific
experience of receiving SSA for a particular case. Thesbdwsuide formed the basis of
discussion with advisors and was structured in two péngsijrst was related to each case with
which the advisors had been involved, the second related tagseres related to the SSA
programme (e.g. administration, etc.). The results ftminterview analysis were entered into a
database, analysed, and are reported in the sectiacts fathow.

Access Database

As the project team collected data, it was input intBegess database that was structured in the
same way as the Discussion and Documentation Analyste&ulhe analysis was conducted
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either using tools available within Access or by exportingdtita to an Excel spreadsheet and
conducting statistical counts and text analysis withirsireadsheet environment.

4 Distribution of SSA projects

One issue explored in this evaluation study concerned fafferding the uptake of SSA projects.

It was therefore of interest to the research teamap the distribution of SSA projects and compare
this with the more general distribution of Travel Plan®ss England (note that the SSA
programme evaluated does not operate in Wales, Scotiavaihern Ireland).

Mapping of workplace and school Travel Plans and SSA psojeas undertaken using a 2-digit
postcode analysis to map data supplied by the Departmemtafiosport and AEA Technology.

(Due to a lack of available information, the datadusecludes non-SSA related Travel Plans within
the London Boroughs.) The results of this analysis are shoigures 4.1 and 4.2 (note scales
used as shown by respective keys). The AEAT databaseaitained information according to
SSA project stage, including projects that are complatddi@se that are ongoing. These were
also mapped by postcode (see Figures 4.3 and 4.4).

In using these maps, it should be noted that some of theesdaita categorised the location of
Travel Plans according to government region rather thaoques area. For these cases, postcodes
have been assigned to each case. In cases where a generagion covers more than one
postcode zone, the code that most closely matches the reglwsian. Therefore, the maps are
accurate to the size of a government region or postcode zbiod, @ver is the largest at that point.
Although more accurate mapping technigues are availalasitelt that the level of accuracy
offered by this method was adequate for this evaluastomwing sufficient resolution of project
distribution across the country.

® Note that map does not include Travel Plans withindoon

" Data sampled mid-2003. Total number of entries (inludimguiries) = 1288. Total number of entries with
postcodes (inluding enquiries) = 1123. Total number of SSiemts (England only) = 581 (3 unknown
postcodes).
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In general, it can be seen from Figure 4.1 that thergdd distribution of workplace and school
Travel Plans across England with some high levels ofitgcin the North West, the North East and
the South coast. Relatively fewer Travel Plans arereppavithin the Midlands. From Figure 4.2, it
can be seen that a somewhat different distribution eois&SA activity. Although most parts of
England are covered, there is a degree of clustering ofpg§jécts, particularly in the North West,
East Midlands and South West of England.

If the SSA projects are mapped according to their stagewaflopment, Figures 4.3 and 4.4 show
that the first SSA cases to be completed were moea td be found in the South West, suggesting
that this region was initially the most proactive in préingpthe SSA programme. It is also clearly
the case that the more recent ongoing projects are morly disigibuted than the earlier projects
now completed. However, there remains above average SSAyaictithie North West, East
Midlands and the South West.

. 4.4 Distribution of ongoing SSA projets’

Although a detailed comparison of Travel Plan and SSA grdjetributions with population
density was not undertaken, the information was a valuablgiloution to the study and was used
to inform the evaluation study in three ways. Firs, dkierall distribution of SSA projects informed
the selection of cases sampled by the evaluation stue\sgseion 3). Second, where Travel Plan
and SSA clusters exist, interviews were conducted witlesafrthe local authorities in those
regions so as to ascertain any underlying reasons for higls lef regional activity. Third, where
significant discrepancies exist between the distribution &f @8jects and Travel Plans in general
(e.g. the North East), this was taken into accourinduanalysis of the evaluation study.

8 Data sampled mid-2003. 'Completed' includes: 'Final invsigreed off', 'Final report' - Total 168 cases.
° Data sampled mid-2003. 'Ongoing' includes: 'Warrant reqileSteint application’, 'PVQ returned' - Total
378 cases.
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5 Analysis of Feedback Forms

This section contains results an initial ‘pre-evaluatgmvey based on Feedback Forms that were
completed by clients and returned to AEAT. These formsewot designed or administered by the
evaluation team, but were a valuable data source at thposadl. Section 6 describes the findings
of the evaluation survey work specifically conducted liigs tesearch project.

The Feedback Forms permitted a simple and effectiakiation of the SSA projects at completion.
The opportunity was therefore taken to complete a fullyaizabf the information they contain.
Copies of all the available Feedback forms on the SSAgqmjvere obtained from AEAT. This
involved 28 Feedback forms from 11 schools and 17 other organgaliae represented about
30% of the completed SSA projects. The following is an aigbf the eight questions asked.

1. Where did you hear about Site Specific Advice?

The responses were as shown in Table 5.1 (some citedimorene source)

Table 5.1 How client heard about SSA

All School | Other
Mail Shot 6 3 3
Council 4 2 2
ETSU/EEBPP/AEAT 3 1 2
Web 3 0 3
Sustrans 2 2 0
Travel Plan Resource Pack 2 0 2
Local Education Authority 1 1 0
A ‘Seminar’ 1 0 1
Better Ways to School 1 1 0
Greater Manchester Hearts and Minds Group 1 0 N
Road Safety Officer 1 1 0
No answer 4 1 3

The sources of initial information about the SSA were dimeMail shots and via the local council
were the main two. A local authority Travel Co-ordoravas mentioned once, although Travel Co-
ordinators may have been involved in the other four inssanben the client heard about the SSA
through the council. Contacts via the AEAT organisatinail-shots, the Resource Pack and the
AEAT seminars) were also important, but there was antion of use of the programme’s
telephone Helpline.

2. What were your main objectives in applying for SSA?
Some responses were in terms of the problems they fabéd,athers saw their objectives in terms
of the stage they were at in developing a Travel PlamyMapeared to be at an early stage of a

Travel Plan, seeking advice on how to set one up. This partjcafgplied to Schools.

Table 5.2 Main objectives in applying for SSA

All School | Other
To start a Travel Plan 17 9 8
To develop/complete/promote existing Travel Plan 5 q g
To review/audit existing Travel Plan 2 0 2
To implement a Travel Plan 1 1 0
To help with specific Travel Plan Measures 3 3 0

In terms of problems faced, congestion and parking problenestivemmain drivers. Only one
specifically mentioned the need to meet a planning condition.
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Table 5.3 Problems addressed in applying for SSA

All School | Other
Congestion/Parking problems 7 4 3
Promote walking/bike/bus 5 4 1
Road safety 2 2 0
Children’s fitness 1 1 0
Poor transport links to site 1 0 1
Planning permission needed 1 0 1

3 & 4. How useful were the consultant’s visits and repas?

There were a variety of responses to this questiofordmth questions 4 and 5, the responses were
categorised using the same 5-point scale as was usedrrath survey discussion guides. This was
a 5-point scale with 1 representing ‘of no use’ and 5 ‘éswl This can be compared with

Question 6 where the client was asked to provide an ovatliaction score.

In general there was a very high level of satisfactiomgwar to both these questions, with 89%
finding the consultant’s visits very useful or excellent(arost in the top category) and 89%
viewing the consultant’s reports as very useful or exae(kegain most in the top category)

Table 5.4 Satisfaction with Consultant’s visits andeports

Q3. Consultant’s visits Q4. Consultant’s reports
All School Other All School Other
1 of no use 1 0 1 2 0 2
2 of some use 1 0 1 0 0 0
3 moderately useful 1 0 1 1 0 1
4 very useful 7 1 6 8 2 6
5 excellent 17 9 8 17 9 8

Examples of views on the consultant’s visits included:
The visits “were vital in both collecting opinions arttitades and developing the issues paper on which to
base the Travel Plan” and “got our school Travel P&abtished and off the ground”.

On the consultant’s reports, comments included:
The reports were “direct and easy to understand”, “ldeligeclarify our objectives”, “helped mobilise
opinion” and were “good in negotiations and gaining finance”.

However, there were two who felt there was little vatuloth the visits and reports. One said of
the visits and report that they were “not useful othan confirming what we already know —
everything seems to relate to inner city transport lirgks! “very limited use”.

The single middle-scoring respondent said that the visits \Wggite useful, but could have been in
more depth” and the reports were “useful, but hoped foe imformation”.

One of the high-scoring respondents noted that “writing theiPldne easy bit. Difficulty is in
implementation”.

It is interesting to note that the positive responsesliargerred to how the SSA project had
helped strategic issues such as building up consensus favel Plan, winning finance and
building a relationship with the local authority. The SSAherefore, addressing these key higher
order objectives, which are crucial to the long-term sigcoka Travel Plan.
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5. Has the service helped you to take action and develop/itgmnent a Travel Plan?

26 respondents (93%) replied ‘yes’ and only 2 (7%) ‘no’. The camsngere analysed to identify
in what way the SSA had helped the clients to takemtti develop or implement a Travel Plan.
These were categorised, the results of which are shoWabile 5.5. Again, it is notable that these
relate largely to strategic issues, such as winning fundivkg, to local authorities and building up
acceptance and support for a Travel Plan. Only a few cotarmsdated to technical issues, such as
providing information. This indicates the strategic use anéfite of the SSA programme.

Table 5.5 How the SSA helped client Travel Plans

All School | Other
Generally advanced Travel Plan development 1P 5
Motivated and developed support for the Travel Pl
Highlighted obstacles 1 0
Provided information 1 1 0
Helped secure funds for a Travel Plan 2

Provided reassurance/confidence 3 2 1
Travel Plan won local authority approval 4 0
Led to use of specific measures 2 2
Strengthened case for assistance from Local Auth|. il 0 1
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Specific comments included:
The SSA “helped to get things moving on a project forchvimio budget was (previously) assigned”,
“provided stats and data for decision makers”, “usefuédting staff involved” and “helped draw up
action plan”. “A great help. Our plan has now been dragrand money awarded”.

The few negative comments included:
“Specific advice asked for not actually given. Slow ivirgg advice”

However, there were qualifications to some positive commeéhtsse largely reflected the fact that
many of the Travel Plans were at the development réttherimplementation stage, which some
felt would raise problems. Some also had not secured fufminiige implementation of their Travel
Plan.

Evidence from this question suggests that, overall, 8% iS having an overwhelmingly positive
impact and the ‘leverage’ effect in making the case for pmdind management support seems
particularly of note.

6. Overall satisfaction with the service received

The respondent was asked to provide a rating out of terleotrefeir overall satisfaction. Both
schools and employers averaged a score of 8 out of 10, alttimrghvas a wider distribution on
scores for employers and the schools seemed reluctamatd maximum marks.

Table 5.6 Scoring of overall satisfaction with the SSA
Score 10 9 8 7 6 5 4 3 2 1 Averag
Schools 6 4 1 8
Employers 5 3 4 3 1 1 8

(1]
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7. Other comments on the visits and reports
Only about half the respondents provided further comments (bat)le

Table 5.7 Other comments on the SSA project

All School | Other

Would have liked longer period of advice 3 1 2
Plans to employ consultant further 1 0 1
The good quality of consultant’s work/interaction with client 4 2 2
Would like further support of some kind to take Travel Plawdod 2 1 1
Financial difficulties in Travel Plan implementation 2 0 2
Time only allowed for basic work to be done 1 0 1
Concerned about consultant’s experience 1 0 1
Needed senior management engagement il 1 0

Comments included:
“The consultant was good value and worked well with pupitsaatults”.
“We were given a very generous 8 days advice”.
“It was a shame there were not more funds to developrthel Plan and initiatives further”.
“Once the SSA had finished we felt very much on our ogairawith no one to consult concerning the
Travel Plan and any problems. There is no Trawah Rlo-ordinator in our local council”.
“We would welcome some additional time!”

It is notable that, having had the advisor’s input, a nurabelients subsequently felt the lack of
advisory support. There also seemed to be no awarendesTafansportEnergy telephone Helpline
or other support organisations.

8. Summary Comments

The final question asked that, if the SSA had bearsef what ‘sound-bite summary’ they would
use to promote it. This produced responses that focusetiarciients thought the SSA really
delivered. Six responses emphasised the isolation and inexqeeri@ny organisations feel when
starting a Travel Plan, for example:

“It's easier than trying to invent the wheel on yound.

Five chose to focus on key processes involved, for example:
“Very useful particularly when discussing the issues witiallgouncils”;
“Expert advice on engaging with staff”;

“Got the concerns further up the agenda”;
“Helped prepare the necessary paperwork”.

Five responses concentrated on the end result, including:
“Professional help that achieved results”;
“Friendly, professional service ensuring a great Tir&Nan”;
“The SSA gave us the Travel Plan we are now using”.

Overall, the Feedback Forms indicated that the SSA wag lhised by schools and other
organisations largely in the early stages of gettingaadl Plan started, the crucial process of
securing and justifying resources for it and developing apiptepmeasures for a site. With very
few exceptions, there was a high level of satisfactiah@&ervice received from the advisors, who
were concentrating upon the key strategic processes sdelvelsping understanding and support
for the Travel Plan. However some felt that implemeatatvould be difficult and would have
appreciated further advice and assistance.
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6 Evaluation Survey

This section describes the findings that are a resutiafsis of the original data collected for the

evaluation survey. The data sources include:

e SSA documentation (PVQ, Interim and Final Reports, e/lasailable);

» Structured interview with clients;

e Structured interview with the advisors (advisors are abk#d about the case study(s) in which
they are involved, and general issues related to the SSpapnme);

« Interview with the SSA Manager at AEAT.

6.1 Context of receiving advice

6.1.1 Client motivations

“We needed guidance on how to start a Travel Plan and had no in-house expiidisrd]

Results from the structured interviews show that, pritheédSSA, over 40% of the clients sampled
had not developed a strategic Travel Plan (though manfohaded on specific transport
measures). Of those that had a Travel Plan, the @arathan early stage; the average time that any
pre-existing plans had been in place was 18 months. Aralhdflclients requesting SSA were
implementing Travel Plans on a voluntary basis, wituad half doing so because of planning
requirements. It is noticeable that take-up of SSAe&s greater amongst large organisations; of
the non-school cases, the average number of employees peiscBeb00, implying that the SSA

has an impact on a large number of people. Travel Rlageneral tend to be mainly adopted by
larger organisations, so this concentration in the $36 be expected.

The evaluation shows that the most common ways of healimgt the SSA were via the local
authority (half of clients interviewed) and via specffiglicity about the scheme (just over a
guarter). Take-up varies strongly by region, possibly suggegdingtions between councils that
promote Travel Plans and the SSA and those that do moh the parallel research on the Local
Authority Bursary schem¥,it was noted that only 30% of bursary holders appear tomeend
the SSA (see also section 6.1.3).

Only two clients interviewed had used reference maltesuch as the Travel Plan resource pack
and only a small number had used the telephone helpline prawd&BAT. Many organisations
were unaware of the different forms of advice and suppattrhay be already available to them.
Nearly three-quarters applied for advice as soon ashiteayl about the programme. This indicates
that SSA is an attractive concept, and that the aviijabi other forms of help does not negate its
perceived usefulness.

In most cases, it has been difficult to ascertairptrécular transport problem motivating each
client to apply for SSA. This is largely due to thet flat most clients cite a large number of issues
(at the PVQ stage) for which they need assistanceptiis is discussed in the next section.)
However, as clients were asked to list the objectivebeaif Travel Plan, it is possible to analyse the
main motivating factors of clients receiving advicecaing to clients, the three main objectives
of their Travel Plans were to reduce traffic (mentiobhg@8% of cases), address parking
constraints (77%) and improve alternative travel options (88%gpntrast, less than 30% said that
the Travel Plan was intended to improve the attractivendas® afrganisation to staff (or students)
and only 12% were using the Travel Plan to help meet thé@eewmnts of general environmental

19" 1n 2001, the Department for Transport provided fundind idr bursaries for Travel Plan co-ordinators,
available to 84 local authorities across England fatyaar period until March 2004 (Evaluation of the
Programme of Bursaries for Local Authority TravelrP@@o-ordinators - Interim Report, April 2003,
Department for Transport). From April 2004, Bursaryt®esll continue for school Travel Plan support only.
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standards sought by the organisation. These results inthieatinks between the Travel Plan and
core activities of an organisation occur in less thdird of cases. There is, therefore, a degree of
isolation of Travel Plans from other organisational figms.

6.1.2 Client requirements and expectations

“[We] didn't know what to expect” [Client]

“Most clients expected too much for 5 days - A Rolls for addetr
| needed to explain what is possible and the best use of 5 days.”¢Advis

Analysis of the PVQs shows that, on average, clieted @éround seven areas about which they
were hoping for advice. Rather than take this at falteeyave interpret this as reflecting clients’
level of uncertainty about what the SSA could provide, arat Wiey would need in order to
progress their Travel Plan. This is backed up by respdraghe client interviews; around a third
of clients were conscious that they had not really knowatwo expect. Over three-quarters of
clients had wanted the advisor to lead the Travel placess (rather than just assist with the
development of certain measures). Hence, it seema #&t role for the advisor is to perform a
‘mentoring’ role, to help the client articulate their neadd to provide strategic assistance.

In the cases analysed, the advisors generally shargieth¢hat many clients did not initially have
a clear idea of what they wanted from the advice programi\s a consequence, in some cases,
advisors noted that client expectations of the SSA pnogi@were highly unrealistic; in extreme
instances, clients expected the advisor to ‘do’ the whaeel Plan for them and implement the
recommended measures.

The need for advisors to provide general guidance is regddoy analysis of clients’ responses
about whether there was a trigger for seeking advice giattieular time that they did. As shown
in Table 5.8, the three main reasons given were thatnibeged help with starting a Travel Plan;
that they were unclear how to progress an existing TRiael, or that they were starting or
finishing a travel survey. It is of note that the respdpseblems with senior management
commitment’ was mentioned exclusively by non-school clients.

Table 5.8 Reasons for seeking SSA at the time when ttatig so

All School | Other
No reason - just discovered SSA was available 1 (4% 1 0
Travel survey starting or finishing 5 (19%) 2 3
Meeting or focus group due 3 (12%) 1 2
Problems with senior management commitment 3 (12%) O 3
Needed help with starting Travel Plan 12 (46%) 6 6
Unclear how to progress existing Travel Plan 6 (23%) 2 4
Other 14 (54%) 5 9

The reasons behind the uncompleted (‘premature completiadcts appeared to be about client
expectations. One of the two examined, which are not indlud€able 5.8, was a school having
trouble recruiting someone for a crossing patrol. SSA waseatly relevant to them. The other, an
employer, seems to have applied for SSA in anticipatianthey would need to do more to fulfil a
planning requirement, but in practice satisfied the logtiaity on their own.

22



Evaluation of School and Workplace Travel Plan SSA Rmogne - Final Report — January 2004

6.1.3 External Support

“Some individuals [at the Local Authority] are good, but very frustrgt@is a whole, particularly in
terms of implementing engineering measures.” [Client]

As mentioned above, over three-quarters of clients raptrée they had obtained some sort of
assistance with specific traveleasuredefore receiving SSA. Support was sought mainly from the
local authority, although a number had also contacteal fmblic transport operators (see below).
According to the advisors interviewed, local authoritiese involved in all but one of the cases
analysed. In over a third of cases, the advisor was reifgpe@ifior involving the council in the
process. Predominantly, the main point of contact in tred lnathority was a Travel Awareness
coordinator, but Safety Officer and Highways Departmente @iso represented. Where councils
were involved, over 80% provided ‘general support’ and over a‘firiodision of off-site
infrastructure such as bus or cycle lanes’. Less tHith goromoted contact with other
organisations in the local area’ and less than 10% pradviadp with surveys’. In the cases where
there was no local authority involvement, this was dubd@bsence of appropriate staff and
sufficient resources.

Given the obvious importance of local authorities in masyects of transport planning, it is
interesting to note that clients and advisors repatette range of views regarding the help that
local authorities were able to provide. Using the 1 (lov§ (bigh) scale, Figure 6.1 shows how
clients and advisors rated the ‘helpfulness’ of their lacahority in developing their Travel Plan.

Figure 6.1 Perceived helpfulness of local
authority in developing client's Travel Plan
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The large proportion of low scores (by both clients adigsors) is perhaps surprising given the
(apparently) central role played by local authoritiemamy cases. Although the numbers are
statistically small, the data also suggests that schieoits rated local authority ‘helpfulness’
(mode=3.0) slightly lower than did non-school clients (mode=4.0)sdtools awarded a 5 in
response to this question. However, as there is some aaleeddence that clients were often
unaware of the true level of support of their local authaotfity,advisor views are, perhaps, more
telling on this issue.

Looking in detail at the responses behind the scores shadvigure 6.1, when questioned about the
role of the local authority, almost half of advisorsudlbt that the local authority involvement could
have been enhanced in some way. This was most oftesittny ibvolved at an earlier stage or
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being more actively involved. However, the advisors were athatanany local authorities were
limited by lack of staff or general resources.

These results are also somewhat at odds with inggailts from the Local Authority Travel Plan
Bursary Evaluation projett which showed a higher level of satisfaction regardingdtesof the
local authority. As bursary posts supported only aroundofitiife SSA cases surveyed, it could be
argued that the results shown in Figure 6.1 more closphgsent the national situation. However,
on closer analysis, it is apparent that, of those &&#&s which advisors scored the helpfulness of
the local authority at 4 or above, nearly two-thirds of cas®® supported by a bursary post,
whereas, of those cases which advisors scored helpfah2ss below, only a quarter of cases
were supported by a bursary post. Therefore, this prosimies evidence that having a key person
within an authority who is responsible for Travel Planan important indicator of how much
support a local authority are able to provide. This is baakeoy comments from high and low
scoring cases: 4 — “Enhanced by the personnel responsibléN@appropriate people, not enough
resources” and 1 — “Travel Plan coordinator left post”.

The involvement of other organisations was also investigagedith views about the role of local
authorities, there was a very mixed response. Using {lmav) to 5 (high) scale, almost half of
clients rated the ‘willingness’ of transport operatorbe¢dnvolved in Travel Plan development as
only 1 or 2. A typical negative client response was the faflgwrlhe “bus arrives as children go
into school, and when they leave [which is] very dangeroadauaongestion. Asked [transport
operator] to move 10 minute earlier or later, but no.”

There was a similar quantitative response regardinggpertunities for working with other
organisations in the local area. For example, those scti@dls/anted to work more closely with
others, were often hindered by the large distances to &thepls, or were unaware of other
schools that had were also developing Travel Plans. Winning sudppuo other organisations is
clearly problematic and the process of building up support netvieidenerally weak.

Key findings: Context of receiving advice
« Many organisations have not linked their Travel Plaméocbre activities of the organisation.

¢ Many organisations seem unaware of all the differemh$ of help and support available to
them.

« Most clients are at the initial stage of developing av@IrRlan — and often lack a clear idea of
what help they want, or the extent of the task they face.

e Advisors need to be able to provide strategic guidance onosgtisations need, not simply
help with specified tasks.

¢ Positive local authority support for the Travel Plan pssde strongly dependent on the
authority’s access to personnel and available resoursds as Bursary Post holders or Trave
Plan Coordinators.

6.2 Scope and quality of the advice

6.2.1 Activities undertaken

“Things went rather slowly at first. (The advisor) asked whaivaated
- but we didn’t know! So it was a mutual learning process”[Client]

As shown in Figure 6.2, according to the clients, the thmest common tasks undertaken by the
advisors were: travel surveys; liaison with externghaisations; and general mentoring. This mix
of activities reinforces the earlier findings that tlhganisations’ Travel Plans were often at an early

1 Evaluation of the Programme of Bursaries for Locath®rity Travel Plan Co-ordinators - Interim Report,
April 2003, Department for Transport.
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stage, and that the advisory role tended to be stratdtier than focused on specific issues. The
frequent mention of ‘mentoring’ highlights the importatée¢he advisor’s role in providing
strategicsupport, not simply practical expertise. In analysagponses from different client types,
schools reported ‘facilitation of meetings’ significantiypre often than did non-school clients by a
factor of four (on a percentage basis) and ‘negotiation ma@nagement’ significantly less often
(also by a factor of four).

The advisors’ own perceptions of their activities wereadhpconsistent with the clients’ views;
almost 60% reported involvement in survey work with alainpercentage reporting ‘general
mentoring’. Around a third said they had negotiated wigmagement, over 40% reported
facilitating meetings and half had liased with exégmrganisations.

The data suggests some discrepancies between the rémadlaxftclients and advisors. Over 80%
of advisors mentioned conducting site audits, whereas onlgpfhelients had reported advisors
conducting this task. This may have been as much for adv@en understanding of the situation
as for the needs of the client. Advisors also repartady more specific tasks conducted on behalf
of the client. It is interesting to note that, wherkgison with management was ordgecifically
requested by 13% in the PVQ (prior to receiving SSA)ai actually an important issue for around
30% of cases (see Figure 6.2). Hence, it seems thatisaliederestimated the need for this activity
as part of Travel Plan development.

Figure 6.2 Client and advisor reports of activities
undertaken by the advisor
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These results highlight that a major component of many @8j&cts is the learning process
through which the client discovers how the SSA can best be lusgdherefore, an important part
of the advisor’s role to manage this learning process.
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6.2.2 Period of the advice

“They needed more time to take things closer to implementaffavisor]

On average, the time over which SSA was delivered was 7 sydgiically with three site visits
being combined with telephone and email follow-up from the advidwe longest-duration for a
project in the cases analysed spanned 20 months. In nsest &adays of SSA was delivered,
although there were some larger organisations that receigezitime.

Most clients and advisors were satisfied with the tawailable (see Figures 6.3 and 6.4). In
particular, of the schools responding, all rated theirfaation at 3 or above using the 1(low) to
5(high) rating scale. In addition, many clients felt thaty had actually received more than the
official allocation of advisor time than had been pas#d through the SSA programme. However,
almost two-thirds of clients would have liked more tiren a relatively modest amount (a
guarter of this sub-group wanted some, or further, assistaithimplementation Over half of
advisors also felt that more time would have been usefu

However, the AEAT SSA Programme Manager felt that theumt of time was appropriate to
focus upon key issues and that it would be inappropriatetada more SSA time. There is an
issue here regarding the function of the SSA programméandar SSA funding should extend.
Through the instigation of a Travel Plan process, thARRBrogramme Manager sees SSA as
assisting organisations to overcome particular barriegtiticular, the important issues of senior
management commitment and winning funding. Furthermore, thadéarts of the opinion that the
SSA programme should not function as the sole resourcedanisations developing Travel Plans.

When asked whether their time could have been put to leffitet, 40% advisors thought that their
time would have been better used in increasing the inventof stakeholders in the Travel Plan
network (in particular senior management) and assistiagtslwith implementation. Others
mentioned that technical assistance with analysing teaweky responses was not necessarily the
best use of their time, and might usefully be done by somedhepécific expertise (possibly, for
example, from the local authority).

Figure 6.3 Satisfaction with the amount Figure 6.4 Satisfaction with the amount
of advisor time available through SSA of time available to spend on a
programme [clients' views] particular client [advisors' views]
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6.2.3 Quality of Reports

This section provides the results of analysis of the 24 final repsstsciated with 24 of the 27 SSA
recipients who were interviewed as part of the evaluation. A fuBheeports were analysed to
assess the impact of re-issued reporting requirements (forictdiifn) that occurred during the
period of the evaluation survey. These later reports are analysed andshscin Section 8.3.

Overall, the clients reported a very high level of $atison with the final reports that they received
from the advisors, as can be seen by the chart in Figowrd&ing the 1(low) to 5(high) rating
scale, schools rated their satisfaction at 3 or abovayemage slightly higher than non-school
clients.

Figure 6.5 Clients' rating of the quality Figure 6.6 Analysis of problem
of the final reports from advisors
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However, the project team conducted an independent documematéval which was somewhat
less positive. According to AEAT guidelines, in the fingdow, advisors are supposed to give an
analysis of the problem, provide guidance on solutions/recoatatiens and include a bullet point
action plan that the organisation can implement. Figbi@$.8 show the project team'’s rating of
the final reports, according to these criteria. Theggesst that there remains some room for
improvement regarding problem analysis and developmentofmmaendations.

Figure 6.7 Guidance on Figure 6.8 Bullet point action plan
recommendations
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In addition, it was noted that, while most reports aagry clear report structure, many had no
contents list, summary or a map of the site. Almostila df final reports provided only a ‘poor’
understanding of site issues. Perhaps most importaritipugh the majority did provide some kind
of action plan, only around a third were sufficientlyaglevith respect to three out of four criteria
including “next steps, longer-term goals, and timescaleadtion and who is responsible for each
action”. The overall rating of the reports, by the projeait, is given in Figure 6.9.

Figure 6.9 Overall rating of final reports
by the evaluation study team
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To some extent, the discrepancies between the project tegalmtion of the reports, and the
clients’ views, are likely to result from the broader pergive of the clients, who (we suggest)
view and evaluate the reports as part of a whole SSAgso&émilarly, many advisors do not
consider writing the report to always be the best usew$ar time and some commented that they
preferred to spend more time with the client, andtiess writing reports. For example, one advisor

was quoted as saying “I'm more ‘hands on’ and don't providbe‘gumph™.

Report guidelines were initially issued to advisors inyNM801, during advisor induction at the
beginning of the SSA scheme. However, when surveyed by the ésaltestm during 2003,
although two-thirds of advisors interviewed were ‘cledrout these requirements (as specified by
AEAT), around a third were not. One advisor commentectiieatrequirements [were] open to
own interpretations” and another that the guidelines waseclear regarding length/volume - my
reports are more lengthy than average - many are ver/.dPartly in response to this feedback,
AEAT provided more written details to advisors during 20084daify the existing guidelines (see
Appendix 13.3). (It should be noted that the sample afrte@nalysed in this section were
completed before the guidelines were re-issued. Fiysamaf subsequent reports, see discussion
in Section 8.3.)

6.2.4 Overall client satisfaction with SSA Programme

“We received good advice — it's the implementation that is moagpobblem” [Client]

All clients rated the advisors’ general knowledge of Tralah$positively (scoring at least 4 out of
5). Although still broadly positive, the clients’ ratingstbé advisor’'s understanding of the local
context and/or of the organisation were slightly less gaiitl,one or two cases giving a low rating.

In general, around 80% of clients were either satisfiatbor satisfied with both the
appropriateness of the recommendations they received ag8&thprogramme as a whole (as
shown in Figures 6.10 and 6.11). When asked what were théberficial aspects of the scheme,
clients mentioned the following: the fact that the advies Wee, having an advisor who was time-
dedicated, could lead the Travel Plan process and wiaslgmendent source of information who
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could liase with network including senior management, that advisors would provide strategic
advice and support specific tasks (such as conducting arteagalvel survey). It is interesting to
contrast the high levels of satisfaction of advice withpxeeived helpfulness of the local
authorities as reported earlier in Figure 6.1.

Figure 6.10 Clients' views of the Figure 6.11 Clients' overall satisfaction
appropriateness of the advisors with SSA
recommendations to their situations
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Key findings: Scope and quality of the advice
« The initial phase of giving advice often involves defining whelp is required.

¢ Advice given often relates to general support and straiegies, rather than more specific,
technical aid.

e Advisors believe that gaining the support of senior managameften more important than
the client initially envisages. Many advisors think thmwgirt time allocation for SSA would often
be better invested in pursuing this goal.

« Many of those both receiving and giving advice think thatdpaible to spend more time per
client would be useful, with only a small amount déiional time being proposed.

e The final reports produced satisfy the client, but cdagldmproved in terms of their legibility
and usability and by the inclusion of a clearer work féarthe future.

< In general, most clients are very satisfied with the@aihat they receive, with only a few
recording dissatisfaction. Nonetheless, there may be sape far improving advisors’
knowledge of the local contexts, and the types of organisatishith they give advice in
future SSA allocations.

6.3 Impact of the advice

6.3.1 Strategic impacts of the SSA

“As a result of SSA, our knowledge went from 0% to 100%" [Client]

There is strong evidence that client knowledge and understawiding Travel Plan process
increased due to involvement in the SSA programme. In88r of cases, clients provided
examples to support this conclusion. In particular, manytsli@ported that they had become more
aware of the strategic organisational factors thataugal to the success of a Travel Plan.

The SSA also seems to have been effective in increttsérmount of staff time and resources
committed to the Travel Plan. This is an importangact of the SSA. At the time of seeking SSA,
around a quarter of the clients had some specifidfreturces for their Travel Plan. Following
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SSA, this was true for over a third of the organisati@dewever, it should be noted that the
majority of Travel Plans still depend on non-dedicateff. sBBudgets have also increased as a
direct result of receiving SSA. Prior to SSA, only olient organisation had a budget for its Travel
Plan. (This was £30,000 for a pilot project.) Post-SSA, awuarter had budgets for their Travel
Plans (although, in many cases, this was only a few kdrmbunds).

Figure 6.12 Clients' perceptions of Figure 6.13 Clients' perceptions of
senior management commitment to the senior management commitment to the
Travel Plan before SSA project Travel Plan after SSA project
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Analysis of client perceptions also suggests that semaragerial commitment to the Travel Plan
has improved as a result of SSA (see Figures 6.12 & 6.13)sligests that major changes were
achieved within the organisations in terms of commitn@fitravel Plans. This shift was
particularly noticeable in non-school clients; prior to $8¥er 80% rated senior management
commitment at 3 or less, after SSA, 80% rated this comenit to 3 or more. (Advisors were asked
a similar question, about changes in the seriousness dig¢httowards developing a Travel Plan,
and their responses showed a broadly similar picture.)

6.3.2 Overall changes in Travel Plan quality

Despite the problems noted above, both clients and ad¥@otisat the SSA has improved Travel
Plans. As shown in Figure 6.14, most clients assess@apinevement in the top two ‘positive’
categories.

Figure 6.14 Clients' assessment of the
overall value of SSA in improving Travel
Plans
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The advisors’ assessments (Figures 6.15 and 6.16) showed allgeregative view of clients’
Travel Plans before the SSA, moving to a more middlingesafterwards. This seems a realistic
assessment; that SSA makes a difference, but aloneavibtally transform an organisations’
Travel Plan.

Figure 6.15 Advisors' assessments of Figure 6.16 Advisors' assessments of
the quality of client Travel Plans prior to the quality of client Travel Plans after
SSA receiving SSA
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6.3.3 Implementation of Travel Plan measures

“The staff car parking charge was simply not supported by all senior maresi§Advisor]

The study sought to analyse the effect of the SSA prageaan the level of successful
implementation of Travel Plan measures. Over half ehtdi said that there were travel planning
developments or changes that loadly taken place as a result of SSA, while almost two-thirds
reported that developments or changes had takenmplacequicklyas a result of the programme.
Advisors thought that both new and quicker developments oigelahad resulted from the SSA in
most cases.

In general it appears that the SSA projects have providedeahas for organisations to implement
a mix of infrastructure and organisational measures. @learst of the Travel Plans are at an early
stage, and implementation was only just beginning (if notoyetcur). Appendix 13.7 shows the
measures recommended (by advisors) for most of the S$&cimranalysed and which of these had
been implemented (according to clients). Infrastruatueasures are shown in bold and
organisational measures have been left in plain text.

A survey of the information in Appendix 13.7 shows that, forctees listed (which represent the
majority of the sample analysed), 164 recommendations wate, mAwhich 53 have been
implemented. Therefore, 32% of recommendations have bieeassfully implemented to some
degree (though some may have been subsequently removeftadfructural and organisational
measures are separately analysed, then the levels esstidémplementation are 45% and 29%
respectively. (Note that measures categorised aasimfrctural’ range from low-cost bike storage
facilities to major road improvements.) This suggests thajeneral, it may have been easier to
implement infrastructure measures (often Travel Platiss on these as they are viewed to be
easier than organisational measures).

Interestingly, for the schools and hospitals analysecedhesalent ratio$ for successful
implementation of all measures are 41% and 20% respecti@iynfrastructural measures the

12 Ratio = Number of measures implemented / Numberezfsures recommended.
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ratios are 48% for schools and 0% for hospitals. For aggtianal measures, the respective ratios
are 38% and 21%. This suggests that schools are generallgumeoessful in implementing both
infrastructural and organisational travel measures &inamospitals. Furthermore, the hospitals
studied have had no success in implementing infrastructeseures at all. These results can, in
part, be explained by the fact that advisors are ledy likeecommend large scale, and often
prohibitive, high-capital infrastructure solutions to schogiing instead for achievable low cost
measures. (Unfortunately, an insufficient number ofrmssies and local authorities were available
for analysis to be able to quantify their success inemghtation.)

Whilst the overall picture seems broadly positive regardiqmeamentation of measures, it is also
clear that nearly all clients examined to date westhle to implement at least one of the measures
recommended by their advisor. The main reason given bytsleas usually some sort of
opposition (either from senior management or trade unioryjeto parental attitudes or safety
fears). The second major category of reasons givemitorg to implement suggested measures
was lack of resources. According to advisors, key bartiet block implementation were senior
management attitudes and policies.

Although beyond the scope and time-scale of the curreniati@h study, the team note that further
research regarding the implementation phase would beitiaheFhis would be to ascertain, in
more detail, the following issues: the nature of the bartfesinhibit the implementation of certain
measures, the overall level of success of advisors’ recadatiens, and which types of measures
are more or less successful in being implemented.

Key findings: Impact of the advice

e SSAis making a substantial different to clients’ undeditag of Travel Plans, and is
increasing the commitment of staff time and resourcésofah these allocations often remain
small).

e SSA s improving organisational commitment to the TravahRIrocess, although convincing
senior management to support particular measures can reiffigint.

¢ Clients and advisors feel that SSA is resulting indpétavel Plans, with new or faster Travel|
Plan development resulting directly from the advice.

« Where implementation occurs, infrastructural changes are easily implemented than are
organisational changes (with the exception hospitals whereeguired infrastructural changes
are often prohibitive).

« Recommendations from SSA are only being partially implenderither due to internal or
external resistance. The basis of resistance may msitipp to the concept itself or resource
constraints.

e Further research is needed regarding the nature of thersdhat inhibit the implementation of
certain measures, the overall level of success of advigasmmmendations, and which types (of
measures are more or less successful in being implethent
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7 Overall value for money of the scheme

The SSA programme has potential for a wide varietyewieficial effects on a number of groups.
These are categorised in Table 7.1.

Table 7.1 Potential Direct and Indirect Benefits of theSSA

For the organisation

For individuals

For transport policy
and the community

For the Travel
Plan industry

Better site management /
more intensive use of site

Savings in parking costs
Better utilisation of staff
work-time

Improved staff
recruitment and retention

Improved staff / student
health (reduced rate of
absence through
sickness)

Greater range of
travel options

Healthier travel
options
Improved safety /
fewer accidents

Social interaction
opportunities

* Traffic/
congestion
reduction

¢ Emissions/ CO »
reduction

< Improved public
transport /
walking / cycling
facilities

< Improved social
inclusion

¢ Follow-on
consultancy
work

« Higher level of
Travel Plan
competence

Improved knowledge of Better use of travel- o Healthier
travel needs by to-work time population
management Co
* Reduction in
» Access to Travel Plan accidents
resources

The Department for Transport's main objectives are highlighted in bold.

For the Department for Transport, it is important toudoent the full range of benefits achieved,
but a central question is the extent to which the SSA anogre represents value for money in
addressing the paolicy objectives set for it. If the SAA be shown to provide good value for money
for these objectives, any further benefits to organisatiodsjiduals and the Travel Plan industry
will be a bonus.

7.1 Estimating the effect of SSA

The SSA projects in our survey have largely been involvid pléinning and developing rather
than implementing Travel Plans, although there is sofioeration on the introduction of
measures in a minority of cases. However, the intes/ismtain a variety of information on the
type of Travel Plans that weemvisagedefore and after the SSA intervention. The following
method has been developed by this evaluation study thatsappiategorisation of Travel Plan
effectiveness based upon DfT and other research.

7.1.1 Workplace Travel Plans

Previous work for the Department for Transpbrnd subsequent research they have
commissioned on the effectiveness of workplace Travel Piladisates that up to a 20% reduction
in vehicle trips can be achieved. However, this is onlyratthby the best and most consistently
applied Travel Plans.

13 potteret al. 2001.
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Five key categories are based upon the likely reduction iclealie of workplace Travel Plans

with:

1. Very little reduction resulting from a Travel Plan cotiaig only of information-provision;

2. Up to 5% from schemes consisting mainly of car sharing;

3. Up to 10% from those incorporating incentives to use altematodes;

4. Up to 15% from those incorporating disincentives for car us#; a

5. Up to 20% for those that, as well as providing mode-siggnifentives/disincentives, also
provide additional services/incentives.

Using this categorisation, it is possible to ‘map’ theipalar Travel Plans envisaged ‘before’ and
‘after’ SSA intervention and estimate the likely changgehicle use. The SSA could have two
important effects. The first is that it does notratkee nature of the organisation’s Travel Plan, but
does enable more effective implementation. So, for exani@eSSA project may have assisted an
employer in introducing an effective car-sharing scherhe.résult might then be that good take-up
is attained with a consequent 5% cut in vehicle commutipg, twhereas, without SSA, the Travel
Plan process may have achieved a lesser, 1%, reductiehiaie trips, with the car-share scheme
possibly falling into disuse. The second potential ¢ffethat the SSA results in the organisation
moving to adifferent typeof Travel Plan, containing more effective measures eikample,

receiving SSA could persuade the organisation to move flom eost Travel Plan, consisting of
information measures, car sharing and season ticket,ltmone with incentives such as subsidised
bus routes and fares.

These situations can be represented diagrammaticdigime 7.1, together with the barriers that
exist in moving between the types of Travel Plan.

Figure 7.1 Categories of Travel Plans and their effectiveiss
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The barriers faced in making the transition betweerethategories of Travel Plans are different.
Between 1 and 2 it is essentially a matter of orgénisal acceptance that a Travel Plan is
something they should do. Between 2 and 3 the key barriéniisng resources, and here issues
arise of how to justify resources to be devoted to aélfalan. Once justification is achieved,
incentive measures may be provided. The barriers to prouiiintcentives are very different.

These essentially relate to internal opposition taguees such as car park charges or restrictions on
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parking rights. The barriers here are not essentiallyoboests, indeed as some of our study cases
noted, introducing measures such as car park chargedyctuahe cost of a Travel Plan. The
transition between categories 3 and 4 requires orgammiahtommitment and will mark a shift in
the Travel Plan from being an isolated estate managemeagure towards relating to an
organisation’s core purpose. The transition to categorgtires a full integration of a Travel Plan
to be accepted as a normal business or organisationdgteract

The effect of the SSA project can be mapped onto thisadiagBecause many of the Travel Plans
were still at the planning and design stage, this maydse mmatter of identifying how the SSA
affected what is planned to be implemented rathertti@imtroduction of actual measures. Thus
one SSA project might move a Travel Plan from category lihglae'good practice’ in category 2
(see Figure 7.2, arrow A), whereas another (arrow Bhbk&d win over senior management to
release resources and so move from category 2 to 3. Bata8not have particularly helped in
improving the incentives offered and so there may only be aimaaaiange in effectiveness.

Figure 7.2 Effects of SSA
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Using such an approach, it is possible, using the infoomatdtained from the survey cases, to map
the effects of the SSA and make an approximate estim#te tkely subsequent impact on vehicle
trips. Figure 7.3 represents a mapping of 11 of the employes &@sn the database. The mapped
positions were based upon the questions in the survey abouathe Plan measures envisaged
before the SSA project, what measures were recommendbd byvisor and which of these the
organisation expected to implement. As is shown in thgralia, the main transition being
addressed is between informational/low cost Traveiddand getting the resources to move on to
offer incentives, with some work on improving the meastiresiselves and support for their
implementation. Although a number of cases mentioned eedesinove to disincentives (usually
car park charges), in the cases analysed the SSA tpdajawot overcome this barrier.

The overall results of this mapping exercise are supporteieisg expressed in an interview with
one of the four local authorities interviewed as parhefdvaluation. This authority used the Travel
Plan Evaluation Tool to track the development of Tral@h$and noted that, of the Travel Plans
that progressed to the higher stages of the model, aithdstd received SSA. The SSA seems to
be associated with really moving Travel Plans on withiom@anisation.
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This mapping exercise suggests that the effect of the S8Amproduce improvements to the
Travel Plans of about a 2% cut in vehicle use in 9 casé eut in one case and none in one other
case.The average was a 2% reduction in car use overallhis is probably an underestimate, as
the impact of a particular SSA intervention could welld/igreater vehicle trip reduction in the
longer term. However, the more cautious estimate of feetsefof the SSA programme can be
taken as robust. This also provides an early indicatiaty tbr workplace interventions, the
programme represents ‘good’ value for money.

Figure 7.3 Mapping of 11 SSA Employer Cases (project numbgr
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7.1.2 School Travel Plans

Data on the impact of school Travel Plans was obtainedtiilerangoing DfT projecMaking

School Travel Plans Work Local authorities and other school Travel Plan espeere invited to
recommend any schools that they knew of which could in soméwagnsidered an example of
good school Travel Plan work, and which were thought to haef@e and after data about what the
school had achieved. At the time of the last assessmeohobl survey returns for the project
(September 2003), information about 111 schools had been recaieishformation about before
and after levels of car use was usable for about 80 of, tteggesenting a total of over 45,600

pupils™.

From this, there has been a choice of schools for the ptojémtus on (i.e. the ‘selected’ schools).
The data for the final selection is currently beingoieel with the schools and local authorities
involved, as part of the interviews for the project. Nbekess, it is interesting to discover what the
interim results are showing (see Box 7.1).

14 Interim analysis supplied by S Cairns & C Newson, fresearch being undertaken on the 'Making school
travel plans work' project for the Department for B@art, London.

15 Note that this is a slightly larger number than theggiin the 'Report on school surveys and selection'
submitted to the Department for Transport on 3rd Septet@8. This is because information about pupil
numbers was missing for 12 schools, and has subsequesrysbpplied by the Department for Education
and Skills.
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Parallel evidence from a DfT project about ‘The influeateoft factor interventions on travel
demand’ highlights that the current provisional estimate28% car use reduction from a good
school travel plan is reasonably similar in magnitude todhke of reduction recorded at ‘level 3’
schools in Buckinghamshire (‘level 3' meaning that the schoohhasavel Plan adopted by the
school community which is reviewed annually), and also tathéevements of schools in
Cambridgeshire where Safe Routes To School work has beenakateftompared with
Cambridgeshire schools where Safe Routes work has not beatakadg

Box 7.1 Provisional Interim results from ‘Making School TravelPlans Work’

The 26 schools currently analysed represent 16,162 pupils, enge@. per scho. The
average proportion of pupils at the schools who had shiftagt fom car use was 11.5%,
which was equivalent to a reduction in car use of 23\@%¥ighting the results by pupil numb:
suggested that 10.2% pupils at the schools had moved away frasecavhich was equivalent
to a 25.7% reduction in car use.

There was wide variation between schools. 2 schools hadgukrd few or no children to movg
away from car use, 13 schools had persuaded up to 10% of gujhissschool to move away
from car use, six had persuaded up to 20% of pupils to movefeomagar use and 5 had
persuaded up to 30%. Interms of impacts on traffic, amas stable or increasing at 2
schools, 2 schools had achieved reductions of up to 10%, 7 sbhddodshieved reductions of
up to 20%, 6 schools had achieved reductions of up to 30% ahd@sbad achieved
reductions in excess of 30%, including three where caraenore than halved.

\1%

Note: Data liable to change following inclusion of results for ale8lected schools, and final checking
of existing data.

These are results for schools with an active Travel Plawever, what impact can be attributed to
the SSA project upon a school's Travel Plan developmentfiaton is not available to undertake
a staged mapping exercise as was undertaken for the awekBEA projects. However there is
information from the evaluation survey from responsesigstions (put to schools and advisors)
regarding the impact of the SSA project. 60% of schooltslieaid that there had been Travel
Planning developments or changes that only took place becateeS$BA and 40% that Travel
Planning developments were faster because of the SSA. Thesskelrgely noted specific Travel
Plan measures or processes (survey, parent liaison andnplavark). The advisors also generally
expressed the view that they had introduced or sped upl Riavming developments. In most
cases they emphasised building up (transport relatediitkdocal authorities and obtaining
funding.

The role of the advisor in crucial activities such as wigriimding, making key organisational
links and helping to build up consensus and support for the TRéuelsuggests that the SSA had
an important influence upon the performance of schoavdirPlans. Well-applied school Travel
Plans can achieve over 25% car use reduction. It appeatbdtsatrt of influence arising from the
SSA is of the order that would make the difference betvaehieving a top class 25% impact on
car use as opposed to a 15% reduction, or a 15% impact ttethexr mediocre 5%.

It would seem reasonable to assume that abbQ¥%acut in car useis the order of impact from the
school SSA projects.

7.2 Estimations of Benefits

Having made a robust estimate of the impact of the SSA&qisopn vehicle trip reduction, what are
the benefits this produces? To estimate these, two ¢iaaluaethods have been used. The first
estimates the cost to the government of reducing car use dsxiog1® via another policy measure,
that of tax concessions, and compares this with theaéch@BA cost. This method is useful for
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comparing the cost of different measures, which is reddisr example, in examining the range of
policy instruments used in the climate change programmesd&dond illustrative method is to
compare estimates of the values of the incremental tieduin (environmental and congestion)
external costs with the costs of funding the SSA. (Thedispaf SSA on other central government
objectives, as set out in the New Approach to Appraidalye not been quantified. However, these
impacts are expected to range from neutral to positiyeatiicular the safety objective impact is
expected to be strongly positive.)

7.2.1 Cost per Tonne of CO, emissions

The first illustrative method is to estimate the taxpaget.cAs the benefits are identified as those
that can be attributed to the SSA project alone (and nat ioihats to the organisation’s Travel
Plan), the costs have been defined as solely thoseiotriley) SSA (no other costs are included).

Estimates for workplace SSA interventions

The starting point is that the workplace SSA projactslikely to improve clients’ workplace
Travel Plans so as to produce a 2% cut in car drives. tWith the employers in our survey being,
on average, quite large (particularly due to the hospitalaarsome projects involving groups of
employers), a 2% cut would produce 29 fewer cars being usgegeper employer site With

car commuting averaging around 3,000 miles a'§jefiere is a saving of 87,000 miles resulting
from the use of 29 cars being replaced with alternativelt@vangements, cutting G@missions
by 32 tonnes.

The SSA is a one-off project, so the costs too are onevbéireas the impacts will be spread over a
number of years. A pessimistic view of the SSA wouldobditide the cost of a SSA project by

only the effects in one year. The average cost of SSA is £fds6ite with an average project
length of 5.1 day$. If this is divided by the estimated changes in the rermbvehicle commuting
trips for one year alone, the cost per vehicle trip cut issf@Bthe cost per tonne of g€ut is £80.

If a more reasonable assumption is taken that the S8t ddsts for a total of three years, then the
cost per vehicle trip cut is £29 and the cost per tonne gfcGQs £27.

By way of comparison, the tax concession on employers subgjdiigs fares in the 2002 Budget
was estimated to cost at least £p40 annunper vehicle trip cut (approximately £0.54 per vehicle
trip avoided each working day) and £1€ annunper tonne of C@cuf™. Therefore, even using
pessimistic assumptions taken for the SSA programmecaifs being set against improvements

' The five objectives are: environment, safety, econaniegration and accessibility.

" The average number of employees was around 2,500. Therldr@e Survey shows that 70% of
employees travelled by car to work in 2001 (DTLR 2001, T4t8& whilst the National Travel Survey of
1999/2001 (NTS 2002) shows that the overall occupancy of cardansgmnmuting is 1.2. Hence, a group of
2,500 employees can be expected to use 1,460 cars (amongshades) to get to work. A 2% cut would be
equivalent to 29 fewer cars being used per year.

18 The National Travel Survey estimates that, on avereayh car in the UK travels 2,820 miles per annum
on commuting journeys. This may be a cautious estiraattie average length of a work journey is 8.4 miles
(by all modes, but mainly car), which suggests an annual miteagark by car per person in the region of
4,000 miles, or 3,300 miles/car once allowance is madeafsengers. Hence, the mid-range value of 3,000
miles (4,830 km) is used here.

19 A litre of petrol produces about 2.4 kilograms of &@d a litre of diesel about 2.7 kilograms. A figure of
2.5 kilograms per litre would represent an average faraadl, allowing for the petrol/diesel mix in the car
stock. The average UK fuel economy is 9 litres per 100khmugh the driving conditions for commuting
trips might well involve a poorer fuel economy thandlverage. If the average fuel economy is used, then
each vehicle-commuting trip produces about 1.1 tonnes gk@Bsions per annum. Therefore, 29 car
commuting trips avoided over a year reduces the annual ensgssi CQ by 32 tonnes.

? This includes AEAT’s administration costs. Source: AEAT

21 Potteret al. 2001, op cit.
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for one year alone, the workplace SSA programme comparetovether policy measures to
reduce C@emissions. The result stands even if costs are sorigheer and impacts somewhat
lower than have been assumed in these figures.

Estimates for school SSA interventions

According to the National Travel Survey (NTS 2002), in 1999/2001, agerarter of school pupils
(39% of primary and 19% of secondary school pupils) travadiiod by car. The distances are less
than for work commuting, with the NTS noting that therage daily ‘Escort Education’ trip is 2.2
miles, involving an annual distance of around 880 miles (apfird00 km). The NTS records car
occupancy for education trips as averaging 2.1 people, suggtsdi for the school run there are
an average of 1.1 passengers on board.

Using the school Travel Plan effectiveness figures froni@eé.1.2, for each school of an average
of 621 pupils, about a quarter (155) would be expected to tranaartbefore the Travel Plan was
implemented. The figures also assumed an impact of ar@@36tion in car use over what might
have been achieved without SSA. This would reduce cdryu$b.5 pupils and 14 car trips per
school.

Assuming the same fuel consumption figures as for commuineduction of 880 miles per annum
leads to a reduction of 0.31 tonnes of @@Missions per annum per escorted car school trip. With
14 car trips being saved by the Travel Plan, then theantalal cut in C@emissions per school
Travel Plan would be 4.4 tonnes of £0

School SSA projects tend to be shorter than workplace arfegure was therefore taken of £2,000
per site. The taxpayer cost, if viewed over only one yegit48 per car trip cut and £457 per tonne
of CO, emissions reduced. If the more realistic three-ydactis assumed, then the cost is £48 per
car trip cut and £152 per tonne of £€&nissions reduced.

The cost for car trip reduction and per tonne of €@@issions reduced is higher than for
workplaces due to the smaller number of people tfieper site and the shorter car trip lengths
involved. A comparison to tax measures is inappropriate favabdrips (where personal taxation
has no effect), but these figures could be comparedathitr policies to influence school travel
behaviour (e.g. the Safer Routes to School initiative, sd@dary Posts, etc).

7.2.2 Cost-benefit ratio

The second illustrative method takes into account a wadweger of benefits. Transport activities
result in economic and environmental costs that are noelmy those conducting the transport
activity; the so-calle@xternalcosts (or ‘externalities’) borne by society as a whkdernalities
typically include the cost of congestion on the road networklandosts to the health service of
road accidents and of disease resulting from noxious and eoiissions.

In practice these costs to society are often high wivérate cars are used intensively, particularly
on a congested road network. They often fall disproportébynan particular groups in society, for
example those living near major roads. A range of vaduists for the external costs of car use.
This variation reflects the range of factors particelgrerts consider to be important in making the
calculations, and the road conditions and situations to whekarious values refer. Estimates
have tended to increase in recent years, despite theeabdcoming, on average, ‘cleaner’.
Reasons for this increase include the wider range ajrfaitis seen as important to include, and
higher estimations of the real costs of externalipasticularly congestion.
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Samsoret al. have reviewed estimates of external marginal costseport several categories
(Samsoret al. 2001¥. These include external accident costs to be in the @rig82-2.25p per

mile (1998 prices), air pollution 0.55-2.74p per mile, noise 0.03-1.26mifrclimate change
0.24-1.0p per mile and congestion at 15.6-18.0p per mile. Updatii@athson study to 2003
values, produces a central figure of a marginal da®0&p per vehicle mile for external costs. This
was viewed as a justifiable figure and is somewhat bdievsurface Transport Costs & Charges
data (marginal congestion and environmental costs) for edraigpeak time of 23.0 p/mile at 1998
prices. Our estimates of external costs are therdkaly to be on the low side.

It is worth noting that the largest external cost isntiaeginal social cost of congestion, a cost
imposed on other drivers that is not taken into accotnein deciding to make a trip. Car drivers do,
however, take account of the average costs of congestiocteefia their own in-vehicle travel

time. Given that car ownership rises as real inconsesand more car trips are taken, the level of
marginal social congestion costs increases over time. The ehthese costs rises further as the
value of time rises with real income.

Estimates for workplace SSA interventions

The estimate of a saving of 87,000 car miles (per anbeiny replaced with alternative travel
arrangements creates a typical total annual beneft @BHO0 in externality values per SSA
intervention against the average one-off SSA cost of £2,56€itpeAs with the previous method, a
sensitivity analysis has been used by assuming the SSAtliests between one and five years.
Table 7.2 provides indicative values for the cost-bendfiis®af the SSA programme.

Table 7.2 Ratios of costs to benefits of workplace SSAogramme
23

Duration of benefits Cost-benefit ratio
Years Externality value of 20.5 p/mile
1 1.7
3 1:21
5 1:35

Given these high levels of cost benefit ratios, only veryrfemal shifts away from car use are
required to make the scheme cost effective. The reductisocial costs (economic and
environmental) per annual car-commute avoided is around £606rdfdhe requires just 4
behavioural changes lasting one year (or fewer lasting lorgef)d SSA intervention to ‘pay for
itself’ in terms of wider benefits.

Overall, workplace SSA interventions represent very goageviar money indeed. It is low risk, in
that only a small number of modal shifts are neededdduge a net benefit surplus, and the overall
taxpayer cost for the policy impact is also low.

Estimates for school SSA interventions

Benefits calculated in terms of external costs avolidedociety are positive, if somewhat more
modest than in the case of workplace interventions (alygrto the smaller numbers influenced
and the shorter trip lengths involved). The overall beneftetypical intervention in Year 1 will
be £2,530 against an outlay of £2,000. Table 7.3 indicates costtlvatie$ for impacts lasting 1,
3, and 5 years.

2 These authors in fact report a very wide range of saleferring to different classes and locations of road
ranging from £0.09/vehicle-mile to £3.14/vehicle-mile.
% No allowance for discounting in years 2+. Values Haaen rounded to the nearest whole number.
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Table 7.3 Ratios of costs to benefits of school SSA gramme

Duration of benefits Cost-benefit ratio =+
Years Externality value of 20.5 p/mile
1 1:1.3
3 1:3.8
5 1:6.3

The cost-benefit ratio for schools is lower than forkptaces, but even so the costs of an SSA
scheme are more than counterbalanced in the first gaah SSA project needs to only cut 11 car
trips at a school for one year (or fewer lasting longerjferscheme to pay for itself. A cost-benefit
ratio of almost 1:4 is still better than that achievadnfiany other transport investment projects.

Key findings: Value for Money

e According to two methods used to assess cost effectmemesSSA programme is delivering
very good value for money.

e Both school and (particularly) workplace SSA interventiarescost-effective measures that
address government policy to cut congestion angdbissions.

e If the benefits of the SSA programme are assumed to hiffeérae of three years, then the
value for money estimates are as follows: Workplad&29-per vehicle trip reduced, £27 per t
CO2 reduced, Schools - £48 per car trip reduced, £152 per t-Q@&ek

« When considering wider external costs and benefits (ovee tears), central estimates of
workplace SSA projects yield a cost-benefit ratio ofdseghan 1:20 and school SSA projects|of
almost 1:4. These are considerably better ratios thanatiios used to justify many other
mainstream transport investment projects.

%4 No allowance for discounting in years 2+. Values Haaen rounded to two significant figures.
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8 Management of the SSA Programme

This evaluation has addressed a number of issuesinegananagement of the SSA programme.
These range from specific managerial and administragsrees to consideration of the management
structure as a whole. The specific issues include:

Aspects of management that could be changed to enhaneféettté/eness of the programme;
Appropriateness of amount of time available;

Administration of SSA programme;

Quality Assurance procedures for client cases, advisuigeports;

Use of telephone Hotline for Travel Plan support;

Overall management structure and relationships betweEnHXT and AEA Technology.

oukrwnpE

The following section is based on the series of interviemwglucted with SSA recipients, advisors
and key personnel at AEA Technology and the Energy Saving Thasake responsible for the
management of the SSA programme.

8.1 Survey results on SSA management aspects

8.1.1 Management of the SSA programme from the client’s perspective

“We found it hard to fill in parts of the PVQ before receivihg SSA[Client]

The client survey asked recipients to rate manageasgscts of receiving Site Specific Advice.
This used the scale of 1 (low) to 5 (high) used throughowguthasy. As shown in Figure 8.1,
clients were largely positive about the overall applicatiocgss for receiving SSA. They were
also asked, specifically, about the PVQ. One concernliather this was rather long and detailed
and was putting clients off applying for SSA. Again, reg@snwere positive, although some
indicated that it was difficult to provide some of thquested information prior to receiving SSA.
(In particular, information about what they had wantednfthe advisor, and information on travel
surveys.) Advisors were also largely supportive of the R¥@ugh some thought it could be
redesigned to be both more concise and precise.

Figure 8.1 Clients' ratings of the overall Figure 8.2 Advisors' views about the
clarity of the proess of applying for SSA quality of management of the SSA
(in terms of the information that they programme
received and the form they had to fill in) 8
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7
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6
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However, this analysis is based on organisations thatdbached a PVQ and received advice.
Information from AEAT shows that, by the end of Decen@3, over 1,205 organisations had
requested, or downloaded from the Internet, a PVQ, buts&flsites had returned them and been
offered SSA. This dropout could be due to factoheiothan the application process, but some
advisors feel that the initial paperwork may be a deterin the interview with the SSA Manager,
it was noted they had followed up where a PVQ had not héeniged. The result of this work was
that, overall, it was felt that the PVQ is usefufilééring out less committed potential clients and
that it was not discouraging applications from those wigfenuine need. Organisations put off by
the initial paperwork were not strongly committed to thavet Plan process and were unlikely to
be the most worthwhile recipients of public money.

8.1.2 Management of the SSA from the advisor’s perspective

“We need to be getting into the implementation process
- and selling the process to senior decision makers.” [Advisor]

Overall, advisors thought that the instructions about tubiisory role were ‘clear and
straightforward’, and were generally positive about theagament of the scheme, as shown in
Figure 8.2. However, nearly all advisors offered possilgestions as to how the current
programme might be improved. One suggestion was that the myaigstem be streamlined to
account for the fact that relatively few days of paatk are spread over a long time period. In
some cases there can be large amounts of paperwork agddeleen delivery of the advice and
payment. The AEAT Manager felt, however, that the systeshappropriate for all but the smallest
consultancies and changing to a monthly invoicing would be mmmplex and expensive to
administer for all concerned.

In order to provide induction training to new advisors, AEAT workshops for consultants in
April 2001, October 2001 and Feb 2003, the aim of which was toiextpe SSA programme in
detail. The workshops provided information on procedural $sand advisor responsibilities and
were also an opportunity for advisors to exchange experiergelivering Travel Plan advice.
However, in many of the advisor cases analysed, it wtEgirthat more information and/or
induction training regarding the SSA programme would haea beeful. Comments from
advisors interviewed included the need for “Training in nagjoh skills to assist with working
with management and Travel Plan partners” and “...more riedms done to ensure that those
recruited understand what'’s involved... and what’s requiredifferent types of clients.”

These views are somewhat at odds with the positiorathpanel members should already be
‘experts’ in Travel Plan issues. However, it seemsttiere is a real need to prepare new SSA
advisorsat the induction stageho, although knowledgeable, have a variety of previous
professional experience. Based on information gathered datgrgiews, this evaluation study has
identified the need for further training at future indoictand training workshops in the following
areas: the importance (and contractual duty) of workink thi¢ local authority, the importance of
gaining support from senior management, existing reportngrguidelines, and the clarification of
allowed roles for junior staff.

Advisors highlighted the need to make sure that organisdtjehghe most out of the SSA, by
making best use of advisors’ time. In particular, thghlighted a desire to be able to focus on the
issues of implementation and/or addressing senior mamage@mmmitment. The implication is
that client expectations may need managing at the point thieg apply for advice, and possibly
that there are other sources of advice that they showdtdited to, before receiving SSA. The
need for a more stringent client selection process lsasv@ntioned (on the basis that clients are
not as motivated as they need to be — which supportethi@wged use of the PVQ in it present
form).

Some advisors suggested that, to complement SSA, theneésldo strengthen regional Travel
Plan networks. This would both enable organisationsatm lfEom each other’s experience, and
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might also give prospective SSA recipients a better giognd general Travel Plan issues, so that
they could then be more specific about what they wanted $SA. However, in practice, it may be
that ‘getting started’ is the hardest part of the Tralaeh Brocess, and that one reason why SSA is
valuable is precisely because it provides a catalyshi®part of the process.

Advisors also felt that the scheme would benefit fromdpeidvertised more via the Internet and the
TransportEnergy Best Practice Prograrfirtelephone Hotline was under-utilised (this issue is
specifically discussed in Section 8.5).

Key findings: Survey results on SSA management aspects
e Both clients and advisors perceive SSA to be a wellaget programme.

¢ Those who have successfully completed the PVQ applicatimegs do not find it onerous,
although there is a large dropout. There are argumetitsdraand against making this part of
the programme less stringent, or alternatively, monegsnt.

e Advisors would like some changes to the payment procedurasa@nectraining for performing
the functions required by the SSA programme.

e It seems that SSA could be more closely linked witleof ravel Plan-related resources, such
as websites, telephone helplines, and regional Travelnetarorks - at the moment it is
integrated into more general energy advice.

e Some advisors feel that it would be useful if cliemsld do more general Travel Plan learning
prior to receiving advisor expertise, although it is guesihat SSA is critical as a stimulus fo
an organisation making a serious start to Travel Plaeldgment.

8.2 General administration issues

8.2.1 Length of projects

One AEAT SSA Manager noted that the usual time allocatis

» 3 days for smaller employers (well below 250 employees) and thieea is a group application
for schools (e.g. Cornwall and Liverpool),

« 5 days - this is the standard allocation for workplacekschools,

» 7-8 day projects for larger firms, and

« 10 days for large or multi-site employers.

Another AEAT manager noted that additional time for lagies is currently arranged through an
informal procedure by making a case to AEAT. This precesild perhaps be formalised and made
more transparent. (However, it is recognised that it isrimportant to balance the provision of
very clear and specific guidance on the number of daysrganisation with retaining the

flexibility and judgment for AEAT to respond to particul@#uations.)

There is also the issue of whether more time is reddor Travel Plan advice through the SSA
programme. As discussed in Section 6.2.2, although mestslkand advisors were satisfied with
the time available, many clients felt that they hadaty received more than the official allocation,
almost two-thirds would have liked a modest increase iadhée period, and over half of advisors
also felt that more time would have been useful. Altfipuahere is a danger that more time would
tend to change the intention of SSA, the view of the evaluagiam is that a half-cost SSA follow-
on project could be useful. There would need to be a jtlstfication for the expenditure and it
there is a case for insisting that a follow-on projeetaeninked to assisting network development
(e.g. networking to implement). Indeed, support for netvaankelopment could be an important
next step for the DfT and EST to undertake.

% Formerly the Energy Efficiency Best Practice Progree (EEBPP).
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8.2.2 SSA administration

As noted previously, although the advisors interviewed nathgement of the SSA programme
quite highly (mode=4 using 1-low to 5-high scale), some advisgressed particular concerns
about some aspects of the administration. One aspect mentipaeound half of advisors
concerned the system of invoicing system used by AEAT. Comsmaade included: “Invoice
structure... is very demanding as advice is given over longsjiae - monthly invoicing would be
helpful”, “There is relatively a lot of admin for £1-2K jpeots...A lot of admin for a small
job...Suggest it is replaced by larger contracts for say 6 aker a period of time and then
allocate advisors for projects”, “Payment is prompt butiireg a detailed breakdown for expenses,
which can be tedious”, “Prefer monthly invoicing systerheathan after visits and at project
completion”.

On this issue, the AEAT SSA Manager felt that any cheutgéhe administration processes need to
be considered carefully and some minor improvements coutthde. He emphasised that any
additional procedures can take a lot of time and resofocedl as the SSA involves a lot of small
contracts. In his view for a small 12-month contract, 2itescan be dealt with adequately by both
consultancies and AEAT.

8.2.3 Proactive role of SSA consultants

The research for this report found that some conssali@ete actively promoting the SSA
programme. The AEAT manager noted that private seatoketing of a public programme

happens in other programmes and whether this is a good thiagd$epn how it is done. There is a
fine line. If a consultant has existing relations witkita and gets them to apply to SSA because it is
free, there is a danger of abuse with consultant gettigigt ¢b use SSA for a job they would have
otherwise paid for. The management procedures at AEAT thaathis would not normally be a
problem as AEAT allocates advisors to each SSA pragedtie consultant who advocates use of
SSA may not necessarily get the work. However, shoula tieronly one SSA consultant in that
area a difficulty could arise.

Problems can also arise if an advisor, who is the solel paember from a particular consultancy,
moves to another consultancy organisation. Without the paegm@ber as a member of staff, the
original consultancy is unable to continue working fordlent, even if that organisation has been
nurturing its relationship with organisations in receipt 8AS

8.2.4 Premature completion cases

One issue has been that a number of SSA projects Hareddong time to be completed and there
is an issue of how ‘premature completion’ projects (thogeetinded before completion) may be
identified and wound up. This was discussed with the AB#ahager. It was noted that the
management procedure has developed in response to this issu

The initial stance was for completion within six montimspractice, many projects ended up taking
longer, particularly in schools with long holiday breaks. We¢ was (at the time) no defined
procedure for reviewing long-running projects, a problem emesfiedw to distinguish between
projects dragging on and those that needed to be spread loveyer period due to organisation’s
decision-making process. It is possible to extend waraiitsn an advisor is allocated to a
project), but this can take a lot of extra administrat@rsmall contracts. Consequently it was
decided on the practical approach, not of specifying acpéatideadline, but of reviewing cases
and ask consultant for progress at three-month irlgerva

However, in practice this process was unsatisfactorysame: projects were left to continue ad

infinitum. As from 2003, AEAT has adopted a policy thatjgcts should not take longer than 12
months. After 12 months have elapsed, AEAT contacts theg@8i8or and ask them to round off
the project and submit final report within 8 weeks. Tiimtended to ensure that all projects are
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completed in a maximum of 14 months. It was noted thatiécessary also to tell clients that
projects are expected to be completed within 6 months,ahthsiat a maximum. (For premature
completion projects, the advisor is still contracteddimglete a report as far as possible for future
reference, should the Travel Plan be picked up agaitastrastage.)

The EST Manager for SSA reported that he had look#dsaissue. He was now satisfied with the
situation, and would not expect further on-going premature @aiioplcases to arise. It was a
problem of past management and he considers the system hevadequate in this respect.

8.2.5 Links with local authorities

The interview with the AEAT Manager was informed hg brganisation’s active work with local
authorities. He reported a considerable variation irsthmport and emphasis the authorities put on
Travel Plans, the case being that Travel Plan awdheudties will use the SSA well (refer to

Figure 6.1). This is why AEAT has promoted schemesdal lauthorities and prioritised getting
them on board. He noted the need to promote Travel Plamsdifferent angles. For example,
through tourism and leisure and development control semi@Gargacts are also asked to get in
touch with colleagues. However, he noted that, in somescgeod links do not exist between some
local authority departments (e.g. between Developmentr@@mnd Travel Planners). AEAT has
found that making contact with several links in LAs ipartant. These observations supported the
views of SSA users, some of whom noted support for TravesRiaried within local authority
departments. This issue is considered further in the Sextion

A related issue is the independence of SSA from local gtiglsp which can both be a strength and
a weakness. One AEAT manager commented that adviseiteadight raise client’'s expectations
and yet be unrealisable. He felt the best results waned where advisors worked closely and
coordinated efforts with local authorities. This ledytid working relationships and allowed
advisors to build up local knowledge of issues and politeasisivity.

Key findings: General Administration Issues

e There needs to be clarity in the amount of time avalabd what sort of sites/situations would
qualify for a longer project.

¢ The new SSA programme could usefully include short ¢adt-follow-up projects.
¢ General administration appears appropriate, but some detapjesvements could be made.

e There is a danger of an overloaded administrative burdértivé large number of relatively
low-value SSA contracts and warrants (which would beerkeated by monthly invoicing).

e The promotion of SSA by consultants can be positive, paatiguf linked to promotion by
Local Authorities. Potential abuse of the system caavo@ed through the existing procedurgs
of allocating SSA projects to consultants and coulavpeoved by appointing more than one
advisor per region (where possible).

e The new AEAT procedures for premature completion cases aggtistactory.
e SSAis most successful in cases where good links betwle@&oes and local authorities exist.

8.3 Reporting requirements

Reporting requirements are initially issued to advisorBB#RT as part of presentations given
during training workshops and are also included within tmtract between advisors and AEAT
(see Appendices 13.2 & 13.3). The guidelines given for theditgavisit report are as follows:

» “[The report should be] no more than 8 pages in length @hnexes. The site visit report shall in
all cases:
- Give an analysis of the problem, including particular is$a€isg the organisation visited;
- Provide guidance on solutions / recommendations;
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- Include a bullet point action plan that the organisationirwgtement.”

» “If there is potential for any follow-up work, the Conttacmay recommend that the work is
carried out by himself, but he is required, at all tiniegrovide at least two alternative
organisations that could undertake the requisite follow-upites.”

» “The Contractor shall submit four hard copies of alfgi@ visit report and an electronic datafile
of key information in Microsoft Word 6.0/95 format.

The idea is to have a brief report to accompany an appendigr&fundertaken for the client.

As noted in section 6.2.3, the clients reported a taghl lof satisfaction with the final reports.
However, the project team analysis of the reports sughtsiethere was room for improvement
regarding a number of aspects. In particular analyssg@issues and the requirement to identify
next steps, timescales and who is responsible foraein.

Partly in response to some initial evidence of some tefpaing of a low standard, in 2003 (during
the period of this evaluation), reporting guidelines werernsonicated (re-issued) to all advisors in
written form. In the light of this development, it was ided to undertake a further analysis of the
most recently submitted final reports (36 in numbeée if they showed improvements compared
to the above analysis of earlier SSA projects (see®@e6tR.3). This used the same 1(low) to
5(high) rating as in the previous analysis and the taslgivas ‘blind’ to a project team member to
undertake (they were not aware of the previous scores).eShks are shown in Tables 8.1 to 8.4.

For analysing the travel problem there was a marked lieduatthe lowest scores (1 and 2) and a
very encouraging rise in the highest (4 and 5).

Table 8.1 Distribution of rating of ‘analysis of the probem’

Grading 1 2 3 4 5
Earlier reports| 1 (4%) 3 (13%) 3 (13%) 11 (48%) 5 (22%)
Later reports | 0 (0%) 2 (5%) 4 (11%) 20 (56%) 10 (28%)

For guidance on recommendations, the position was moie stih 61% scoringa 4 or5 - a
relatively low proportion.

Table 8.2 Distribution of rating of ‘guidance on recommendations’

Grading 1 2 3 4 5
Earlier reports| 0 (0%) 2 (9%) 7 (30%) 11 (48%) 3 (13%)
Later reports | 0 (0%) 3 (8%) 11 (31%) 18 (50%) 4 (11%)

For action plans, the scoring had slightly worsened (ath®7% still scored a 4 or 5).

Table 8.3 Distribution of rating of ‘bullet point action plan’

Grading 1 2 3 4 5
Earlier reports| 0 (0%) 0 (0%) 7 (30%) 13 (57%) 3 (13%)
Later reports | 0 (0%) 2 (6%) 10 (28%) 19 (53%) 5 (14%)

The overall grading improved a little in the later repooimpared to the earlier reports, particularly
brought about by a shift from scores of ‘3’ going up to ‘5’.

Table 8.4 Overall distribution of rating of final reports

Grading 1 2 3 4 5
Earlier reports| 0 (0%) 0 (0%) 8 (35%) 11 (48%) 4 (17%)
Later reports | 0 (0%) 3 (8%) 8 (22%) 20 (56%) 5 (14%)
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Overall this analysis does indicate that the qualitynofe recent SSA final reports is better than the
earlier reports, although the identification of actioangl requires attention.

While, it is recognised that the variety of tasks gpplieations involved in undertaking SSA might
exclude the rigid use of a standardised report pro-fptiheaevaluation team are of the opinion that
many of the deficiencies of poor reports could be overcomeib-forma were available to
advisors for guidance. This could be issued in eleatrfamin and include the following headings:
site issues/problem; strength/weakness analysis; raduest client; recommendations; timeline
and budget, plus appendix of materials produced. The objective bwtitdraise the quality of all
reports up to an acceptable minimum standard. Includingra detailed action plan (with
timescales and responsibilities allocated) may alsoihelphieving the shift from strategy to
practice.

A potentially useful tool for monitoring future report sdands is the Documentation Analysis
Guide developed by this evaluation. This uses a tick-box chetkbssess a report document
according to a number of criteria that include: clieqeetations, report format, report content and
the guidelines issued by AEAT. The guide is simple tocamsktakes only around 5 minutes to
complete per report. The evaluation team suggest that AdhAiild use the report analysis method
used for this evaluation study to monitor future reportdaeds. (A copy of the Documentation
Analysis Guide is included in Appendix 13.6 of Report.)

Key findings: Reporting requirements
« Reporting requirements seem appropriate, but are not abahgsed to by the SSA advisors.
Although writing the report constitutes only one of the comtichcesponsibilities of an SSA

advisor, for accountability the advisor needs to show thgttthee addressed the requirements
of the work.

* Report standards have improved, with the incidence of vawy y@ports being low. However
there are still examples of poor reporting.

e A standardised electronic report format could beddgio advisors to ensure that all reports
achieve a minimum standard. This would include sitgaisproblem; strength/weakness
analysis; requests from client; recommendations — timalikebudget, plus appendix of
materials produced.

e The report analysis method (Document Analysis Guide) fesdtlis research could be used to
monitor the standard of future reports.

8.4 SSA Panel: appointment, management and quality =~ assurance

8.4.1 Panel appointment

With the SSA programme being renewed for two years fromil 2004 it will be necessary to
reappoint the panel of SSA advisors. The AEAT ManagetHattan important issue was that the
pool of consultants remains small. There is a needvelgje professionals with Travel Plan
expertise. The criteria for appointment depend stronglhapaluilities outside of the SSA
programme and showing that the consultant is not too depemd&8A business. They need to
have an all round Travel Plan capability. He also enipbdghat a key role of consultant being
able to get into senior management. This is an importaamgth of SSA. This key role needs to
continue to be emphasised to consultants.

A related issue to the appointment of new panel membrdsgdvisor training) is one of
accreditation. A national accreditation scheme wouldtiyrassist the expansion of the Travel Plan
support sector by providing nationally recognised standardsuld therefore be advantageous for
AEAT, in partnership with interested organisationgnt@stigate the development of a UK
accreditation scheme for Travel Plan advisors (for S&Rahher advisors). It is likely that this
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could be achieved through partnership with existing agescieh as the Transport Planning
Society, TravelWise, UKLAST and the Association fan@nuter Transport.

8.4.2 Quality assurance procedures

The AEAT Manager noted that the contract with the céasay is under government purchasing
guidelines, which form part of Quality Assurance (QA) esxc The contract specifies the
individual(s) within the consultancy company who are involved t8 88 work. The contract is
always through the consultancy, although it specifies indal&to do the SSA work. Warrants (for
individual SSA projects) and contracts can be terminate®=AT (though, to date, this has never
been done).

QA is the responsibility of two AEAT project officers (ofte schools and one for employer SSA).
Reports are checked. The Feedback Forms form part gfr@edure and AEAT follow up with
clients if they do not receive a feedback form. If sonmgtisieems wrong they will contact
consultant. If consultant has broken conditions of cohtien AEAT can refuse payment,
although, as with the termination of contracts, thisiea®r been done.

8.4.3 Use of junior staff

One issue raised during the evaluation was the use of jstaihron SSA projects. The AEAT
Manager noted that this is not normally permitted &sdonsidered that this could have a
detrimental effect on the quality of the assignment. His \getlvat the appointed SSA advisors
need to have the responsibility for SSA work and only #raed consultant should have contact
with the site. It is accepted that non-contact suppork would usefully be done by other staff and
this could be an efficient use of consultant’s timddcso. But report and contact work must be
done by the named advisor.

The formal contractual position between AEAT and adsis®othat only members of the panel are
contracted to work with SSA clients. Junior membérstaff within consultancies are not permitted
to perform contact tasks with the client, but are ablctmmpany (or ‘shadow’) panel members on
site visits to organisations in order to gain experiefibés position needs to continue to be made
clear at the introductory training workshops run by AEAT.

Key findings: SSA Panel: Appointment, Management and Qality Assurance

« Inreappointing the SSA Panel, the current criteria for eygpladvisors appear appropriate Qut
an emphasis should be given on the ability to motivertéos management to back Travel Plans.

¢ A national accreditation scheme would greatly assiseéxpansion of the Travel Plan support
sector by providing nationally recognised standards.

¢ QA procedures appear appropriate and there is need fdoilitgxin procedures. However therne
does need to be clarity in all aspects, which has a@tyal been present. Some informal
arrangements need to be documented and be more transparent.

e The existing position on the use of junior staff appear&aimde and appropriate, but needs to
be made clear in training workshops and applied consistently

8.5 Hotline/Helpline

Linked to the TransportEnergy Best Practice Programie iBransportEnergy HotlineThis is a
general telephone enquiry line, run for the EST by a comateall centre, through which
enquirers can be put in touch with AEA Technology if theyiaterested in SSA. The Hotline
covers all initiatives and programmes under the TEBP programme

The current telephone service has not always existésl fmdésent form. Previously there had been a
telephoneHelpline originally provided for the Envirowise programme and then ieded for
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Energy Efficiency Best Practice Programme (EEBPP) $hivice permitted enquirers to contact
officers and panel of consultants for up to 2 hours on aexgg efficiency issue. In 2002, this
service was tendered under the Energy Efficiency programmaeid lost part of the work, the
Helpline being awarded to WS Atkins. It was agreed Atleihs would deal with basic enquiries
and more details enquiries passed onto AEAT. Then, ia 2002, as part of EST taking overall
management control, the transport panel was split out anddn@¥&ST. There was a delay in
shifting transport part of the helpline to EST and AE&®k it over in the meantime. From January
2003, it was transferred to EST.

The current Hotline is organised with the integratidgpstin mind. The Hotline covers all that EST
does and is run by the Prolog call centre in Nottingham c@iheentre’s staff have no specialist
knowledge and need to pass on all but basic enquiries to AEA&aller is told that a specialist will
contact them and enquiries are emailed to AEAT who timgrback to the enquirer. This is usually
later the same day or first thing next day. Thus, wieg previously a dedicated Travel Plan
Helpline staffed by people with technical knowledge has be@ooad centre-operated Hotline that
deals with basic enquiries and requests for literatudgoasses on more detailed enquiries to
appropriate staff.

There is evidence that, in its present form, there doesaa to be a serious problem with telephone
enquiries. This view arises both from anecdotal regarts users ands also from the sharp drop in
the number of call made since the dedicated Travel Pliplikéebecame incorporated into the
Hotline with the aim of providing a ‘one stop shop’ for alaisportEnergy inquiries (Table 8.5).

Table 8.5: Use of Travel Plan Helpline/Hotline 1999-2003

June 1999 - February 2001

(June 1999 — transport advice was added to existing helpline) 1447 calls (average 15 per week)

February 2001 - February 2002

(Feb 2002 - transport helpline was handed over to WS Atkins) 1669 calls (average 32 per week)

16th December 2002 — 22nd January 2003

(Interim period during which AEAT was again answering helpline calls) 171 calls (about 34 per week)

No figures available — but anecdotal
Period 23 Jan 2003 onwards evidence of significant reduction in
Travel Plan related enquiries

When interviewed, the EST Manager was generally satigfith the call centre approach and

noted that EST is treated differently by Prolog from othestomers in that there are dedicated staff
for the EST account (which is not so for other accoumtsk is because it is more specialist than
normal. In support of the current service, the manager rhadaoint that there are notable benefits
of linking Travel Plan advice with the other BestPraectnd TransportEnergy programmes, which
include providing a comprehensive service. However, he has thatedalls to AEAT are running

at only 30% of the level in the past, which may imply tinattall travel plan calls are being captured
and passed on to AEAT.

The reported drop in Travel Plan enquiries being passedAEAT is of concern given that this is
a total reverse of the trend up to when the EST Hotlinedwek from the dedicated Helpline. An
interesting observation came from an AEAT Manager whonted that many calls come straight
through to AEAT or TransportEnergy staff rather thantk@Hotline. The view of the evaluation
team is that, those that are ‘in the know’ are avoidiegHotline because using it wastes time, and
are also passing to others direct contact numbers efpftr®priate experts in AEAT.

In principle, once an enquirer is in contact with AEAT ytban receive up to 2 hours free advice
and can be passed onto a consultant to provide distarice &ahich is separate from any SSA
project). This is called a ‘gearing consultancy’. Althoaghilable in principle, in practice this
support service is hardly used at all. The evaluation teamof the opinion that this service should
be, once again, promoted where appropriate, and should irchedgew of the current
administrative/invoicing process for this 2-hour advice setvi
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Key findings: Hotline/Helpline

e Thereis clearly a problem with Travel Plan inquitdesng accommodated within the EST's
Hotline service. There has been a decline in the nuniliequiries dealt with at a time when
they would be expected to rise.

e Travel Plans are very different from the other Hotlinaiirigs. Most involve a ‘technical fix’
rather than a behavioural change approach.

« The question arises as to whether SSA inquiries haveilkegmnated with the ‘wrong’ network.
Rather than being integrated into networks of TravahRIdvice, they have been integrated
with technical energy efficiency advice. Indeed, throlghHotline system, SSA inquiries haye
been isolated from Travel Plan networks. This links thfinding that, even after an SSA
project, clients are often still isolated from the TaaRlan networks that exist.

e Consideration should be given to returning to a dedicatectlliPdan Helpline operated by
AEAT, staffed by trained officers who have experiencé&rafvel Plan issues. This should
operate in parallel with the TransportEnergy Hotline, Wislbould continue to provide basic
information and would also transfer enquiries to thevél Plan Helpline where appropriate.

« The revised dedicated Travel Plan Helpline should alsoqtethe 2-hour phone advice
service for stand-alone and post-SSA project advice.

8.6 Overall management structure

The management structure has changed over the history obtiramme. Currently, the
Department for Transport has a contract with the Engegyng Trust who has overall management
responsibility for the TransportEnergy programme. The ESTracts AEA Technology to run
TransportEnergy Best Practice (TEBP), including thA S&eme. AEA Technology appoints the
panel of advisors and sets up contracts for them to undevtakewith SSA clients. The advisors
are the ones who deliver the end product (Site Specific Apitacthe end users. The evaluation
team are of the opinion that the SSA programme has admhéong management chain.

The involvement of the Energy Saving Trust appears to be baskd assumption that there are
benefits of a whole range of programmes going through ESAughrthe integration of a variety of
transport related activities. As such, EST adoptedaghisoach to integrate SSA with the rest of
TransportEnergy. In practice this has proved difficadt EST's expertise has historically focussed
on issues of technology, freight and fleet travel, ratthgn Travel Plans and their associated ethos
of behavioural change.

The EST Manager reported problems in two areas:

(a) Practicalities: Unrealistic assumptions were made dégguhow quickly EST could integrate
sets of people ‘used to doing their own things’.

(b) Strategic issues: Regarding the integration of prograsnlittee consideration was given as to
whether it was right to integrate the three elementutir TransportEnergy Best Practice. He
has come to the conclusion that the three areas needplittmut (however it may be presented
to the customer). Management needs to be separate angdtaiiceach programme.

The second point raises fundamental questions as to theffe5T in the management structure of
the SSA programme. The current role of EST is viewsedrsatisfactory by the evaluation team.
The long chain down to the consultants and clients makesd for EST to relate to what is going
on at ground level. This was one of a number of unresolvéduttiies identified by the Trust’s

SSA Manager. Unlike with other programmes, in which B&d@ been involved in developing and
designing them, they had ‘inherited’ SSA. They, therefargeatly feel unclear where their
responsibilities start and finish relative to the DfTspmnsibilities have not been sufficiently
clearly defined.
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Regarding the future role of the Trust, EST would likedarimore than simply an administrator of
the SSA programme, as this doesn’t provide the opportunitfit@dthe additional value that they
feel they could contribute. As to what this added valightrbe, the EST Manager suggested that
they could make more progress on promoting what Travel Bmasd participate in ‘cross selling’
as well as general consultant training. They have airsituations in other programmes and feel
they can address the ‘ghetto’ syndrome of Travel Plans.ifttadisn is somewhat eased by the fact
that, from April 2004, SSA will only be applicable to the wodq# clients. Therefore, EST's
involvement with Travel Plans will be assisted by thgisting relationships with the business
sector through PowerShift, Car & Van Fleet BestPcactCleanUp and the Carbon Trust.

This position itself raises difficulties as such a iislalready fulfilled by AEAT, who undertake
extensive Travel Plan and SSA promotion, including semjraoss selling in Local Authorities
and other general marketing. In addition, AEAT have all tlavdl Plan expertise and experience
that EST lacks. The discussion with the EST Manageefibier explored whether, instead of
managing AEAT, a more appropriate structure might be AEATEST working in parallel or
partnership. Both could report directly to DfT. Thiswld improve focus on priorities rather than
on the chain of command.

Key findings: Overall Management Structure
e The current SSA programme has a somewhat long managemaémt ¢
e The current role of the Energy Saving Trust has not bhaffiniently clearly defined.

« Instead of managing AEAT, a more appropriate structightrbe AEAT and EST working in
parallel or partnership, both reporting directly to Dfhis would improve focus on priorities
rather than on the chain of command.

e SSAis being integrated with the ‘wrong’ area of infotima. It is being linked to other energy
best practice programmes and not other Travel Plan aduivenks.

e The SSA programme should be integrated with the devejqpérmanent Travel Plan advice
networks that, presumably, will replace it in the loagn.
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9 Integration of SSA and Local Authority Activities

“LAs should manage SSA in their regions to make [SSA] advice effdttieal Authority]

9.1 Local authority Travel Plan strategies and the SSA Programme

A number of observations can be drawn from interviemslucted with local authorities that had
supported a relatively large number (a ‘cluster’) of SSdjquts. The first is that the most
successful authorities (in relation to SSA) are the oneshakie a clear strategy for Travel Plans in
their region. The precise strategies may change acrossuh&ycand will have, by necessity,
different approaches. However, having a strategy seemsatgsbeiated with success more than the
precise details of the strategy itself. Secondly, sufiddssal authorities are also those who have
dedicated staff for the purpose (either funded through thergugslaeme or self-funded).

Although different in emphasis, style and extent, marthefstrategies investigated have a number
of important features in common. The first is havinggparent selection criteria with which to
select those organisations that should be offered MPdae support. Typical considerations are
organisational motivation, level of car use, local lefaload casualties, potential for modal
change, level of deprivation, geographical constraintspemdmity to development zones and
areas where complimentary actions are occurring. Almibsbwt exception, successful local
authorities identify the motivation of the organisatiomg¢ the overriding factor and would not
turn away a positive organisation that were very keenvelde a Travel Plan.

The second common approach is to develop formal or informatiiods to identify which
organisations are likely to be most receptive in recei8iBg (or other) support. Methods

employed range from the use of locally held seminars tafiednost committed organisations, to
the use of behavioural change models that categorise theastabiEeh an organisation has reached.
These approaches are intended to time any interventionsas®&®A, to maximum effect. In the
words of one Travel Plan co-ordinator, you “can’t sen83#A unless [the organisation is]
committed”. Strategies that initially gauge levels of migational motivation maximise the
effectiveness of the SSA (and other support) delivered.

A related aspect of the SSA management by local atid®ois the use of selection criteria to match
an organisation’s requirements with a number of furs@port tools. For example, one council
assesses schools’ needs by conducting an initial travel sasvesrt of the Safe Routes to Schools
programme. Depending on the outcome of the initial assesssahools either receive a one-off
payment for relief staff (to enable teachers to takeipartimited Travel Plan process) or are
supported to apply for five days SSA advice.

A third success factor for SSA is for local authositie take a long-term view of Travel Plan
development in their region. This involves the use of SSA wihiextended support strategy that
extends well beyond SSA, both in scope and in time-s&ghin, a number of approaches in
achieving this objective are apparent. These include thésprowf a Travel Plan consultant
(funded in this case by the local authority) to support fol®®h recipientafter completion of the
programme advice. In this case the consultant provides afoundays per month follow-up work
to continue supporting a sub-group of post-SSA clients. Timnade for this policy is that ongoing
support is considered essential if the positive effdctiseoTravel Plan outcomes are to be
maintained and consolidated.

Another approach to the same end is the use of formakpagneements with organisations. By
signing a formal agreement, schools and workplaces agoeertmit wholeheartedly to the Travel
Plan process. In return, the local authority agreesonambandon organisations post-SSA. These
agreements help to clarify respective roles and to etisatrsenior management is aware and
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committed to Travel Plan process. They also ensurénceat support by the authority into the
future.

The central issue here is that these local authodtiesaking a very proactive role in managing the
Travel Plan support including SSA provision. This involvedrsgtelection criteria, dealing with
enquiries from organisations, providing advice, informagind contacts, co-ordinating Travel Plan
and other initiatives and organising various Travel Plamnfis within the region. By engaging with
potential partners, the local authority can therebysadseal organisational and transport issues
and use this information to make informed decisions abeutriiost appropriate support tools to use
in each case. In the words of one Travel Plan co-amlinthe local authorities “should manage
SSA in their regions to make [SSA] advice effective” anebrdinate work of the SSA advisor.
(Typically, the pattern of involvement is that the local atiti is very proactive in co-ordinating
the Travel Plan process in the first and second yeathdthird year, involvement is more
responsive to workplaces and schools, and is limited to pladineupport and occasional visits
when required.)

In a sense, this managerial role is very similah&t of a Travel Plan bursary post holder or
equivalent. Indeed, in section 6.1.3, it was noted thiatiiose SSA cases which advisors scored the
local authority helpfulness at 4 or above, nearly two-ghafdcases were supported by a bursary
post, whereas, of those SSA cases which advisors stardémtal authority helpfulness at 2 or
below, only a quarter of cases were supported by a burssty Pphis provides evidence that

having key personnel within an authority responsible for Tialams is an important indicator of
how helpful and how much support is provided. However, what seebesof importance here is

not necessarily that a bursary post be in place, but #ihtrained staff are available within the

local authority. Indeed, one of the most proactive authofiesitioned earlier in this section) is
staffed by a self-financed team of six Travel Plaroatinators.

9.2 ‘Application’ of SSA by local authorities

Interestingly, the local authorities surveyed approach thefihe SSA in very different ways. It
seems that some authorities use SSA for discrete agetddrareas of work such as where complex
engineering solutions are required which are outside theierperof the authority. They utilise
SSA for specific tasks more than for support of the Tilan process. This approach could be
considered contrary in some ways to the original interdgfahe SSA programme, which is to
develop Travel Plans rather than perform particular td$é@/ever, these authorities seem to have
found a productive way to use the SSA as an additiosaliree with which to compliment other
Travel Plan support services. In the words of one Tiakal co-ordinator, the SSA scheme is
“really useful to supplement areas” which are outside tHisdkise of the local authority.

What is expected from the organisations also varieglgrédthough most local authorities will be
very involved with supporting the SSA application process by pirayialssistance with completion
of PVQs, some expect the organisations themselves to hdéhd Tipavel Plan (writing of report
etc), rather than have the SSA advisor doing the work.as if some local authorities see the SSA
consultant’s role as they do their own; i.e. TravahRio-ordinators and SSA advisors “work
closely [with organisations] but do not write [Travel ®faThe rationale behind this approach is
that organisations that conduct most of the work therseare more likely to be successful in
developing a productive strategy. (However, it is wortlingadbere that, according to the
programme, SSA advisors are supposed to write the TrkarebB part of their remit.)

Regarding the time allocated to SSA advisors (usuallydayss), the general view of authorities is
that SSA in an unsupported environment may not in iteatl to real change. Where it can make a
difference is as part of a larger support system tichides some degree of follow-up and
continuing support to organisations. The perceived dangeatiSEA merely leads to a report ‘on
the table’ with no implemented changes following therealfterthermore, an effective support
system needs people on the ground to provide long-term supmffeéct modal shift. Therefore,
according to many local authorities, SSA needs to e ageart of larger process.
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9.3 Reasons for lack of integration of SSA and loca | authority activities

While it is important to note those local authoritieattare most proactive in developing Travel
Plans in their regions and disseminate best practiceaisd interesting to ascertain why other
authorities are not so successful in supporting the develupoh Travel Plans (and promoting
SSA). While there are obviously a large number of reagooperation, interviews conducted as
part of the evaluation have provided some anecdotal evidemd®ydhis may be the case.

As previous sections have shown, for SSA to work succisdfubre has to be an effective
partnership between the client organisation (with stemmjor management support), the SSA
advisor (who is contracted to contact and work withldel council), the local authority (who
ideally promote SSA within a larger Travel Plan stralemd AEAT.

However, in several instances, there have been cases arhebne of these parties has failed to
form a sufficient link with other partners. For exampleleast two proactive authorities have
reported instances in which advisors made little orardact with the authority, in the worst cases
failing to confirm and attend meetings. From a motivalipeaspective, this is analogous to clients
that have failed to secure senior management commitméme Travel Plan process. For their part,
there are also some local authorities that, for maasores (e.g. level of funding or staff resources),
have not sufficiently promoted Travel Plans and SSA witheir region. The role of AEAT is also
important in supporting the whole process and the repors tiodé some advisors would welcome
more feedback from AEAT regarding the effectiveness ofcadwiovided. In the words of one
advisor, “[I] don’t know if I'm doing right”.

While it is beyond the scope of this study to analysthalfeasons underlying the success or
otherwise of Travel Plan development on a regional b&sigtiove evidence does point to the need
for commitment to the Travel Plans process by, and good aoination between, all parties
involved, in addition to sufficiently resourced local auities. If these elements are not in place,

the chances are that advisors may be raising expmigdltiat local authorities cannot deliver and
that client commitment will not be maintained over a sidfitly long period for significant benefits
to follow-on from a completed Travel Plan.

Therefore, the evaluation team is of the opinion thatDffite EST and/or AEAT should investigate
new ways to support local authorities in developing Tralaal Bdvice for their region. All three
organisations are well placed to provide such support givarettisting links with local

authorities. While many options exist, increased suppaittidze achieved through partnership with
existing agencies such as the Transport Planning SotietyelWise, the Association for
Commuter Transport and UKLAST. Increased government fundintipésie types of organisations
would also be beneficial, particularly in terms of bedtde to develop support measures which
would be beneficial to the SSA programme and other TRl initiatives. (For example, the
organisations mentioned above already have forums and esebsitlicated to travel plan issues.)

Key findings: Integration of SSA and Local Authority activities

¢ Successful local authorities (in relation to SSA)@res who have a clear strategy for Travel
Plans in their region. Three strategic elements sedra tmportant: the adoption of criteria to
initially select organisations, the identification of thest motivated recipients for support and
the need to take a long-term view of Travel Plan developmen

e Advisors are occasionally not making sufficient links wifth relevant local authority, as they
are contractually obliged to do by their contract withASE

e It would advantageous to investigate new ways to suppat dathorities in developing TraVv
Plan advice for their region and disseminate best pradiibde many options exist, increase
support could be achieved through partnership with existingcégesuch as the Transport
Planning Society, TravelWise, the Association for Commuitansport and UKLAST.
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10 Models for the provision of Travel Plan advice

10.1 SSA-type schemes in other countries

Site Specific Advice type programmes for companies that Yz are required) to develop a Travel
Plan are offered in a number of places. Outside of theth#§e are usually provided on a regional
basis. For example, The Space Coast Area Transit Ager®yuthern Florida, USA supports the
Space Coast Commuter Assistance (SCCA) program to help wle@nsnuse alternative modes. The
agency helps develop individualised commuter trip reduction pregi@meach business, and
makes no charge for SCCA's services (Litman 2001).

In Canada, direct cash subsidies have been used isritrédl, where a fund of $C3.18m (£1.5m) is
being used to offer employers of more than 50 workersdiabhelp to develop travel demand
management plans (Coulliard 2002). In Italy, the Environmentdtfinhas set aside €15.5m
(E11m) over three years to finance up to 50% of the companyiipgitéins design and
implementation costs (MOST 2001). Another example is fouthdhiy, Austria, where the City
Council offers a free mobility consulting service to the déMpanies with 50 employees or more
(Schippani 2002).

In the Netherlands, companies are helped to set up Trare Birough independent regional
bodies called Transport Co-ordination Centres or VCGs (Yer Hoef 2002). The role of VCCs
involves them approaching companies and providing informationtasatehey can deliver Travel
Plans and make their businesses more efficient. Theyaatsas intermediaries between the
companies and the Province so as to try and deliver improtentelocal alternatives to the car. A
key part of this service is free site-specific advieéocal VCC will spend two days at a company
providing advice for free on how to set up a Travel Plan. thng spent after that time must be
paid for.

To obtain more details on the Dutch situation, a telephdeeview was arranged with H A van der
Hoef, Mobility Manager, Provincie Holland Zdfd This provided basic information on the way the
Dutch provide site-specific advice. This is through thalldCC organisations, which set up ten
years ago across the Netherlands. The Hague and Rotteath have a VCC with around 3-4
staff, while in North Holland there is a single VCC wéttound 10 staff. VCCs are funded by
National Government through the Provinces, but from 2004/5 this sofufgeding will stop. At

that point, some will continue to be funded or part funtiedugh the Provinces while others may
become commercial operations. Indeed, some are already goinglitwoad. The central
government programme funding was thus to get local VCCs edtafiland for them to link into
permanent funding arrangements.

In South Holland, as of late 2002, 60% of companies had been appdoand 14% of the total

have agreed to take part. The trend is now to talkdopg of companies as opposed to the previous
approach of dealing with individual companies. This is to adgvah area Travel Plan which
member companies then join. Typically these area-wide shemy cover an urban area and
consist of 20-50 companies and more than 1000 employees. Conganilesrefore being more
involved in making decisions that directly affect them. Otiner trend is that in the past companies
were approached and left alone if they were not interestasl has changed and over the last two
years or so, more pressure has been applied through thgalopmesponsibility’ and ‘company
benefits’ buttons to companies. This approach is proving ratbes successful. The idea is
therefore, that improving the neighbourhood is not only good foetydout also improves the

value of the company.

%6 |nterview with H A van der Hoef, Mobility Manager, Provie¢Holland Zuid, 28 November, 2002. See
also the CEC LEDA project.
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The issue of developing towards a model where SSA becammabAuthority or regional function

was discussed with the AEAT SSA Manager. He raise@dlré that there are two alternatives:

(a) Where Travel Plan advice is very ‘hands-on’ and clogkeadocal authority.

(b) Where SSA provides independent advice. In this the local atytiee partner in an
independent process.

His preference was for the second model and he felthb&@$A programme fits better with this.
He noted that there is a danger that if the local aifyhiertoo involved, private businesses may not
wish to raise potentially sensitive issues (like expbpoptions that may result in different planning
consent conditions). This interview raised an imporisste of local authority conflict of interest.
Travel plan advice needs to be separate from developmentlaather than integrated with the
development control function.

10.2 The future provision of Travel Plan support in the UK

The evidence from other countries that have introducedeTRlan SSA-type advice schemes is
that they have integrated it into evolving local andaegi support networks, which have then
taken over the advice function to provide it on a permaneig. Fdghough now renewed until
2006, there needs to be a consideration of whether the SSrarag should be a temporary or a
permanent programme and how it can link into a more gen@glggmme which makes effective
provision of Travel Plan advice.

Some local authorities in the UK offer Travel Plan advie@ example the TransACT scheme in
Nottingham (Batifois and Fleming 2002). This was set up bttyeof Nottingham, in conjunction
with the Nottinghamshire Chambers of Commerce and IndasthBusiness Link, and allocates
money from the Department for Transport’'s congestion chargimjtb help companies of
between 20 and 50 employees to set up Travel Plan meadigitde Eompanies can claim up to
£2,000 for expert advice from consultants and a further £18g@@0grant towards capital costs of
implementing a Travel Plan.

The question is whether SSA is intended to be a permgoeatnment service that will continue to
be used in the future, or a transitional scheme? Itlitedatter, consideration needs to be given to
what long-term support structure could be developed for theefuline options range from the
delivery of advice by independent regional organisations to at@ngnationally funded function
that is integrated with other advice sources, but resraiseparate institution.

Key findings: Models for the provision of Travel Plan adice

« Site Specific Advice type schemes feature in many casmpirrsuing transport policies simila
to those of the UK.

e Site Specific Advice tends to be provided at a regional leyerganisations with a remit to
work with local employers on a range of mobility managetrmeasures. These organisations
may be linked to local authorities, but act independentther (avoiding a clash of interest
with development control functions).

¢ Schools are generally not included in other countries $8Anses.
« Only some schemes involve private planning consultants.

¢« The UK’'s SSA Programme is currently a centrally fundexvice that is time-limited (due to
end 2006). In the longer-term, although one option for provisiomafel Plan advice is a
continued nationally funded function, a transition tonpament, locally managed, privately
funded service is expected to occur.

=
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11 Conclusions and Recommendations

11.1 Recent Developments

This report notes that it has been announced (in Octold&) #tat the SSA programme will
continue for workplace organisations for a further figars from April 2004. The evaluation team
welcomes this development.

For primary, secondary and LEA maintained nursery ssfothe decision has been made that
they can no longer apply for Site Specific Advice (assignmamently underway will be
completed but no further applications from schools will be aedgpHowever, from April 2004,
£7.5m a year for at least two years has been allocafedd more local authority based School
Travel Advisers and for schools to carry out surveys aepase and implement Travel Plans. Part
of the School Travel Advisor allocation can be used to pagdosultancy advice if this is
considered necessary and represents best value.

Recommendations are made in the light of these developments.

11.2 Recommendations

11.2.1 Overall assessment

In summarising the key findings, the first point is to rtbeestrengths of the SSA programme. SSA
is probably one of the most cost-effective transport behapimgrammes in terms of reducing €0
emissions and effecting modal shift. When considering végiearnal costs and benefits, central
estimates of SSA projects yield a cost-benefit raftioetter than 1:20 for workplaces and almost
1:4 for schools. These ratios indicate that the SSA prograhefivers significant net benefits.

In practice, the survey shows that many organisations seSEAcare at the initial stage of
developing a Travel Plan and often lack a clear idea at Whlp they require, or the extent of the
task they face. One of the successful roles of an&visor, therefore, is to provide strategic
guidance on what organisations need, not simply helpspitbified tasks. In particular, gaining the
support of senior management is often more importanttti@client initially envisages.

In terms of the impact of the SSA programme, it is dbat it is having a number of beneficial
effects. In particular, SSA makes a substantial diffeedo clients’ understanding of Travel Plans,
and is increasing the commitment of staff time and regsuktlients stress the way changes
brought about by SSA relate to galvanising internal supalbhpugh convincing senior
management to support particular measures can remain dif@xdrall, both clients and advisors
feel that SSA is resulting in better Travel Planghwiew or faster development resulting directly
from the advice. However, recommendations from SSA are oimg partially implemented, due
to internal or external resistance to change or res@amgraints.

The improvements in resources available for travel planhigrésult from SSA suggest that
advisors have an authority with management that in-housdinators do not. This important
‘leverage’ is a notable success of the scheme. Without3AepBogramme, it is likely that there
would be a slower rate of Travel Plan development natiofthis is especially the case for
workplace organisations).

Overall, the results of the evaluation survey show that iS®Roving a powerful tool for Travel
Plan promotion, one that is available in all areas (of &) irrespective of the distribution of pro-
active Local Authority Travel Plan Co-ordinators and4€auy Posts. Moreover, SSA provides

" Independent nursery schools will continue to be eligif&®A from April 2004.
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independent advice through a simple universal applicatioregsott is also a programme that gives
implicit national endorsement of the importance of Tr&lahs.

For these reasons, the evaluation study recommends that:

1. From April 2004, AEAT continues to promote SSA for workpla@ organisations and
independent nursery schools.

2. The DfT continues to issue guidance to local authoritigkat, from April 2004, local
authorities will be able to use part of their School Tavel Advisor allocation to pay for
consultancy advice if they consider that this is necegyaand represents best value.

3. That the SSA programme continues to be available beyond 4Aip2006.

11.2.2 Delivery of Travel Plan advice

Advisors are usually involved at the early stages of Trialagls. In part, they help organisations
both articulate what they want from the advice and ideotierall Travel Plan needs. However,
some advisors feel that advice at the early stage ceypddvided by other methods. For example,
the relevant local authority could also deal with soeohnical issues, such as the appropriate
application of survey techniques.

A related issue is that SSA projects are not alwasislinked with the other forms of Travel Plan
advice available. Clients do not seek SSA via all ptessdutes, many are unaware of other sources
of advice and advisors feel that the programme could ther hieked with other Travel Plan-related
resources, such as websites, telephone helplines, andalebiamel Plan networks. Therefore,

more information regarding other Travel Plan support needsade available to SSA applicants

and new SSA recipients.

It is clear that advisors see the gaining of senioragament support as critical, and it often forms a
more important part of a particular SSA process thigntsl imagine prior to receiving advice. To
increase senior management engagement, one possibility betidnake the providing of an
opportunity to meet with senior management a key requirefoeorganisations seeking SSA.
Another approach would be to promote the use of formal attotl agreements between clients,
advisors and local authorities, in order to clarifypassibilities, guarantee commitment and
encourage action.

In general, most clients are very satisfied with the@that they received, with only a few
recording dissatisfaction. However, clients’ views of addsuggest that knowledge of local
context, and of the organisations for which are workingfvaoeareas where advisors’ skills could
be improved. Given that many clients are beginning the Trdamld@velopment process, it is very
clear that advisors need to be flexible, supportive, ahdimply technically skilled. The evaluation
also highlighted the importance of advisors establishing $mtior management and local authority
involvement from an early stage. There is some evidencéhthakills-base necessary to engage
senior management could be increased and that, in eafees, advisors were not making sufficient
links with the relevant local authority as they aretmted to do.

Both clients and advisors think that a modest increati®eitime per client would be useful. To
avoid the danger of this leading to too much dependence on govesubsitdy, the scheme could
allow applications for short-term follow-on advice at hwét. This would require a commitment
from the client organisation while still providing a positineentive.

For these reasons, the evaluation study recommends that:
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4. AEAT should advise on, and send out, DfT Travel Plan resmce materials, and advise new
SSA applicants on local sources of support, at the samee as supplying Pre-Visit
Questionnaires.

5. AEAT should modify the Pre-Visit Questionnaire by addirg compulsory questions that
require applicants to provide evidence of the commitmernf senior management.

6. AEAT should oblige advisors to have regular contact witha&ch of the local authority teams
in the areas covered by the advisor in order to establistiood working relationships.
Programme funding should be made available to advisors totaind meetings as required.

7. From April 2004, the SSA programme could usefully include lwort-term follow-up advice at
half cost. There should be clear criteria for eligibilty for additional advice beyond the
(usual) initial 5 days.

11.2.3 Management of the scheme by AEAT

Overall, the evaluation team, clients and advisors per&d/Ato be a well-managed programme.
However, some detailed management aspects do requireaattéitir example, SSA reporting
requirements are clear and appropriate, but are not akeigsed to by advisdfsFollowing
reiteration of the guidelines in 2003, there is evidencerdpatrt standards have improved, with the
incidence of very poor reports being low. Although this sugdbatsAEAT’s quality assurance
procedures are appropriate and effective, the evaluationaeastill of the opinion that the use of
an electronic report pro-forma (used for guidance) waaikk the quality of the remaining poor
reports up to a minimum standard. The pro-forma showldde: site issues; strength/weakness
analysis; requests from client; advisor's recommendstiaction-plan showing responsibilities;
timeline; budget; and an appendix of materials produced.

AEAT ran a number of induction training workshops for nensultants during the period 2001-
2003, the aim of which was to explain the SSA programmetail déhe workshops provided
information on procedural issues and advisor responsibilitiel were also an opportunity for
advisors to exchange experience in delivering Travel PleiceadHowever, when interviewed,
many advisors noted that more information and/or itidndraining regarding the SSA programme
would have been useful. These views are somewhat atdthdghe position that all panel members
should already be ‘experts’ in Travel Plan issues. Howéveeems that there is a real need to
prepare new SSA advisoasthe induction stageho, although very knowledgeable, have a variety
of previous professional experience.

The extension of the SSA programme for a further 2 y@ams April 2004) will involve the
appointing of a new panel and the opportunity should be takemptove training for new recruits.
Based on information gathered during interviews, thiduatimn study has identified the need for
further training at future induction and training workshopthfollowing areas: the importance
(and contractual duty) of involving the local authority inSBA cases, the importance of gaining
support from senior management, the adherence to existing wajing guidelines, and the
clarification of the allowed roles for junior staff.

The series of interviews conducted for the evaluation iteficdnat some advisors would have
benefited from more feedback (from AEAT and other colleague some cases, advisors were
informally self-organising in order to share infornoatiand experiences of working with clients.
This leads the evaluation team to conclude that therembbegem to be an effective support
network for advisors as present, in spite of there bamegxisting e-mail group with an archive
facility run by AEAT for SSA panel membef$Therefore, AEAT should promote existing e-
groups for panel members and expand website support for adtgsdisseminate information, best

28 AEAT report writing guidelines are presented to advisotsaining workshops and are issued in writing.
2 There is no equivalent of UKLAST for workplace Tra#n advice as there is for schools.
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practice and promote information and experience exchangecdhid be achieved through
partnership with existing agencies such as the TranBfamhing Society, TravelWise and the
Association for Commuter Transport.

AEAT already promotes the SSA programme through semiogoss selling in Local Authorities
and other general marketing. Although this is regarded asssfatin most respects, more could
be done to increase awareness for potential clientoasicenhgthen the Travel Plan support
network. This might include an increase in AEAT co-padied regional workshops. There is also
some evidence that the successful local authorities acmésewho have a clear strategy for rolling
out Travel Plans and dedicated staff for the purposeeidre, we recommend that the DfT, EST
and AEAT should do more to support local authoritiedaweloping regional Travel Plan strategies
to increase the targeting and effectiveness of the SSyededi.

The evaluation team contend that the promotion of SSA bguttamts can also be positive for the
programme as a whole, particularly if linked to promotiorbgal Authorities. However
procedures in allocating SSA projects to consultants teeedsure that no conflicts of interest
occur. This could be addressed by ensuring that, dureingettppointing of the SSA Panel, where
possible, there is more than one advisor per region.

Although the existing position on the use of junior staff appe@rkable and appropriate, it needs
to be made clear to all consultants and applied congistéht position is that only individuals
who are members of the panel are contracted to workS@th clients. Junior members of staff
within consultancies are not permitted to perform taglis the client, but are able to accompany
panel members to organisations in order to gain experieks already mentioned, new panel
members should be reminded of this position during the ifmdutraining session presentation
given by AEAT.

For these reasons, the evaluation study recommends that:

8. For guidance, AEAT should send out standardised electrac format in order to ensure all
reports achieve a specified minimum standard. This shddiinclude: site issues; strength/
weakness analysis; requests from client; advisor’'s recamendations; action-plan showing
responsibilities; timeline; budget; and an appendix ofmaterials produced.

9. AEAT should use the Documentation Analysis Guide useaif this evaluation study to
monitor report standards. (A copy of the Guide is includd in Appendix 13.6 of the Final
Report.)

10. As part of the process of appointing a new panel of SSadvisors (due April 2004), there
should be induction training for new recruits as hasoccurred previously. In addition,
every effort should be made to ensure that more than one aidor is appointed per region.

11. When appointing a new panel, care should be taken to enguthat all new panel members
have appropriate negotiation skills to work with senior mamgement and Travel Plan
partners. It may be necessary to provide additional trainingo focus on these key skills.

12. AEAT should promote existing e-groups for panel members ahexpand website support for
(particularly workplace) advisors to disseminate information,best practice and promote
information and experience exchange. This could be achied through partnership with
other Travel Plan agencies, including: the Association foCommuter Transport, the
Transport Planning Society and TravelWise.

13. In allocating the time available for larger organisations, AEAT should clarify, and make
more transparent, the process for allocating more than five ays.
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14. The DfT, EST and/or AEAT should investigate new ways tsupport local authorities in
developing Travel Plan advice for their region. Increasedupport could be achieved through
partnership with existing Travel Plan agencies, includingthe Association for Commuter
Transport, the Transport Planning Society, TravelWise and UKLAST.

15. AEAT should investigate the development of an accreditain scheme for consultants who
provide Travel Plan advice (or a short term version of tts if the Department is already
developing a more advanced accreditation programme for the g term). This could be
achieved through partnership with existing Travel Plan gencies, including: the Association
for Commuter Transport, the Transport Planning Society, TravelWise and UKLAST.

16. Panel members should be reminded of the existing positi regarding the permitted use of
junior staff during the introductory training session presentation given by AEAT.

11.2.4 Energy Saving Trust and TransportEnergy Hotline

The rationale of including the Energy Saving Trust withim $8SA Programme management chain
appears to have been to integrate SSA with the Trusies best-practice programmes. However
these other programmes are primarily about technical isswkrot behavioural change. Although
there is a case for linking SSA with other programmekiwitransportEnergy, the evaluation team
are of the opinion that, at present, the role of thetTisuwmt significantly ‘adding value’ to the SSA
scheme and needs to be more clearly defined. Furtherg®tehas relatively little expertise in
behavioural change initiatives and is stretched keeping bptaitore responsibilities.

This raises a fundamental question as to whether SSBdeasincorporated within the ‘wrong’ set
of policy initiatives. Rather than being integrated imédworks of Travel Plan advice, it has been
integrated with technical energy efficiency advice. (kease, the imminent transfer of all Travel
Plan advice for schools to local authority managemehtahieve integration with an appropriate
network.) In addition, the current management structure muiagadily integrate SSA into the
developing local and national Travel Plan networks, witich AEAT and the advisors have better
links (such as ACT, TPS and IHT etc). This view is sufgubby the fact that AEAT is already well
placed to further develop the support network for adviseudsed in Section 11.2.3.

To address these issues, the evaluation team areapitiien that a review of the existing
management structure is required. One option would bibddDfT to manage AEAT directly and
ask EST to liase with AEAT in the areas where a pastrip would be useful (e.g. where EST's
link with fleet managers and local authorities might Xtemded to cover Travel Plans as well). This
would also shorten the rather long management chain.

There is also a related problem with Travel Plan efegulreing accommodated as part of the
TransportEnergy Hotline service. There has been a deéclthe number of enquiries dealt with at a
time when they would be expected to rise. This isedlab the issue of the SSA programme’s
management structure, as Travel Plan requests are ffengwli from the other Hotline enquiries.
By moving to a Hotline system within TransportEnergy, SSAlgieg have been isolated from
Travel Plan networks. This links with the evaluationrglings that indicate that even after an SSA
project, clients often remain isolated from the Trd&®laih networks that already exist.

Although the strength of the single national Hotline i¢ thjprovides simplicity, this is not
necessarily the most appropriate style of telephone sumpdrtdvel Plan advice given that
enquirers are often initially uncertain about what ttesyuire. Therefore, a return to a dedicated
helpline that links enquirers with people experiencati Wiavel Plan issues would be extremely
valuable. It should not just be an SSA service, but onecthad help integrate the range of Travel
Plan advice provided both locally and nationally.
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For these reasons, the evaluation study recommends that:

17. The overall management structure should be reviewed. Whilenly one of several options,
DfT should consider managing AEAT directly with EST lissing with AEAT in the areas
where a partnership would be useful (e.g. where ES3’link with fleet managers and local
authorities might be extended to cover Travel Plans as wll

18. There should be a return to a dedicated Travel Plan Hpline to be operated by AEAT,
staffed by trained officers who have experience of Travdtlan issues. This should operate in
parallel with the TransportEnergy Hotline, which should continue to provide basic
information and would also transfer enquiries to the Travé Plan Helpline where
appropriate.

19. The revised dedicated Travel Plan Helpline should berpmoted at a number of levels,
including: general enquiries, PVQ request, SSA suppoy2-hour ‘gearing’ advice and post-
SSA project advice.

11.2.5 Future provision of Travel Plan support

The evidence from other countries that have introducedeTRlan SSA-type advice schemes is
that they have integrated it into evolving local andaegi support networks, which have then
taken over the advice function to provide it on a permaneid. Fdghough now renewed until the
end of March 2006, there needs to be a consideration dfevhtbe SSA Programme is intended to
be a permanent government service that will continue todzkinghe future, or a transitional
scheme. If it is the latter, consideration needs to¥engio what long-term support structure could
be developed for the future. The options range from the deglofexdvice by independent regional
organisations to a long-term nationally funded function ithattegrated with other advice sources,
but remains a separate institution.

For these reasons, the evaluation study recommends that:
20. A review of the long-term options for Travel Plan advice sbuld be conducted by DfT (in

conjunction with AEAT and EST) well before March 2006 to asess the strengths of
different models of Travel Plan advice provision in theJK.
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