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Briefly justify why support is required: A recent Defra/Cabinet Office review found that the 
Environment Agency have a clearly articulated vision supported by ambitious, outcome focused 
goals and objectives. There was evidence that the EA delivers value for money in some areas of 
activity, but that several factors limit delivery of effective outcomes. Value chain analysis is a 
recommendation arising from that review. VCA has been used previously within the EA to support 
Spending Reviews and the 2018 Strategic Review of Charges although these have been static, 
one off uses. Although the Economics team have been using VCA methods since 2015, there is 
insufficient resource and expertise to deliver internally, to produce dynamic maps that link to our 
planning and performance processes. Making the most of our income is a fundamental part of the 
organisation’s funding and investment plan. There is an essential need for a coordinated and 
measurable value for money strategy and business plans to ensure effectiveness and deliver 
efficiencies. To make better decisions on funding to enable a sustainable future business. 

State and describe the aims of the engagement: 
 

This builds on the first two phases of the work (reference previous DPEL). To ensure the phase A 
and B products and tools are built into business planning processes, it was agreed that the VCA 
mapping would be applied to the following business planning areas to test its applicability in the 
organisation: 

• A review of grant in aid (GiA) 
o Mapping all activities associated with GiA to understand how they contribute to 

organisational outcomes 
o Embedding the VCA into the tool with associated time recording data and KPIs 
o Apportioning value to the outcome statements to understand which activities are 

contributing the most valuable outcomes 
o Using the products and tools to support decision making on where GiA funding 

should be allocated across the organisation 
• Fisheries Charging Proposal 

o Mapping activities within Fisheries to link them to overall organisational outcomes 

Define the scope of the services (SMART): 
 

During this phase of the project the following will be undertaken: 

Why undertake this project – if you had this data/tool what problem will be solved 

 

 
1. Background 

 

 

2. Statement of services 
 

Objectives and outcomes to be achieved 
 

 

Scope 
 

The Engagement Letter describes the services required and provided. When completing the 
Engagement Letter establish the context, explain why external support is required and distinguish 
between the objectives, outcomes, scope and deliverables. The rationale behind the costs should be 
made evident in the Fees section. 

 
The Business Area considerations are guidance notes for the customer to support their evaluation of 
the Engagement Letter. 
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Provide further description of the assumptions and dependencies: 
• The programme will be split into phases, with a number of defined stages to ensure usable 

products are developed at each stage. 
• During each phase the required outcomes, deliverables, team and budget will be defined 

and agreed for the subsequent phase. 
• Dependencies - Work will be the foundation for our value for money initiatives, the 

regulatory review, charge proposals, future spending review bids, financial forecasting, KPI 
development, outcome and scorecard measure development. 

• The products will be produced based on our current management information and we 
assume areas for improvement and gaps in management information to be identified. 

Describe what the supplier will produce: 
• More detailed specification 
• Summary of material needed to inform work 
• Qualitative activity maps (activity, output, outcome) 
• Interactive tool (using current data) 
• Scenario analysis (efficiency and effectiveness analysis and option consideration) 
• Gap analysis on management data 
• Gap and issue analysis of outcomes, recommendations of how to improve outcomes 
• Recommendations on KPI changes 
• Training and capability building of staff 
• Approach to quantify and apportion value 

 

 
 

Assumptions and dependencies 
 

 
 

Deliverables 
 

• Support the outcomes of the GiA Review to make better decisions on how to allocate 
funds 

• Build a stronger understanding of which activities are linked to GiA funding and highlight 
areas where money is being spent differently 

•  Better understanding of how data is being used in the organisation and how this can be 
improved to support decision making 

The aim of the GiA review is to gain a better understanding of where GiA funds are allocated, how 
they are being spent and where value is being driven out of these activities. The VCA provides the 
ability to connect activities to organisational outcomes, understand relative cost, apportion value 
and map these into a dynamic tool to support decision making. 

What might the solution look like? 

• Testing the approach agreed in Phase B in the GiA Review 
• Understand the robustness of the data that exists today to support VCA and business 

planning 
• Build a tool to support decision making within business planning across the business 

How might this delivered? 

• GiA VCA map is completed linking activities to outcomes 
• Proof of concept tool that takes the outputs from the VCA and maps relative cost, funding 

source and value 
• Develop an implementation plan for Part C focusing on the quickest benefit return for the 

remaining budget. 
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