NaFRA2 benefit management work package briefing note v2

Background 
Our current National Flood Risk Assessment (NaFRA) has been effective at helping to plan at a strategic level but there is an increasing demand to use it for operational level activities (e.g. for external communication) that it was not designed for. 
We want to make a complete change in the way we produce and maintain our national risk assessment information, so that it is consistent with local data, covers all flood sources, is maintained efficiently and provides more detail across the country to better underpin FCERM. In doing this we can provide a better service to the flood risk management community so that we can share the most up to date information on risk more quickly with the public, partners and customers. 
At the moment we produce different map outputs for different flood sources, using separate projects and models. The diagram below summarises these products. 
NaFRA2 will provide the information needed to guide and support flood risk management decisions and investment in a transparent and understandable way. It will be an online system for its core users that gives a dynamic, single story of flood risk for a location, for all sources of flooding, now and in the future, considering asset performance and regardless of scale. Unlike previous versions, NaFRA2 will take a bottom up approach, making the best use of local modelling and therefore improving credibility and confidence in the national picture. 
[image: ]


Introduction – NaFRA2 project benefits
The ABC1 project was pre-business case work that produced a report which considers flood risk information, reviews users’ needs for such information, how it might be used, and the potential benefits it could bring. Building on the ABC1 report, a subsequent project reviewed and extended the work to produce a full set of Benefit Estimations ready to feed into the NaFRA2 Full Business Case (FBC). A review of the benefit estimates is in progress to verify their continued validity.  A plan is required as to how to realise these benefits (and any change to business processes). 
The NaFRA2 project is part of the EA Flood and Coastal Risk Management (FCRM) Mapping Modelling and Date (MMD) programme. A programme level benefit map exists which NaFRA2 outputs. 
Requirements
The Consultant will complete the activities and tasks in Section 5 Deliverables. The work package will allow the project team to produce the benefit sections of the NaFRA2 Full Business Case (FBC). 

The FBC follows the HM Treasury Five Case Model. Details of the model are available via this link: https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/749086/Project_Business_Case_2018.pdf 
Resources
An experienced Consultant is required to complete and deliver this work package by 30 September 2019, commencing at the earliest opportunity. The EA will consider either an individual or a small team of Consultants working together to expedite the work. NaFRA2 project staff will be made available to the Consultant. 
The consultant shall provide names of all staff who will work on this work package, their daily rate in £ and a CV (1 page) demonstrating their experience. 
The NaFRA2 project manager is based in Horizon House, Bristol. Other members of the project team and business users are based in EA offices throughout England. Addresses of office locations are available via this link. https://www.gov.uk/government/organisations/environment-agency/about/access-and-opening  The Consultant should propose the methods of interaction with the project team.
Tender response 
The consultant should familiarise themselves with the accompanying documents including the Environment Agency Conditions of Contract for Services. 

The Consultant shall provide the following:
· Pricing schedule 
· Written response showing how you will fulfil the requirements including staff CVs and demonstrating Consultant experience in benefit management, business analysis and flood risk management  
· Programme of work with dates showing tasks, products and key milestones  

Work package deliverables
[bookmark: _GoBack]The Consultant is required to carry out the tasks and produce the deliverables (products) shown in the following table. 
The Consultant should document in the tender any additional (non administrative) key tasks. 
Findings and outputs from tasks should be included in the related products. 
Please note: External stakeholders do not need to be contacted when reviewing the benefit profiles.
	TASK 
	PRODUCT

	1 Review documents provided by EA
	Include key observations in highlight reports – see Task 8

	2 Programme of work
	Programme of work for all tasks and products to complete this work package

	Produce a programme for delivering all of the tasks listed above, identifying what inputs the Consultant requires of the EA. 
	

	3 Identify missing and/or duplicated benefits
	Agreed list of benefits

	Review the NaFRA2 benefits list (see Appendix A) against known changes and via a consultation process, identify any missing benefits
	

	Review the result of the removing benefits activity (see Appendix B) 
	

	Review business cases from the Map Edit, LTIS and NaFRA2 Data projects and compare with the NaFRA2 list of benefits – identify any duplication of benefits 
	

	Consult the consultees (list to be supplied) to identify any missing benefits and notify the project manager 
	

	4 Produce a Benefit Realisation Plan
	Benefit Realisation Plan, including a timeline plan for realising benefits during and after the project

	Review the Benefit Realisation Plan template 
	

	Populate the Benefit Realisation Plan template from existing documentation wherever possible (see document list in Appendix D) 
	

	Identify any dis-benefits
	

	Review output of a project team exercise which is validating the benefit calculations in the ABC report. Advise on how the project team can improve confidence in the benefit calculations.
	

	Review the Terms of Reference and programme of engagement for the NAFRA2 user group (produced by the project team), and incorporate them in the Benefit Realisation Plan and timeline plan 
	

	Produce a programme and a plan for realising benefits (timeline, milestones, dependencies linked to project activities or outputs) 
	

	5 Produce a Benefit Profile for each benefit (internal to EA only)
	Benefit Profile (for each agreed benefit)

A brief report collating results of interviews 


	Produce a Benefit Profile for each Benefit (as listed in Appendix A with any agreed changes) with such information as can reasonably be collected from desk exercise and by consulting the NaFRA2 project team
	

	Produce a list of prospective benefit owners for consulting (organised according to each benefit, including EA Owner benefits only) by liaising with NaFRA2 Communication Leads.  
	

	Conduct introductory telephone interviews with benefit owners to introduce the Consultant, and to confirm the individual’s involvement and their likely role as benefit owner 
	

	Arrange and undertake follow up interviews in person or by telephone (as applicable) in order to populate the benefit template with such information as can reasonably be collected. 
	

	Report any remaining gaps in the benefit profiles
	

	6 Document Business Processes (internal to EA only)
	Documented business processes

	Engage with benefit owners, using a recognised and agreed process,* to document the business process in which they currently use flood risk data (this may require liaison with other individuals as directed by benefit owner)
	

	Document any barriers or perceived barriers to using flood risk data 
	

	Identify any business process that may have to change in order to use NaFRA2 risk data
	

	7 User survey (internal to EA only)
	User satisfaction survey and survey method

	Design a measureable, repeatable and targeted user satisfaction survey and survey method to provide a baseline of the existing business processes **  (see Appendix B). 
	

	Secure approval for the survey and the survey method from the NaFRA2 project team
	

	Identify when, how, to whom the survey should be repeated after NaFRA2 is delivered in order to support the measurement of realisation of the expected benefits.
	

	8 Reporting and communication
	Weekly highlight reports 

End of contract summary report

	Produce weekly progress highlight reports (headings to be agreed by EA) - by email 
Conduct a weekly check-in with the Project manager – by phone or face to face 
Produce an End of contract summary report – Word document, by email 

	



* Describe in the tender the process you intend to use. The project team will review the proposed method as part of the tender analysis. 
** Consultant is not required to carry out the surveys.
‘Review’ means read, understand, take account of (in related tasks and products), and provide written comments to the Project manager.  
· 

Appendix A – Summary list of benefits

	B1
	Capital works and maintenance

	
	Effectiveness and efficiency savings to capital works and maintenance programmes.

	B1.1
	(1)Reduction in flood risk due to more optimal capital investment (or an improved return on investment by enabling more effective delivery of capital works). 
(2) Reduction in flood risk due to more optimal maintenance programme (reducing more flood risk more for the same level of input), with evidence provided by asset failure and management scenarios.
	Receptors/EA
Receptors/LLFA
Receptors/IDB
	Risk Reduction
Effectiveness

	B1.2
	Less time spent by EA and LLFAs developing local models (if the approach enables baseline / defended scenarios to be delivered more efficiently).
	EA, LLFA
	Efficiency 

	B2
	National Data set

	
	Efficiency savings by providing a single, richer, national dataset source for all model outputs, suitable for use at a local / property scale.

	B2.1
	(1) Less time spent by EA Areas maintaining local model metadata.
(2) Less time spent by EA, LLFAs, infrastructure providers and the insurance industry finding, collating and processing data suitable for use at a local scale.
	EA, LLFA
Infrastructure
Insurance
	Efficiency

	B2.2
	Less time spent by LLFAs considering flood risk from local sources.
	LLFA
	Efficiency

	B2.3
	Reduction in flood risk (or an improved return on investment) by enabling EA and LLFAs to make more optimal decisions to determine which properties would benefit most from PLP.
	LLFA
	Risk Reduction

	B2.4
	Less time spent by EA responding to data requests.
	EA
	Efficiency

	B2.5
	Improved site selection by LLFAs commissioning their own local flood risk studies.
	EA
	Effectiveness

	B2.6
	Increased availability of partnership funding and other funding sources.
	LPA
	Funding

	B2.7
	Less time spent producing spatial plans.
	LPA
	Effectiveness

	B2.8
	Reduction in flood risk due to more effective emergency plans.
	Receptors
	Risk Reduction

	B2.9
	Reduction in flood risk as property owners (or equivalent for business, infrastructure and other plots of land) have stronger evidence to support investment t
o protect themselves and their assets.
	Receptors
	Risk Reduction

	B3
	Data robustness and trust

	
	Effectiveness and efficiency savings due to improved data robustness and trust, resulting in fewer data challenges.

	B3.1
	Less time spent by EA responding to data challenges.
	EA
	Efficiency

	B3.2
	Less time spent by EA, LLFAs, water companies and infrastructure providers repeating work (e.g. developing new models), due to increased trust in the national dataset.
	EA
LLFA
Water industry
Infrastructure
	Efficiency

	B3.3
	Less time spent by EA trying to gain ‘buy in’.
	EA
	Efficiency

	B3.4
	Less time spent by local planning authorities dealing with challenges during consultation of spatial plans.
	Local Planning Authorities
	Efficiency

	B4
	National dataset updates

	
	Efficiency savings by making it easier to incorporate new or updated local modelling into the national flood risk dataset.

	B4.1
	Less time spent by EA incorporating local model updates into NaFRA2 and reviewing national model outputs (due to increased buy-in and confidence in the source of the modelling).
	EA
	Efficiency

	B5
	Strategic Decision Making

	
	More optimal strategic decision making for national investment programmes.

	B5.1
	Reduction in flood risk due to more effective long term strategic response to flooding.
	Receptors
	Risk reduction

	B5.2
	Risk reduction and increased resilience by enabling asset owners to identify future changes in risk.
	Water Industry
Infrastructure
Providers
	Risk reduction

	B6
	Incident decision making

	
	Effectiveness and risk reduction savings through improved information for decision making during a flood incident, enabled by responses to ad-hoc questions.

	B6.1
	(1) Reduction in flood risk due to more effective incident response. 
(2) More effective response and reduction in flood risk due to more optimal real time management of resources during a flood incident.
	Receptors
EA
	Risk reduction
Effectiveness

	B6.2
	Risk reduction due to improved information going out to partners and communities during flood incidents.
	Water Industry
Receptors
	Risk reduction

	B7
	Planning Process

	
	Efficiency savings and risk reduction through the planning process

	B7.1
	Reduction in flood risk due to fewer properties being constructed in the floodplain.
	Receptors
	Risk reduction

	B7.2
	Less time spent per planning application due to efficient access to comprehensive flood data.
	Local planning authorities
	Efficiency




Appendix B - Further task and product details
Task 3 - Identify missing and/or duplicated benefits

The NaFRA2 team have recently followed a process of removing benefits that are no longer realisable as they have either not been included in the list of requirements (an input to the specification) OR because they were considered aspirational requirements in the specification which are not being delivered (all basic requirements in the specification and some aspirational requirements are being delivered in full or part respectively). The Consultant is required to review the process that has been followed and the outcome.  
Task 7 - Baseline existing (internal to EA only)

The Consultant shall design a survey of beneficiary and user satisfaction with existing NaFRA risk data in the context of the business processes to ascertain their satisfaction with the flood risk data within their business process, not satisfaction with the business process as a whole. 



Appendix C - Documents for review

· MMD programme benefit map 
· Summary of Benefits (20170615NaFRA2_BenefitsDRAFT_detailed RH.doc)
· ABC1 Report (9 - Enhancing Flood Risk Info Report_Final v2.1.pdf)
· Benefit appraisal calculations (20170406_Appendix 3 - Benefits appraisal calculations) 
· Benefit Profiles 
· Benefit manager’s review of outline business case (NaFRA2 OBC benefits review 0.1.doc)
· Portfolio benefit strategy
· NaFRA2 Narrative
· NaFRA2 Integrated Assurance and Approval Plan 3rd edition (IAAP)
· MMD Programme Benefit Maps
· Map Edit FBC
· NaFRA2 Data FBC
· Appropriate LTIS Project Documentation
Appendix D - Glossary

ABC1 	Output from Pre-Business Case work
EA 	Environment Agency 
FBC 	Full Business Case
FCRM	Flood and Coastal Risk Management 
FCERM	Flood Coast and Erosion Risk Management
LLFA	Lead Local Flood Authority 
LPA	Local Planning Authority 
MMD 	Mapping Modelling and Data 
NaFRA  	National Flood Risk Assessment
Receptor	Place or entity which may be subject to flood risk (people, property, environment)
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