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1 Background

1.1 The Orkney Area

Orkney has a population of just under 20,000 in an area covering nearly 100,000 hectares.  Of
over 70 islands in the group, 16 are regularly inhabited.  Approximately 16% (2,982) of the
population live in the more fragile North and South islands in the group.

The area’s traditional industries are farming and fishing, but tourism and food processing are
increasingly important.  Orkney’s unspoilt environment is a huge advantage for both these
industries.

Unemployment in the islands is characteristically low (Sept 2001 1.9%) although this masks a
degree of under-employment and underlying trend of depopulation of the more fragile islands
in the group.  Higher and further education achievements within the population are high,
resulting in numbers of well-qualified returners to the local labour market as appropriate
opportunities are presented.  The area however has a low wage economy which currently
results in a proportion of the resident population seeking work outwith Orkney.

The area benefits from having a common boundary within which the main public and
governing bodies (local authority, NHS Orkney, tourist board, enterprise company) operate.
There is already a high degree of co-operation between public agencies, and between public
agencies and the private sector.  The forum action plan builds on this foundation.

1.2 The Local Economic Forum

A core economic forum was established on 10 May 2001 and comprises the following key
organisations:

Orkney Islands Council (OIC)
Orkney Enterprise (OE)
Orkney Tourist Board (OTB)
Orkney College (OC)
Orkney Chamber of Commerce (C of C)
Employment Service (ES)
Careers Service (CS)

A wider consultation group has also been established and has been involved in the work of
the forum to date via one public meeting (28 June 2001) and ongoing consultation by letter/e-
mail with the forum co-ordinator.  Representation on the wider forum is detailed in Appendix
I.  The core forum consider it vital that the work of the forum is made available to the wider
community and proposals for developing this are an integral part of the action plan.

1.3 The Local Economic Forum in the Community Planning Process

The community planning process is now underway in Orkney and the local economic forum
has an integral part to play in this as is illustrated in the diagram below.
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Community Planning Structure

1.4 Mapping the Current Landscape of Business Development Services in Orkney

This work was commissioned by the forum and undertaken by consultant Brian Burns.  A full
copy of the report is attached (Appendix II).

The forum partners have been reviewing the partnership structures currently in place in
Orkney.  These are summarised in the attached appendix III.

Six groups have been identified as having a direct responsibility in the planning and delivery
of economic development services to businesses and individuals in Orkney.  They are:

• Orkney Local Economic Forum
• Tourism Steering Group
• Orkney Marketing Scheme Steering Group
• Food Strategy Group
• Initiative at the Edge Steering Group
• Orkney Leader Local Action Group

There is no overlap between the groups in terms of their objectives and functions.  Issues
raised in sectoral or programme related partnerships will be channelled into the deliberations
of the LEF as appropriate.

There are a significant number of other groups, or partnerships active in Orkney.  They are
single issue, programme, project or sectoral specific, with no overlap.

The inter-relationships and linkages between partnerships in Orkney are well articulated.
This is helped by the small number of major bodies in Orkney and the good relationships
between them, in turn partly a reflection of Orkney’s relatively small population and its
discrete geographical boundary.

1.5 Communications Strategy

The Orkney LEF has refined its communications strategy in line with following through the
action plan.  The strategy builds on the use of existing networks and the effective use of
technology to ensure that all non-confidential information on the work of the forum is made
freely available.

Policy & Implementation Group
(Orkney Islands Council, Orkney Enterprise,

NHS Orkney)

Communities Advisory
Group

Environmental Forum Local Economic Forum
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Existing Networks

The key local partner organisations use a range of products to communicate with customers
and publicise their work.  These include newsletters, publications, press releases, promotional
events and websites.

The forum will offer updates on progress to the local branches of Chamber of Commerce,
Federation of Small Businesses, Stromness Business Forum and Scottish Building.  Each
organisation in the wider forum is also contacted individually to notify them of any updates.

Website

The Orkney LEF website was launched in November 2001.  The website contains the
following information:

• Details of membership
• Minutes of meetings
• Draft action plan
• Mapping exercise

The use of the above means has improved the frequency and quality of information
distribution to interested parties without creating any extra groupings/structures or requiring
additional staff or other resources.

1.6 Strategic Fit & Alignment with External Processes

There is no overlap between the work of the forum and the community planning
process presently underway in Orkney.  The forum doubles as the economic forum
for community planning and, for example, the creation of the economic strategy for
Orkney thus fulfils the dual role of supporting the community planning process and
assisting to clarify roles/avoiding duplication in implementing the agreed strategy.

Key staff in the community planning process are also involved in the LEF activities.

The Orkney economic development strategy already drafted fits within the Scottish
Executive Smart Successful Scotland and its Highlands and Islands dimension.  It
clearly reflects the key strategic objectives and defines actions and allocates
responsibilities to help work towards their achievement.

1.7 Identification of Financial and Efficiency Savings

(a) HIE Network Product & Process Review

During 2000/01, surveys undertaken for the HIE Network and business organisations
highlighted confusion in customers’ minds about the plethora of financial products
available and the bureaucracy attached to them.  Early feedback from LEFs in the
HIE area echoed these issues.  In wishing to address these concerns, the HIE Network
began a complete review of its products and processes in August 2001.

The key theme of the Product & Process Review is to improve the delivery of HIE
Network products and reduce the bureaucracy imposed on customers seeking modest
amounts of public funding.  It will also clarify for all business customers a single
entry route for support services.
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The first outputs from the review, which will be implemented during 2002/03 are:

• Clarification to businesses that LECs in the Highlands are the single entry point
for business support services, with other services signposted through the LEC.
This has the support of local authorities and the Chambers of Commerce and will
be presented to the H & I Taskforce on 11 February.  In Orkney, where there is
already a very high degree of co-operation and joint working between the two
main key development bodies Orkney Enterprise and Orkney Islands Council, the
situation is rather different.  Nevertheless, both bodies are fully committed, as
part of the LEF action plan, to further clarify their joint support roles to
businesses and explore means of further simplifying processes and joint working.

• A standardised customer database system throughout the HIE Network
• A streamlined and faster application procedure for small levels of business grants

The HIE Network is committed to continuing this review to include its skills and
community products and processes.

(b) LEF Action Plan

The forum anticipates that any savings arising from actions would be minimal, given
the lack of overlap in provison of services that currently exist.  Any savings achieved
through enterprise network efficiencies would be offset by the additional expenditure
required, for example, in providing relevant literature clarifying partners’ roles and
functions in Orkney (e.g. common property brochure).  It is also notable that the OIC
staff resources dedicated to business support services/economic development are
limited and have already been subjected to a thorough best value review process
within the council.

Any savings that may ultimately be identified would be recycled into accelerating
further actions under the forum action plan.

1.8 The Action Plan

The content of the action plan has been based around the findings of the mapping report and
also takes account of Scottish Executive guidance to local economic forums.

The action plan has been agreed by the local economic forum members.

The wider forum membership has also been consulted throughout the process of compiling
the action plan.  Their feedback has been incorporated in this plan.

1.9 Financial Resources

The forum has examined the allocation of financial resources under the 3 principal headings
of Admin, Support Services and Financial Assistance between the 3 main local bodies,
Orkney Enterprise, Orkney Islands Council and Orkney Tourist Board.

These are presented in the table below.
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Actual spend 2000-2001
£000

OE OIC OTB Total

Advice 169 0 0 169

Support Services (marketing, etc) 241 213 120 574

Financial assistance 708 487 13 1208

Total 1118 700 133 1951

Note:

Financial systems in each of the 3 organisations cut across the “basket” headings,
making it difficult to provide figures.  Nevertheless, the above figures are illustrative
of spend on these headings in recent years.  The figures exclude any risk of double
counting – a risk that can occur when operating effective “partnerships” in the
delivery of services locally.  Any spend associated with property has been excluded.

Assumptions:

The following assumptions have been made.

Advice

• Excludes core staffing costs
• Includes business counselling and consultancies
• Includes e-business, marketing advice and business information activity, and

company training/management advice (Investors in People)

Support Services

• Includes marketing support and project activity across all business sectors

Financial Assistance

• Includes grants/loans to businesses from OE core activities and OIC Reserve
Fund

• Excludes any major one-off projects from OIC
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2 Action Plan

Introduction

The action plan incorporates all the main issues arising from the research commissioned by
the forum to map the current landscape of business development services in the county.

The mapping report presented a comprehensive review of the relevant development agencies
in Orkney and of the services they provide, as well as setting out the comments made by user
groups.  The plan is based around the “Pointers for the Action Plan” set out at the end of the
mapping report.  The “pointers” were the issues and questions which arose from the research
and which were put forward as the basis for an agenda for the action plan.

Actions are presented under three main headings:

• Policy actions
• Organisational actions
• Development actions

The actions’ start dates and completions dates are summarised at the end of this section.

2.1 Policy Actions

2.1.1 Develop an agreed economic development strategy for Orkney

Background

There would be long term value in developing a set of economic objectives which could be
shared by all agencies in Orkney.  Agencies tend to have developed their own objectives for
economic development, and whilst these are for the most part broadly similar, there would be
benefit in fully aligning objectives.  This is fundamental to the LEF approach, and is also
required as part of the Community Plan.  It is suggested that it should be the first stage and
task of the action plan.

The creation of this strategy will assist in more clearly defining the respective roles of each
agency and clarify the roles of both public and private sectors in its implementation.

Action by:

• Forum members in consultation with key public agencies and private sector groups

Timescale & Report Back

• Immediate
• Draft strategy for wider consultation by 31/12/01
• Final strategy by 31/3/02

2.1.2 Development of sectoral strategies

Background

In Orkney we have already commenced the task of developing a set of sectoral development
plans.  The principal example to date is the Food and Drink Strategy, which was developed by
a tripartite group incorporating OE, the Council, and representatives of the industry.  A draft
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strategy for tourism, developed in a similar manner, is now under consultation.  There has
been an initial meeting to start the process for fish farming, an industry which is undergoing
consolidation and expansion.  Farming and fishing would need to be fairly high up the list,
which could be part of a rolling programme.

The creation of sectoral strategies greatly assists alignment of appropriate business services to
industry and, by involving industry, assists in clarifying the roles of public sector bodies.

Action by:

• Subgroups involving the relevant development agencies and industry representatives.

Timescale/Report Back

• Food & drink – completed Sept 2001
• Tourism – complete Feb 2001
• Fish farming/aquaculture - by 31/3/02
• Renewable energy – by 31/3/02
• Farming – May 2002
• Jewellery/craft/manufacturing – July 2002
• Fishing – July 2002

2.1.3 Undertake a specific review of public sector policy relating to support services
offered to the construction and retailing sectors

Background

Construction and retailing are the two sectors highlighted in the report that require urgent
review.  There are some limited areas of public sector aid for these sectors (e.g. some business
information services and training).  For both OE and OIC it is the displacement argument
which prevents more general aid being given, i.e. that expansion of one firm will tend to be
mirrored by the contraction of another firm.  The two sectors benefit if the economy as a
whole can be made to grow.  Nevertheless, there are changes taking place in these markets,
such as (in the retail sector) the growth of internet and mail order buying, and sales by visiting
firms from the south.

These issues need to be explored more fully and openly with industry representatives, to the
same format as suggested in 2.1.2 above.  It would also obviously help if there was a clear
statement by the public agencies of the principles which govern their assistance and this
would be clarified and subsequently publicised as part of this action.  It is suggested that this
should form part of the action plan, and a good starting point is the comprehensive review set
out in the mapping report.

Action by:

• LEF sub-group: OIC/OE in consultation with Chamber of Commerce, Federation of
Building Contractors, Orkney Housing Association etc.

Timescale/Report Back

• Initiate review by 31/1/02 and produce a report with recommendations to the forum by
June 2002.
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2.1.4 Keep under regular review the levels of resources directed (and re-directed) to
service delivery

Background

The mapping report indicated that the typical level of public expenditure on economic
development in Orkney has averaged £20m per year.  The bulk of this expenditure (£16m)
relates to support to the agricultural sector through SERAD.  The proposed fundamental
changes (potential reduction) in development funding to the rural economy through the
activities of SERAD and Crofters Commission will have a massive impact on the Orkney
economy – at a level that the forum, through its actions, would be unable to influence. Given
the islands dependence on Agriculture the effects of these changes will be far more severe in
Orkney compared to other parts of the Highlands and Islands.

The forum recognises that this is the single biggest issue that is affecting the level of
resources being applied to rural development services in Orkney.

Action by:

• The forum wish to draw this issue to the attention of the taskforce and recommend that,
given the potential impact to the county of forthcoming support structure changes to the
agricultural sector, all local development agencies are involved in the discussions.  This
would involve HIE, local authority, SERAD and Crofters Commission in talks to clarify
respective development roles and scope for co-operation and alignment in the future.

2.1.5 Clarify the division of responsibilities between agencies, especially between OE
and OIC

Background

The mapping study indicated that there is a de facto division in some areas between OE and
OIC in particular, and indeed most users did not think there was an overlap in provision of
business services.  Indeed there is a degree of additionality in the work of the agencies, which
should not be lost.   Perhaps this could be made more explicit by setting out which agency
tends to specialise in which service; this could also help the two or three trade associations
that indicated they were not sure which services were provided by which agencies.

Action by:

• LEF sub-group: OIC/OE
• Following on from the creation of the overall development strategy, each agency will

clarify their role in its implementation; and ensure a means of jointly publicising this to
the community.

2.1.6 Developing Links with other Community Planning groupings especially with the
Policy & Implementation Group (PIG), the Environment Forum and the
Communities Advisory Group

Background

As the LEF is intended to be an integral part of the Community Planning (CP) architecture,
these links can be made explicit.  Developing the links into something meaningful will take
time, as all parts of the CP structure begin to move ahead.   There will be a need to consider
the work of the Environment Forum and the Communities Group, and to examine their
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implications for economic development.  An example is the current investigation into the
establishment of an environmental trust whereby potential projects it may manage would
cross-link between the environmental and economic groups.

Action by:

• LEF sub-group: OIC/OE.  This will involve two way communication to/from the Policy
Implementation Group leading the CP process.

Timescale/Report Back

• Immediately following the creation of the draft overall economic development strategy
• Statement of respective roles prepared by 31/3/02 in parallel with publication of the

strategy

2.2 Organisational Actions

2.2.1 Investigation of the scope for agencies to use each others’ specialist skills

Background

Generally the trend in development agencies in recent years has been to move away from
sectoral functions.  Instead activities in different sectors are all seen in terms of a basic
business model, with varying requirements for business planning, marketing, training,
financial control, etc., and development agencies have concentrated on providing these
functional expertises.  People active in the sectors themselves are the repository of specialist
information.  This conforms to the general pattern of business development in rural areas, in
which the business person is usually a producer first, and his/her main need is for business
skills.

Nevertheless an informal system of sectoral specialism exists within development agencies.

The option of buying in sectoral expertise could be further developed.  Indeed it already
happens, for example with Scottish Agricultural College (SAC) being commissioned in the
recent past to undertake surveys of Orkney agriculture, and also involved informally in
establishing schemes of assistance such as the Winter Feed Scheme.  There may well be
further opportunities for this in future.

This action addresses the issue of agencies avoiding duplication, specialising in areas they
know best – and using the specialist skills of other agencies to optimise resources.

Action by:

• LEF sub-group
• To investigate the scope for relevant agencies developing formalised arrangements to

allow them to make use of each others’ specialist skills and knowledge.

Timescale/Report Back

• Initial report to LEF by 31/12/01
• Complete by April 2002
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2.2.2 Consider opportunities for closer integration and efficient joint working by
agencies

Background

There are some attractions to these options, but there are also difficulties.  It has to be
recognised that each agency is embedded in a larger organisation: Orkney Enterprise as part
of Highlands & Islands Enterprise, Economic Development department as part of Orkney
Islands Council which impacts on the business community in many different ways.  One of
the arguments for continued local authority involvement in development work is that
Economic Development departments can act as a bridgehead or lever for the business
community within the local authority; without it, the authority might end up giving a lower
priority to business interests.  Orkney Tourist Board, which is specifically mentioned in this
point, has its membership base and its narrower sectoral focus.

Each organisation is subject to change already, within its wider context.  For example in OIC
the estate management function is being reviewed, and this may have an impact on Economic
Development department functions.  Change for the local agencies has to be seen against a
backdrop of change in their parent organisations.

There is no doubt that the three organisations mentioned, and indeed most of the agencies
reviewed in the Mapping Report, should work together as closely as possible.  There is
already a high degree of co-operation and joint working, particularly because boundaries are
co-terminous, and the community is relatively small – characteristics which do not apply in
much of mainland Scotland.  Mechanisms for working together even more closely should be
examined by the agencies, but it is suggested that these are likely to be incremental rather
than wholesale and radical.  It can be noted that this is already happening, for example, with
Careers Scotland and the enterprise network.

Action by:

• LEF sub-group
• To draft a report that maps out areas worthy of initial investigation

Timescale/Report Back

• Immediate and to be kept under constant review
• Initial report to be prepared by 1/3/02

2.2.3 Investigate means of simplifying access to services by exploring prospects for
joint applications and joint project appraisal

Background

There is scope for looking at ways of aligning application forms so that, for example, they do
not request the same information in a marginally different format.

In practical terms, joint appraisal already largely happens between OIC and OE and, to a
limited extent, between OE and SERAD (marketing scheme).  Other agencies, such as
SERAD and SNH, have a rather different focus and this will tend to limit the scope for joint
appraisal.

The forum nevertheless considers it appropriate to investigate ways of aligning systems to
reduce duplicated work by users.
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Action by:

• LEF sub-group
• Prepare a brief report on possibilities for streamlining for consideration by the relevant

key agencies

Timescale/Report Back

• Report and recommendation to the LEF, following consultation, by 31/3/02

2.2.4 Investigate opportunities for more efficient operation of local agencies by
pooling of information

Background

This is one aspect of the issue of exchanging specialist knowledge.  The Data Protection Act
imposes constraints on free exchange of information on firms, and the legal aspects of this
would need to be looked at.  Any actions should take account of plans being considered at
wider level e.g. within the HIE area of careers networks and the introduction of customer
management systems.
At another level, there is believed to be greater scope for increasing the awareness of, and
access to information relating to completed research reports and general information accessed
at present via the Enterprise Network Business information Sources.

Action by:

• LEF sub-group, possibly as part of action 2.2.3
• Orkney Enterprise, to raise awareness of current information services in both public and

private sectors and consider ways of broadening the service with other partner agencies.

Timescale/Report Back

• Report by 31/3/02

2.2.5 Engaging interested parties in the work of the forum

Background

It is considered vital that the wider community has the opportunity to be informed about, and
comment on, the work of the forum.  The forum will actively involve the wider community in
its work as far as possible.  The forum’s communications strategy is detailed in para 1.5.

Action by:

• Orkney Forum co-ordinator
• Establish website by 30/11/01
• To maintain involvement of the wider forum
• To raise awareness of the forum and its work via press, direct contact, website

2.3 Development Actions

2.3.1 Initiate development of a locally relevant ‘blue skies’ research programme
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Background

The forum believes that there should be more ‘blue skies’ research looking at the future of the
local economy, particularly in the context of the need to diversify the rather narrow economic
base, which is typical of small local economies. This narrow base makes Orkney more
vulnerable to changing economic and political circumstances.

It is suggested that as part of the action plan, the LEF should develop a programme that is
particularly relevant in respect of future diversification of the economy. Recent examples
have involved innovative development programmes in close partnership with industry on new
species for aquaculture (halibut/shellfish hatcheries) and work with Orkney College in
commercialising new/ different plant species/ products.

Action by:

• LEF sub-group - identifying opportunities in close consultation with all sectors of the
economy.   Organise a “brainstorming” session with industry representatives in late
Feb/March 2002.

Timescale/Report Back

• Draft proposals for developing such a programme to be presented by 31/3/02

2.3.2 R&D, Pilot, and Demonstration Projects

Background

The perceived desire for more resources to be devoted to this area is acknowledged but it has
to be appreciated that there are trade-offs to be considered – resources spent on this type of
work may have to be taken from what would otherwise be given as direct assistance to firms.
There is indeed logic to doing this, since such work at the hand of the public sector reduces
the risks for the private sector, which therefore needs less direct aid.  It might be possible to
increase total funds by tapping into external funds for this kind of work.  The joint
development of expertise in attracting funds into Orkney from other sources is an important
area.

Action by:

• LEF sub-group – as part of 2.3.1

Timescale/Report Back

• Draft proposals for developing such a programme to be presented by 31/3/02

2.3.3 More Pro-active development Work

Background

There is a desire among the business community for more contact time and more pro-active
development work.  It is possible that contact time for some agencies has reduced, due to an
increase in administration, as well as reduction in the staff resource.  Administration has often
increased because of a greater requirement for leaving audit trails and documenting all steps
of a case or project.  Resources as they stand at present would probably be quite stretched to
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drastically increase contact time.  Agencies will have to examine whether they can re-
prioritise resources.

Action by:

• Individual agencies to follow up

2.3.4 Developing greater capacity to attract funds from outwith Orkney

Background

There is an increasingly wide range of complex funding sources – and government
initiatives/challenge funds available for development.  There is a constant need to be alert to
the opportunities in accessing appropriate funds – especially those which are relevant to
assisting us to achieve the area’s commonly agreed objectives.

The forum will consider how an appropriate structure or system can be established in Orkney
to ensure:

(a) public/private bodies in Orkney are made aware of opportunities as and when they
arise.

(b) an efficient means of identifying and distributing funding information (networking)
within Orkney

Action by:

• LEF sub-group
• To produce brief report on items (a) and (b) above

Timescale/Report back:

• Report by 31/3/02 – for wider consultation
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ACTION PLAN – SUMMARY OF KEY TASKS

The table below sets out a timetabled Action Plan of LEF activities.

Action Description Start Date Completion Date

                 Policy
1 Economic development strategy for Orkney November 2001 Draft – Dec 2001

Final – April 2002
2 Sectoral strategies In progress Food & drink – Sept

2001
Tourism – Feb 2002
Aquaculture – March
2002
Renewable Energy –
March 2002
Agriculture – May 2002
Manufacturing/ crafts –
July 2002
Fishing – July 2002

3 Review construction and retail sectoral policy In progress June 2002
4 Keep under regular review the levels of

resources directed (and re-directed) to service
delivery

In progress Ongoing

5 Clarify ongoing responsibilities (OE/OIC) In progress Discussion paper – Feb
2002
Complete - April 2002

6 Develop and establish linkages with community
planning

In progress February 2002

                 Organisation
7 Investigate scope for agencies to use each

others’ specialist skills
In progress April 2002

8 Consider opportunities for closer integration and
efficient joint working by agencies

In progress Immediate/under
constant review
Initial report prepared by
1/3/02

9 Investigate means of simplifying access to
services by exploring prospects for joint
applications and joint project appraisal

In progress (see
4,7)

Report and
recommendation to LEF,
following consultation,
by 31/3/02

10 Investigate opportunities for more efficient
operation of local agencies by pooling of
information

In progress (see
4,7,8)

Report by 31/3/02

                 Development
11 Initiate the development of a locally relevant

“blue skies” research programme
February 2002 May 2002

12 R & D, pilot and demonstration projects February 2002 April 2002
13 More pro-active development work In progress (see

4,7,8,9)
April 2002

14 Develop greater capacity to attract funds from
outwith Orkney

In progress Initial report for
consultation 31/3/02
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Appendix I

Orkney Local Economic Forum

Membership of Wider Forum

Federation of Small Businesses
Stromness Business & Community Forum
National Farmers’ Union
Federation of Building Contractors (Orkney branch)
Orkney Quality Food & Drink
Orkney Fisheries Association
Orkney Fish Farmers Association
Orkney Craft Industries Association
Orkney Knitwear Trades Association
Orkney Jewellery Association
Scottish Agricultural College
Crofters Commission
SERAD
Representative from Communities Group (community planning)
Representative from Environment Forum (community planning)
Representatives from major banks
Representatives from local accountancy practices
OIC Community Council Liaison Officer


