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Executive Summary 

 
Introduction - This report presents the findings from a study commissioned by Devon County 

Council (DCC) on behalf of the Heart of the South West Local Economic Partnership (HotSW 

LEP). The work was commissioned to inform the LEP’s decision-making process relating to 

investment priorities for the construction sector.  The LEP wished to particularly understand: 

• More about the adoption and implementation of the Construction Industry Training 

Board (CITB’s) ‘Client Based Approach’ (CBA) as a means of delivering increased local 

employment and training opportunities through the planning and/or procurement of 

construction projects across the LEP; and, 

• How the approach could / should be adopted by the LEP in commissioning its Growth 

Deal projects. 

 

Research was completed in September and October 2016 for presentation to the LEP’s People 

Theme Group on 1st November and full Board on 16th November. 

 

Background: The Skills Challenge - Nationally, the construction sector is experiencing skills 

shortages following the economic recovery. Output and employment in the construction 

sector is expected to grow at a higher rate than the overall economy. Skills shortages pose a 

risk to delivering projects on time and within budget and may also constrain sector growth.  

 

Locally the LEP has recognised the skills challenge facing the construction sector and the 

People Theme Group established a Construction Labour and Skills Steering Group to oversee 

the delivery of the HotSW Strategic Plan for Construction Labour and Skills. 

 

The opportunities to embed employment and skills outcomes in local projects is significant - 

construction output and employment in the South West is forecast to exceed UK averages, 

principally due to Hinkley Point C and other major infrastructure projects. 

 

A snapshot of planning applications in 2015, found 1,146 construction projects in HotSW, of 

which 123 were deemed to be significant. Although we do not know precisely how many are 

valued over £1m, we do know that potential projects are distributed widely across the HotSW 

geography. 

 

The LEP can also use its influence as a direct funder of capital projects to encourage adoption 

of CBA by its partners. 

 

The Client Based Approach - The CITB has developed advice and guidance for public sector 

bodies and supply chain companies to guide strategy, procurement and implementation in 

order to support the inclusion of apprentices, work-placements and opportunities for 

improved skills. This aims to ensure that better skills legacies are created in local areas through 

the delivery of construction projects. 
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At the heart of the CITB’s approach is the National Skills Academy Network which, for the 

public sector, involves adopting a ‘Client Based Approach’.  CBA uses an industry-led 

framework for achieving employment and skills outcomes that is based on benchmark targets 

for developments depending on cost and build type. CBA can be implemented through both 

planning and procurement routes. 

 

Adoption of CBA in the HotSW LEP Area - Just Two Local Authorities have formally adopted 

CBA within HotSW to date although there is general support for trying to achieve employment 

and skills outcomes through construction/maintenance projects. 

 

A number of perceived barriers have been identified to its adoption within both planning and 

procurement routes. More generally, resource and organisational challenges were also 

identified as potential challenges. 

 

Interestingly, many of these issues have been successfully overcome by those Local 

Authorities that have adopted CBA, primarily through the appointment of an individual as a 

dedicated resource for taking it forward.  

 

Notwithstanding the potential barriers identified above, there is interest in finding out more 

about it from some (if not all) quarters. Stakeholders felt that more promotion and awareness-

raising were required.  Others also indicated that the LEP should ‘practice what it preaches’ 

and lead by example which may be relevant within the context of its Local Growth Deal 

processes. 

 

Concluding Comments and Recommendations - The study found that Local Authorities’ 

understanding of, and engagement with, CBA varied quite considerably across HotSW. Whilst 

they are generally in favour of trying to secure employment and skills outcomes through their 

construction/maintenance projects, the practice of doing so is somewhat patchy and not all 

Local Authorities have actually heard of CBA as a method of achieving this. 

 

Whilst a number of concerns were raised by Local Authorities about how CBA could work in 

practice, the Local Authorities that have adopted it have found ways to overcome them. 

 

The report concludes that: 

 

• Recommendation 1: The LEP should actively endorse, support and promote CBA 

• Recommendation 2: An individual should be appointed to facilitate the adoption of 

CBA across the HotSW LEP area 

• Recommendation 3: On-going implementation should be promoted through shared 

resources across Local Authorities 

• Recommendation 4: Relevant criteria should be included in the LEP’s funding 

agreements for future capital projects (e.g. Growth Deal).  
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1.         Introduction 

This report presents the findings from a study commissioned by Devon County Council 
(DCC) on behalf of the Heart of the South West Local Economic Partnership (HotSW 
LEP). The work was commissioned to inform the LEP’s decision-making process 
relating to investment priorities for the construction sector.  The work was completed 
in September and October 2016 for presentation to the LEP’s People Theme Group on 
1st November and full Board on 16th November.   
 
 

1.1    Aims of the Study 

The construction sector has been identified as a key driver for the HotSW LEP area.  
There are several very large and significant developments already underway in the 
area and it is therefore important that there is sufficient skilled labour to meet the 
demands of these major developments as well as others that are planned for the near 
future.   
 

As part of a programme of work overseen by the Construction Labour Market Skills 
Steering Group and the People Theme Group, the LEP wished to understand more 
about the adoption and implementation of the Construction Industry Training Board 
(CITB’s) Client Based Approach (CBA) across the LEP area. CBA is a toolkit for public 
and private sector clients that enables delivery of increased local employment and 
training opportunities through the planning and/or procurement of construction 
projects. 
 
The study is intended to help inform the case for further investment in developing 
skills and labour force for the sector.  The specification was to: 
  

• Comprehensively identify what the Local Authorities’ approach is to 
implementing CBA through their planning and procurement processes 
(covering  the upper tier, unitary and district Authorities); and, 

• Take account of how the approach could / should be adopted by the LEP in 
commissioning its Growth Deal projects. 

 
 

1.2    Research Methodology 

In order to achieve this goal, the study commenced with a review of the relevant 
background documents.  This helped focus the main data collection stages of the work, 
which took the form of a series of telephone interviews. These covered representatives 
of the relevant Local Authorities (including, where appropriate, planning, 
procurement, economic development and other senior level teams), together with 
some wider stakeholders and partners.   
 
A topic guide was drawn up to cover the relevant issues and is included in Appendix I. 
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Representatives from the following organisations were consulted during the study: 
  

• CITB 

• Cornwall Council 

• Devon County Council 

• East Devon District Council 

• Exeter City Council 

• Exeter and Heart of Devon (EHOD) Employment & Skills Board (Covering 
Exeter, East Devon, Teignbridge and Mid Devon Councils) 

• HotSW LEP 

• Kier Construction 

• Mendip District Council 

• North Devon District Council 

• Plymouth City Council 

• Sedgemoor District Council 

• Somerset County Council 

• South Hams/West Devon District Council 

• South Somerset District Council 

• Southern Construction Frameworks 

• Taunton Deane Borough Council 

• Torbay Development Agency 

• Torbay Council 

• Torridge District Council 

• West Somerset Council 
 
 

1.3 Structure of this Report 

This report presents the detailed findings of the study: 
 

• Chapter 2 explores the background to the work, focusing on construction skills 
challenges. The chapter also examines the potential opportunities for the LEP 
to influence employment and skills outcomes locally; 

• Chapter 3 describes the Client Based Approach, setting out what it is, how it 
was developed and supported by industry and describing the routes to 
implementing it, along with the role of key stakeholders in this process;  

• Chapter 4 describes where and how CBA is currently being implemented across 
the HotSW area, using a matrix covering each Local Authority and some case 
studies. The chapter also details the identified barriers to implementation 
(through the two routes of planning and procurement); and 

• Chapter 5 highlights the key findings from the research, including the critical 
success factors for CBA implementation and makes recommendations for how 
it could be furthered across the HotSW LEP area.  
 

A copy of the topic guide used in the interviews and other supporting materials are 
provided in the Appendices. 
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2. The Background: The Skills Challenge and Local Context 

This chapter presents the background to the research in relation to: 
 

• The construction skills challenge nationally; and, 

• The specific challenge and opportunities in the HotSW LEP area. 
 
 
 

2.1 The Construction Skills Challenge Nationally  

The skills challenge in the construction sector is well documented.  A period of low 
demand following the financial crisis meant that employment in the sector fell by 
65,000 people in 2011/21.  However, whilst growth in demand for construction 
projects has risen since 2013, the sector has not been able to replace the workforce 
quickly enough, leading to shortages.  These have been exacerbated by a growing 
replacement demand reflecting an ageing workforce.  
 
In 20142, 13% of construction industry employers reported that for some of the last 
year they did not have enough skilled workers and a further 5% reported that for all 
or most of the last 12 months they did not have enough skilled workers, a significant 
rise in the proportions reported in the 2011 survey (2% for each). The report showed 
that 4% of employers said that skills and labour shortages had constrained output in 
the last year, a significant increase on the 2011 survey.  Looking to the future, 7% 
expected shortages to constrain output in 2015. 
 
Labour availability is predicted to be the biggest constraint on sector expansion over 
the next five years3. In December 2015, the Financial Times4 reported that a growing 
skills shortage in the construction sector was driving up UK construction prices 
indicating that: 
 

• 42% of building contractors reported recruitment difficulties in the past few 
months; 

• Bricklayers are earning 20% more than two years ago and are still in short 
supply; and, 

• Labour shortages are driving up costs so much that contractors are putting up 
prices and turning down work from projects and clients they perceive to be 
high risk. 

 
Looking to the future, demand for labour is expected to continue.  The CITB, through 
its Construction Skills Network Forecasts, explores the prospects and future demand 
for employment in the construction sector in the UK. Key findings from the 
Construction Skills Network forecasts5 for the UK are that: 

                                                 
1 The Chartered Institute of Building.  A report Explaining Skills in the UK Construction Industry. April 2013 
2 Skills and Training in the Construction Industry 2014 
3 People and Money: Fundamentals to Unlocking the Housing Crisis. Arcadis  
4 Financial Times, 6th December 2015. 
5 Industry Insights. Construction Skills Network Forecasts 2016-2020. CITB/Experian 
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• Construction output (2015) has recovered since the downturn, reaching 98% 
of the 2007 peak.  Key drivers of this have been growth in housing and 
infrastructure; 

• Output from the construction industry is expected to expand at an annual 
average increase of 2.5% over the 2016 to 2020 period.  A key driver of this 
growth is infrastructure, with a number of very big projects (such as HS2 and 
Hinkley Point C) due to start; 

• Construction employment has grown for the second consecutive year in 2015, 
and demand is expected to rise during the forecast period (to 2020).  It is 
forecast that over the next five years, 232,100 people will need to be recruited 
into the sector in the UK (46,420/year) of which, 145,000 is demand driven 
and the remainder is ‘net replacement’ – reflecting an ageing workforce; 

• Whilst employment has increased across all employment categories, there has 
been particularly fast expansion in some areas, such as bricklayers (7% growth 
in 2015).  This market response reflects reported difficulties in recruiting skilled 
bricklayers, carpenters and joiners; and 

• The industry is experiencing short-term skills issues, with those firms facing 
skills shortages reporting various negative impacts including delayed project 
delivery and wage inflation. 

 
The report also provides a regional analysis; key findings for the South West are that: 
 

• Construction output in the South West is forecast to grow at an annual 
average rate of 4.4% between 2016 and 2020, compared to 2.5% for the UK, 
driven primarily by an increase in infrastructure construction; and, 

• Employment in construction in the South West is expected to grow at an 
annual rate of 2.1%, well above the UK average of 1.1%.  The South West’s 
projected annual recruitment requirements for 2016-2020 is 6,480/year, 
representing 2.7% of the 2016 employment baseline which is well above the 
UK average of 1.7% 

 
Public sector procurement 
The Government’s Construction Strategy, 2016-2020 highlights that Government is 
the largest client of the construction industry, with plans to commission £163bn of 
projects, and this provides an opportunity for Government to use its muscle to help 
the economy become more competitive. Government Construction Board 
departments have identified developing future skills capacity, in a rising market, as a 
major challenge facing Government Construction clients which if left unaddressed 
may result in wage inflation and cost increases.   
 
Whilst the Construction Strategy does not reference CBA directly, it does acknowledge 
the opportunity to secure employment and skills outcomes, through the procurement 
of construction projects. 
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The Strategy references the Government’s Procurement Policy note – Supporting 
Apprenticeships and Skills through Public Procurement6, which states that ‘public 
procurement of contracts over 12 months duration and worth £10m or more should 
support skills development and the apprenticeship commitment’.   To support this, the 
Construction Leadership Council is developing a guide on what good skills investment 
looks like, which will aid both Government Procurers and industry when bidding for 
future Government contracts.   
 

2.2 The Local Context 

HotSW LEP is a strategic and dynamic partnership between the private sector, Local 
Authorities, universities and further education across Plymouth, Devon, Somerset and 
Torbay.  The LEP board consists of members from across the partnership, with a 
majority from the private sector. As a strategic partnership, its aim is to support the 
generation of better growth, employment and prosperity across the area, securing 
investment and influencing government policy. 
 
The role of the LEP in stimulating investment 
One of the primary aims of the LEP is to secure public and private sector investment 
in the area. It does this through a combination of: 
 

• Direct investment – These are funds which the LEP has secured from 
Government to spend on projects in the LEP area (Growth Deals 1 and 2 are 
examples of this).  The LEP manages a programme of investment, ensuring all 
the projects are delivered to plan and money is spent and properly accounted 
for.  The projects are delivered by third parties, such as Local Authorities, FE 
Colleges or universities, who apply to the LEP for funding.  The LEP has 
developed a ‘business process’ to ensure that the application process is robust, 
transparent and accountable; 

• Influencing and shaping – The LEP has strategic input into a number of 
programmes delivered by central Government or partners locally.  For 
example, European Structural and Investment Funds (ESIF) are managed by 
Central Government.  The LEP’s role in these programmes is one of strategic 
partner. 

• Lobbying – A key role for the LEP is to lobby and influence representatives from 
Government and the private sector to secure investment, policy changes or 
direct delivery. Often working with partners the LEP has effectively lobbied for 
investment in road infrastructure, rail improvements, enterprise zones 
amongst other policy areas, resulting in investment in the area’s infrastructure. 

 
The scale of opportunity 
This report explores amongst other things, the opportunity for the LEP to use its 
influence, as a direct funder of capital projects, to encourage adoption of CBA by 
partners.  The opportunity is significant, as the LEP’s investment programme from 
Growth Deals 1, 2 and Growing Places fund, equates to £500m of investment in the 

                                                 
6 Which applies to Central Government Departments, their agencies and non-departmental public bodies 
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area across 47 projects.  However the LEP has now signed funding agreements with 
applicants for the majority of these projects.  As funding agreements have been signed 
by both parties, it is not possible to impose additional conditions or terms.  However, 
the LEP recently submitted a bid to Government for Growth Deal 3.  This included 
£109m for 25 Local Growth Funded projects, £50m to support Brexit and £2.5m for 
Local Transport Majors investment.  The outcome of this bid is expected by the 
Autumn Statement.  Therefore the greatest scope for influencing delivery by partners 
lies in the implementation of Growth Deal 3 projects. 
 
The LEP’s business processes 
The LEP’s Assurance and Accountability Framework7 provides full details of the LEP’s 
business processes, setting out the process for applicants to apply to the LEP, how 
applications will be appraised (including criteria), who is responsible for appraising 
applications and how decisions on applications are made.  It also sets out the process 
for awarding grants to applicants including monitoring and evaluation. Adapting the 
business process may provide an opportunity for the LEP to encourage the adoption 
of CBA by applicants in the area. 
 
Key LEP Structures and Resources 
The LEP is led by a Board of directors and supported by a range of sub-groups – these 
were formed to drive the delivery of the Strategic Economic Plan (SEP).  The three sub-
groups are People, Place and Business.  The People theme group leads on all People 
themed agenda identified within the LEPs Strategic Economic Plan.  The People theme 
group established a Construction Labour and Skills Steering Group in 2015.  This has 
been set up as a LEP partnership involving representatives from HotSW Local 
Authorities, the construction industry and education and training providers to oversee 
the delivery of the HotSW Strategic Plan for Construction Labour and Skills and 
associated action plan. The Group is chaired by Frances Brennan, HotSW LEP Board 
member and LEP Champion for Construction Labour & Skills, and the core aims of the 
group are: 
 

• To create the conditions for sustainable growth in the local construction sector 
by building stakeholder awareness, ownership and responsiveness to the local 
construction labour and skills challenge; 

• To maximise productivity and employment opportunities by ensuring access to 
sufficient numbers of talented people with the appropriate skills to deliver the 
project pipeline and to support industry capability; and, 

• To capitalise on the local construction sector’s assets and stakeholder links to 
improve the industry’s competitive edge. 

 

The HotSW LEP recognised the skills challenge facing the construction sector in its 
Strategic Economic Plan published in 2014. This acknowledged that the demand for 
construction skills could be greater than average, stimulated by projects such as 
Hinkley Point C and the Plymouth and South West Peninsula City Deal as well as a host 
of infrastructure projects and strong ambitions for housing. 

                                                 
7 http://heartofswlep.co.uk/wp-content/uploads/2016/08/HotSW-LEP-Assurance-Framework-March-2015-
FINAL.pdf  

http://heartofswlep.co.uk/about-the-lep/strategies-and-priorities/strategic-economic-plan/
http://heartofswlep.co.uk/wp-content/uploads/2016/08/HotSW-LEP-Assurance-Framework-March-2015-FINAL.pdf
http://heartofswlep.co.uk/wp-content/uploads/2016/08/HotSW-LEP-Assurance-Framework-March-2015-FINAL.pdf
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The LEP’s People Theme Group has led work on this agenda.  It commissioned the 
CITB/Whole Life Consultants Ltd to produce a labour and skills study8 which provided 
a detailed analysis of the demand pipeline (what are the opportunities, where will they 
be and when will they occur) and supply (looking at the current workforce, new 
entrants and mobility of the workforce) in order to understand potential mismatches. 
 
The CITB/Whole Life Consultants Ltd report modelled labour demand across the 
HotSW area and wider region from 2015-2020.  The study utilised a bottom-up 
approach to skills forecasting by aggregating the employment from individual projects 
to create an area specific profile.   The study included: 
 

• An analysis of planning applications9 which found a total of 1,146 projects in 
the HotSW Area, valued at £7,599m.  Of these, 123 were deemed to be 
‘significant projects10’, with a value of £4,747m.  Projects related to Hinkley 
were excluded from this analysis; 

• Modelling to understand the demand for construction labour associated with 
the pipeline.  This found a need for 114,400 person years between 2008 and 
2036 and 94,550 person years between 2015 and 2019. The average workforce 
during the year of peak was 30,150. Peak demand was expected to occur in 
March 2016, although it was predicted that future demand would be roughly 
level of this peak; 

• Consideration of Hinkley Point C which, when factored into the analysis 
increases demand for labour, with the HPC workforce accounting for around 
12% of the pipeline of other projects in the HotSW area; 

• Estimates of supply which suggests that there are currently 67,590 people 
employed in the construction sector in HotSW, representing 51% of the 
demand at peak. 

 
The report concludes that it is essential to understand the level of capacity currently 
absorbed by existing construction provision and whether that capacity can be flexed 
to meet the additional demand within the HotSW area and Hinkley Point C, plus the 
additional construction projects in the wider area as demand requirement ramps up. 
 
Of note, a significant asset within the HotSW LEP area is the Hinkley Point Training 
Agency (HPTA) which is a not for profit training agency aligned with the HPC project 
that is designed to act as a facilitator for skills intervention for HPC.  HPTA has the 
potential to be a useful asset for the wider construction sector as it is: 

 

• Enabling employers to access quality assured, responsive training; 

• A lobbying voice to unlock the skills system to meet the HPC skills challenge; 

• A coordinating agency for training providers with expertise in various sectors; 

                                                 
8 Heart of the South West LEP: Labour and Skills Study, Final Report.  CITB/Whole Life Consultants Ltd.  Jan 2015 
9 Whilst the CBA approach can be applied through either the planning or procurement route, all projects must 
have planning permission to proceed, regardless of whether the project is procured by the public sector or 
developed by the private sector.  We do not have any estimates of the number or value of projects expected to 
be procured by the public sector. 
10 The report does not explicitly define ‘signficant’, although a list of significant projects included in appendix B 
suggests the threshold was approximately £6m. 
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• The vehicle through which employers, providers and key local stakeholders can 
collaborate to source / develop solutions to employers’ skills needs; and, 

• An efficient route for local employers to up skill or re skill local people to fill 
any vacancies generated through staff migration to HPC. 

 
In a separate report11, the CITB has mapped planned construction projects by type and 
size as shown below in Figure 1 which indicates a wide geographic distribution.  As 
CBA can be utilised on any project over £1m in size, the vast majority of projects 
illustrated below would be in scope.  However, it is likely that a proportion of the 
smallest projects (illustrated as <£2m) may be below the CBA threshold. 
 
Figure 1: HotSW LEP Planned Construction Projects by Sector and Size 

 
Source: CITB 
 

                                                 
11 Construction supporting the Heart of the SW LEP area CITB 2015 
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2.3 Summary of Key Points  

• Nationally, the construction sector is experiencing skills shortages following the 
economic recovery; 

• Output and employment in the construction sector is expected to grow at a higher 
rate than the overall economy; 

• Skills shortages pose a risk to delivering projects on time and within budget; 

• Skills shortages in the construction sector may also constrain sector growth; 

• Nationally, public sector procurement is recognised as a tool to achieve 
employment and skills outcomes; 

• Locally the LEP has recognised the skills challenge facing the construction sector 
and the People Theme Group established a Construction Labour and Skills Steering 
Group to oversee the delivery of the HotSW Strategic Plan for Construction Labour 
and Skills; 

• The opportunities to embed employment and skills outcomes in local projects is 
significant - construction output and employment in the South West is forecast to 
exceed UK averages, principally due to Hinkley Point C and other major 
infrastructure projects;  

• A snapshot of planning applications in 2015, found 1,146 construction projects in 
HotSW, of which 123 were deemed to be significant. Although we do not know 
precisely how many are valued over £1m, we do know that potential projects are 
distributed widely across the HotSW geography; and, 

• The LEP can also use its influence as a direct funder of capital projects to encourage 
adoption of CBA by its partners.  
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3. The Client Based Approach (CBA) 

This chapter discusses the Client Based Approach (CBA), examining what it is; how it 
was developed and supported by industry; the routes to implementing it (through 
procurement and/or planning) and the role of different stakeholders in the process. 
 
 

3.1 Context  

The CITB is the Industry Training Board for the UK Construction industry and it has 
been mandated to collect a levy from construction employers and to use this levy to 
support training and skills in construction. As part of its role, the CITB has developed 
advice and guidance for public sector bodies and supply chain companies responding 
to bids on procurement, legal and contractual issues12.  This advice and guidance 
covers working documentation to guide strategy, procurement and implementation 
in order to support the inclusion of apprentices, work-placements and opportunities 
for improved skills. 
 
The aim of the advice and guidance is to help ensure that better skills legacies are 
created in local areas through the delivery of construction projects. It was also hoped 
that the introduction of a new approach would help consolidate relationships 
between clients, contractors and supply chain members so that they could give better 
value for money and complete work more effectively.  
 
At the heart of the CITB’s approach is the National Skills Academy Network and there 
are three routes to gaining accreditation to join the Network: 
 

• The Client Based Approach – for public sector bodies; 

• The Project Based Approach – for in-scope (i.e. levy paying) contractors who 
have a single  large-scale project of over £100 mil; and,  

• The Programme Based Approach – also for in-scope contractors but based on 
a three-year cycle which would include a package of smaller projects totalling 
£50 mil or more each year. 

 
These are complementary means of gaining National Skills Academy Status, all of 
which use an industry-led framework for achieving employment and skills outcomes 
that is based on benchmark targets for developments depending on cost and build 
type13. The benchmarks themselves have been developed by the CITB working closely 
with the construction industry to provide developers with confidence that the 
requirements are both proportionate and achievable14.  They can be applied to both 
new build projects and repair and maintenance contracts. The benchmarks are 

                                                 
12 http://www.citb.co.uk/employer-support/client-based-approach/  
13 For construction projects these typically range from £1 million to £100 million in terms of overall construction 
spend over the life of the project. In the case of repairs and maintenance projects, the value bands are based on 
annual spend. 
14 In practice, the “framework” is usually described as an “Employment and Skills Plan (ESP)” that is drawn up for 
each development against the prescribed employer led KPIs. 
 

http://www.citb.co.uk/employer-support/client-based-approach/
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intended to be used as minimum targets, and are expected to be met and/or exceeded 
through the duration of the development. KPI benchmarks have been developed for 
the following categories of construction sector projects:  
 

Construction  

• Residential  

• Health - hospitals, clinics  

• Retail, sports, leisure and entertainment  

• Offices and commercial  

• Highways and roads  

• Regeneration  

• Infrastructure (excluding highways)  

• Refurbishment/decent homes  

• Factories and warehouses  

• Water supply and waste disposal  

• Education - schools, universities  

• Off-site structures  
 

Repairs and maintenance  

• Housing  

• Non-housing  
 

Highways  

• Structural, maintenance, routine cyclical and routine structures  
 
Seven employment and skills areas are included as part of each Employment and Skills 
Plan that is developed, covering the KPIs that are used for monitoring CBA: 
  

• Work Placements, covering:  
o Those in education – persons 
o Those not in education – persons  

• Jobs created by the project covering:  
o Graduates – persons  
o Apprentices – persons 
o Unemployed – persons  

• Construction careers, information, advice and guidance events 

• Waged training weeks on site, covering: 
o Apprenticeships 
o Existing workforce 

• Qualifying the workforce, covering: 
o Qualifications gained (equivalent to level 2or above) – main contractor 
o Qualifications gained (equivalent to level 2or above) – sub contractors 
o Industry certification gained: short duration – main contractor 
o Industry certification gained: short duration – sub contractors  

• Training Plans  

• Case studies 
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As mentioned, the CITB provides a baseline number of skills outputs for each of the 
above categories that could be applied to particular types and values of construction 
projects. The Local Authorities that have implemented CBA in the HotSW LEP area 
have drawn up template Employment and Skills Plans for use by contractors, based on 
the CITB baseline figures.  For reference, Appendix II contains a copy of the Plymouth 
City Council ESP template. 
 
The process of accreditation as a National Skills Academy for Construction is 
dependent upon successful completion of one CBA project and then attendance at a 
CITB panel to discuss and agree the implementation plan. Accreditation brings 
industry endorsement, allows the use of the CITB logo, provides regular updates on 
KPIs and construction sector issues as well as being recognised and respected by 
developers and subcontractors.   
    

3.2 Implementing and Establishing the Client Based Approach  

CBA can be implemented through procurement and/or planning, though it is usual to 
use both approaches as they are intended to cover the two main types of development 
projects that could occur in a Local Authority area: 
 
Procurement 
This route involves using legal contracts to promote employment, training, skills and 
other social benefits.  It covers the building, maintenance and repair projects that a 
Local authority might pay to have completed on its behalf, both on its existing or new 
buildings or on buildings for which it has responsibility.  This route primarily involves 
three main components: 
 

• Specifying the employment, training and skills requirements associated with 
the work to be done in the invitation to tender for the work;  

• Writing the relevant clauses into the contracts for the contractors that are 
awarded the work; and, 

• Monitoring their work to ensure that the employment, training and skills 
requirements are delivered. 

 
The contracts may be for single, individual building, maintenance and repair projects; 
or for framework agreements covering many different projects over a period of time. 
  
CITB has produced supporting guidance covering for the procurement route: 
 

• Inclusion of employment and skills requirements in an EU-compliant 
procurement process, with advice and template tender clauses; and, 

• Drafting contract provisions with template clauses for use with JCT, NEC3 and 
PPC2000 Building Contracts and in bespoke Framework Agreements and 
Project Contracts.  
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Planning 
This route covers all the other building, maintenance and repair projects that might 
be undertaken in a Local Authority’s area that require planning permission. Because 
of the stipulations on project size for CBA, these primarily involve major contractors 
and developers.  This route usually involves the use of: 
 

• Section 106 legal agreements that are made between the Local Authority and 
the developers at specific development sites and relate only to that 
development: they are linked to planning permissions and can also be known 
as planning obligations; and, 

• They are drafted when it is considered that a development will have significant 
impacts on the local area that cannot be moderated by means of conditions 
attached to a planning decision.   

 
CITB has produced supporting guidance covering: 
 

• The incorporation of the relevant requirements into planning policy and 
development control, including advice and template Section 106 Agreement 
clauses. 

 
For both the planning and the procurement route, the implementation process must 
be sanctioned by the alignment of the relevant Local Authority strategies and plans. 
 
Early adopters of CBA include Southampton City Council and in the South West, 
Cornwall Council who has implemented it through the procurement route (please see 
Appendix III for a case study of Cornwall). 
 

 

3.3 Summary of Key Points 

• The CITB has developed advice and guidance for public sector bodies and supply 
chain companies to guide strategy, procurement and implementation in order to 
support the inclusion of apprentices, work-placements and opportunities for 
improved skills; 

• This aims to ensure that better skills legacies are created in local areas through the 
delivery of construction projects; 

• At the heart of the CITB’s approach is the National Skills Academy Network which, 
for the public sector, involves adopting a ‘Client Based Approach;’   

• CBA uses an industry-led framework for achieving employment and skills 
outcomes that is based on benchmark targets for developments depending on cost 
and build type; and,  

• It should be noted that CBA can be implemented through either planning or 
procurement routes, though it is usual to use both approaches as they are 
intended to cover the two main types of development projects that could occur in 
a Local Authority area. 
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4. Adoption of CBA in the HotSW LEP Area  

 
This chapter describes the current state of play within the HotSW area, using a matrix 
that covers each Local Authority and some case studies.  The chapter also details the 
perceived barriers to implementation which have been identified by our interviewees. 
 

4.1 The Current State of Play  

The study found that Local Authorities’ understanding of, and engagement with CBA 
varied quite considerably across the HotSW LEP geography. Whilst Local Authorities 
are generally in favour of trying to secure employment and skills outcomes through 
their construction/maintenance projects, the practice of doing so is somewhat patchy 
and not all Local Authorities have actually heard of CBA as a method of achieving this.   
 

As illustrated in Table One overleaf, just two Local Authorities – Plymouth City Council 
and Sedgemoor District Council – have currently formally adopted the CBA and have 
achieved National Skills Academy Status. Devon County Council has previously 
achieved the status but this has subsequently lapsed. 
 

The research shows that some other Local Authorities have made certain 
commitments to adopting CBA. For example, building on a previous ‘Taunton Protocol’ 
which had a chapter on employment and skills for town centre developments, 
Taunton Deane Borough Council adopted it in relation to its procurement activity in 
2011 and in relation to its planning process in in 2015 but has not yet progressed 
towards National Academy Status.  
 

Further, the Exeter and Heart of Devon (EHOD) Local Authorities signed a Construction 
Skills Concordat in 2014 that set out their commitment to using their regulatory role 
(through both planning and procurement routes) to adopt CBA for major projects and 
to support the roll-out of the South West Shared Apprenticeship Scheme.  However, 
our study indicates that the Concordat is not universally understood by the Local 
Authorities involved and with some notable exceptions, such as the new Council Head 
Quarters development at Honiton (East Devon) which embedded the CBA’s 
benchmarks within the procurement exercise, the approach is not being used. 
 

It is also evident that other methods are being employed to secure employment and 
skills outcomes within HotSW. For example, Sherford, in the South Hams, which is a 
major development that includes residential housing, office space and other facilities 
has Section 106 Obligations. These are to facilitate structured skills training in the 
construction process and in specialist construction areas on site and in local training 
centres; and, be aimed at workers within the Development and for residents of and 
school leavers who attended school within the Plymouth and South Hams Travel to 
Work Area. They have had a bespoke Skills Training Plan prepared.  
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Table 1: Adoption of CBA by LAs in HotSW LEP Area 

Local 
Authority 

National Skills 
Academy Status 

Engagement with CBA Notes 

DEVON 

Devon County X Historical only Leading the Southern Construction 
Framework locally 

East Devon X Part of the EHOD Concordat – 
principles used in Honiton HQ 

Also using Southern Construction and 
Considerate constructors 

Exeter X Part of the EHOD Concordat 
but not being implemented 

Using South West Shared Apprenticeship 
Scheme for the St Sidwell’s development 

Mid Devon X Part of the EHOD Concordat 
but not being implemented 

 

North Devon X None Use of local labour agreements in planning 

Teignbridge X Part of the EHOD Concordat 
but not being implemented 

 

Torridge X None Employment and skills outcomes built into 
quality assessment for maintenance 
contractors during the tender process 

West Devon & 
South Hams 

X None Bespoke Skills Training Scheme drawn up 
for the Sherford development 

SOMERSET 

Somerset 
County 

X None Using construction frameworks 

Mendip X None  

Sedgemoor ✓ Full Previously used local labour agreements 

South 
Somerset 

X None  

Taunton Deane X Commitments made (both in 
planning and procurement) 
but not yet taken forward 

Previously used a Taunton Protocol 

West Somerset X No Planning Performance Agreement for HPC, 
covering local labour requirements 

UNITARY AUTHORITIES 

Plymouth ✓ Full  

Torbay X CBA being included in new 
Council planning strategy 
under Section 106 

Concerns that CBA indicators being used are 
outdated 

Source: Project Interviews, 2016 
 
Further, some of the procurement departments felt that using various frameworks, 
including Southern Construction which is facilitated locally by Devon County Council, 
enabled them to secure employment and skills outcomes. Although this Framework 
collects performance/benchmark data that are akin to the Client Based Approach, 
most of the emphasis is on monitoring apprenticeships and school engagement 
activities.   
 

Other mechanisms mentioned in consultations were the ‘Considerate Constructors 
Scheme’ which has a Code of Considerate Practice that covers community and 
workforce outcomes; and the ‘South West Shared Apprenticeship Scheme’ which 
provides placements and moves apprentices between a number of host employers 
whilst gaining their apprenticeship qualification. Interestingly some Local Authorities 
also link employment and skills outcomes to the use of Local Labour Agreements.  
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Case Study – Sedgemoor District Council 
 
Sedgemoor District Council is the first Local Authority in Somerset to gain the National 
Skills Academy for Construction status from the CITB. Sedgemoor has been actively 
pursuing employment and training outcomes through its planning process for a number 
of years.  In 2009, it adopted an Employment and Skills Charter, now included in the LDF 
adopted Core Strategy (2011).  Under this policy, the Council sought to enter into a Local 
Labour Agreement (LLA) with the Developer/ Applicant (for projects over a threshold) 
setting out: 

• An agreed % target for local labour; 

• A training and recruitment plan; and, 

• Commitment to an agreed proportion of local procurement of services and supplies. 

However, whilst the LLA was effective for securing local labour outcomes once a building 
had been completed and had become operational, it was harder to enforce during the 
construction phase, due to the temporary nature of construction projects. Having seen 
the Client Based Approach successfully implemented in Southampton, Sedgemoor 
approached the CITB.  They worked closely with the CITB to put in place the systems and 
resources necessary for effective implementation, securing CITB National Skills Academy 
Accreditation in September 2015.  The set-up involved: 
 

• Inclusion of relevant text in planning documents and the production of supplementary 
planning documents;  

• Securing staff time to co-ordinate and support the process (0.5 FTE of the Employment 
and Skills Manager); and, 

• Submission of proposals to a CITB panel. 
 

Sedgemoor’s Employment and Skills Manager (ESM) supports developers through the 
following stages: 
 

• Planning – During the planning stage, the ESM uses the CITB benchmarks to advise 
developers of appropriate targets and how to prepare a method statement; 

• Post planning – The developers prepare detailed employment and skills plans, which 
are signed off by the ESM; and 

• Construction – The ESM monitors progress against targets and works with developers 
and partners (JC+, colleges etc.) to overcome barriers to delivery (e.g. by sourcing 
potential workless recruits).  She also records progress on the CITB’s on-line system. 

 

Sedgemoor now has six projects following the CITB approach, with more in the pipeline 
for next year.  Caroline Derrick, the Employment and Skills Manager, said: 
 

“Working with Redrow as my first client has been a good experience and proved 
beneficial to both organisations. I supported them by sourcing work experience 
through JC+ and one lady they took on for work experience impressed them so 
much that they offered her a permanent position as a forklift driver. Another 
gained work experience in the office and went on to secure permanent 
employment in the district.”  
“It is good for us, it shows we practice what we preach and demonstrates our 
commitment to improving the employment and skills prospects in our 
communities.  It has also allowed us to build strong relationships with major 
construction companies and developers”. 
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Case Study – Plymouth City Council 
 

In January 2016, Plymouth City Council was formally accredited for the Client Based 
Approach through the National Skills Academy for Construction across both planning and 
procurement contracted construction activities. Developers/Contractors who have 
agreed with Plymouth City Council to deliver Employment and Skills Plans are now 
expected to follow the CITB Client-Based Approach.  
 

The Building Plymouth Skills Co-ordinator is the Council’s lead point of contact for 
advising and assessing employment and skills plans, and method statements through the 
Client-Based Approach, and then monitoring on-going delivery against the benchmark 
targets.  PCC provides guidance to contractors which sets out why the council has 
adopted the approach: 

 
“Plymouth City Council follows the Construction Industry Training Board Client 
Based Approach as part of a package of initiatives to enhance training and 
employment opportunities and to help address a looming skills shortage - it is 
estimated that 10,000 construction jobs will be required in Plymouth over the 
next 10 years. To help meet this shortage the Council will focus on the most 
significant developments in Plymouth, who will be asked to produce an 
Employment and Skills Plan which sets out how they will support skills 
development across different activity areas.”  

 

The Building Plymouth Skills Co-ordinator noted that the Authority had been considering 
CBA for some time (c.12-18 months prior to her appointment) and that, following her 
appointment, there were several factors that had been key to the successful adoption of 
the Client Based Approach: 
 

• A long lead time was needed for building relationships and getting buy-in to CBA 
both internally within the council and externally with contractors; 

• The need to build the profile and raise awareness both of the CBA and the 
impending skills shortage in the construction sector; 

• The need to work jointly with the CITB to build up a cohesive and complete bid 
that fitted with PCC’s overarching strategies and plans; and, 

• The need to work with the procurement and planning teams within PCC on both 
adoption and implementation of CBA. 

 

As well as the tasks above, the role of the Plymouth Skills Co-ordinator includes: 
 

• Working with developers on projects to ensure that CBA is in their contract at 
the start; 

• Developing links with project managers; 

• Awareness raising with local schools, JCP+, the military, etc.; 

• Link role between developers/contractors and schools, JCP+, military; and, 

• Reporting within PCC on results of CBA projects. 
 
It was also noted that a dedicated person was needed for this role, particularly within a 
Local Authority the size of Plymouth with the number of developments that were 
planned.  Lastly the accreditation of PCC as National Skills Academy for Construction was 
highlighted as being very important and positive PR for the profile of the Council. 
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Interestingly, the study also identified a local company that has gained National Skills 
Academy Status through the CITB’s ‘Programme Based Approach.’  
 

Developer Case Study: Kier Construction 
 
Kier Construction adopted the CITB’s “Funded Approach, National Skills Academy for 
Construction programme” on a thre- year cycle in 2013. They have previously delivered 
Employment Skills Plans on Client Based Approach programmes for Cornwall County Council, 
Devon County Council and Sanctuary Housing Association. The Funded Approach programme 
uses the same benchmark KPIs as the Client Based Approach but with higher outcome targets 
and a more stringent reporting regime.  Kier hoped that adopting the Funded Approach would 
enable them to support employment and up-skilling within the industry whilst also providing 
them with a competitive edge when tendering for projects and they have had a very positive 
experience to date.   
 
The company has found the process itself to be relatively straight-forward. The benchmark 
KPIs were described as clear and achievable. One of the critical success factors has been the 
ability to develop effective relationships with strategic partners such as Job Centres, schools 
and colleges which does take time to cultivate but the investment of time has meant that Kier 
have been able to meet the targets and deliver some really positive outcomes. 
 
Kier believes that its adoption of the Funded Approach programme has certainly helped them 
to secure work and has also helped them to demonstrate their credentials for other purposes. 
For example, evidence generated through the delivery of the KPI targets has helped them 
achieve good scores for the Considerate Constructors Scheme and it has definitely generated 
positive PR for the company. However, they see the biggest benefit as being for the industry 
itself as the approach has enabled them to help encourage more people into construction 
roles which has been much needed. Almost 20% of work placement candidates have gone on 
to find a job as a result of their placement.  
 
Kier are planning to renew their three-year programme when it comes to an end in December. 

 
 

4.2 Perceived Barriers to Adoption  

Several of the Local Authorities that had not adopted CBA identified what they 
perceived as barriers or challenges to doing so: 
   
Procurement Challenges - 
 

• From a procurement perspective, there was some concern that developers and 
construction companies would be resistant to the idea, fearing that it would 
drive up their costs and increase bureaucracy. Examples were given of recent 
procurement exercises in which the Local Authority had struggled to secure 
contractors for large-scale projects as a result of the abundance of 
construction work available locally at the moment meaning that companies are 
much more able to ‘pick and choose’ their projects than they have been in the 
past.  Further, it was suggested that this difficulty could become more 
pronounced with the recent Hinkley C developments. It was felt that the 
introduction of additional conditions or layers of bureaucracy within the 
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process could deter prospective companies from tendering, making it even 
more difficult to secure suitable contractors. This could in turn act as a ‘brake’ 
on planned developments and ultimately have a knock-on effect on other 
objectives such as achieving local housing targets. 
 

• Additional barriers were mentioned by those Local Authorities that had either 
outsourced their procurement or had shared procurement services. If CBA is 
not embedded within the contracts with the outsourcing organisation it was 
suggested that its implementation would impose an additional cost on the 
outsourcing provider. However, it was also recognised that there could be 
opportunities here to implement CBA in conjunction with other Local 
Authorities through such an approach.  

 

• The use of procurement frameworks (such as Southern Construction) whilst 
not necessarily perceived to be a barrier in itself, was also mentioned by some 
interviewees. The Frameworks do not have National Skills Academy Status as 
they are not legal entities and whilst they may make reference to CBA 
benchmarks, it appears that evidence is not gathered in relation to all KPIs 
within the monitoring process.  

 

• Perhaps more fundamentally, some questions were raised about whether it is 
technically possible to impose employment and skills conditions through the 
regulatory framework for procurement and this issue was also raised within 
the planning context.   

 
Planning Challenges –  
 

• The legality of enforcing employment and skills conditions through the 
planning process was questioned by several planners. In some cases this 
reflected concerns around the absence of an explicit ‘hook’ within the Local 
Development Plan on which to hang such an activity. In other cases it was felt 
to potentially be at odds with the National Planning Policy Framework’s 
presumption in favour of sustainable development because the approach 
could be seen as having a negative effect on the profit margins of the proposal.  
It was suggested that in such circumstances the developer or construction 
company would have grounds to declare the conditions unreasonable, leaving 
the Local Authority open to challenge.  
 

• The potential for delay was raised as another concern by some of the planners 
who suggested that the negotiation of conditions could slow down the 
application process which in turn could also leave them open to appeal if they 
were unable to reach a decision in a timely manner. 
 

• There was also some concern that potential developers may not wish to invest 
in a certain area if the process was made more difficult for them and would 
take their projects elsewhere. 
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Resource Challenges –  
 

• More generally questions were raised – relating to both the planning and 
procurement routes - about how such activity could/should be resourced.  
Some of the District Councils in particular indicated that they are operating in 
an extremely pressured environment in which it would be challenging to find 
the resource for either setting up a CBA type approach or for facilitating and 
monitoring progress against outcomes.   
 

• Feedback suggests that geographic location could also be a consideration here 
as some of the CBA’s benchmark KPIs were thought to be more difficult to 
achieve in very rural areas or on remote sites.  

 
Organisational Challenges –  
 

• Anecdotally it would also appear that challenges can be experienced in 
securing ‘buy-in’ for the concept from across the organisation, often reflecting 
the structure of Local Authorities, especially for those with separate economic, 
planning and procurement functions.  Often the driver will come from 
economic development but implementation requires support from planning 
and/or procurement colleagues.  The research found that there can be 
something of a disconnect here and some examples were found of positive 
commitments to CBA being made (by both officers and elected members) that 
have not been taken forward by the relevant departments. In any event it was 
noted that there needs to be senior level support from within each of the 
departments for such an initiative to be successful.  
 
 

4.3 Moving Forward  

Despite these perceived barriers and concerns four Local Authorities that had not 
come across the concept before, expressed an interest in finding out more about CBA 
and they have been put in touch with the local CITB Advisor during the course of the 
present study. Some others who had heard of it are also keen to learn more.  Those 
Local Authorities are particularly keen to learn from the experiences of others that 
have already implemented it to understand how it can work in practice. However, 
some other Local Authorities do not feel that it is either relevant or possible for them 
to consider at the current time.  
 
Our stakeholders were also invited to comment on what the LEP and its partners 
could/should be doing to support this agenda. Many felt that more promotion and 
awareness raising were required.  Others also indicated that the LEP should ‘practice 
what it preaches’ and lead by example which may be relevant within the context of its 
Local Growth Deal processes. 
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4.4 Summary of Key Points  

• Just Two Local Authorities have formally adopted CBA within HotSW to date 
although there is general support for trying to achieve employment and skills 
outcomes through construction/maintenance projects; 

• A number of perceived barriers have been identified to its adoption within both 
planning and procurement routes; 

• More generally, resource and organisational challenges were also identified as 
potential challenges; 

• Interestingly, many of these issues have been successfully overcome by those 
Local Authorities that have adopted CBA, primarily through the appointment of an 
individual as a dedicated resource for taking it forward; 

• Notwithstanding the potential barriers identified above, there is interest in finding 
out more about it from some (if not all) quarters; and, 

•  Other stakeholders also indicated that the LEP should ‘practice what it preaches’ 
and lead by example which may be relevant within the context of its Local Growth 
Deal processes. 
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5. Concluding Comments and Recommendations 

 
This study was commissioned to inform HotSW LEP’s decision-making process relating 
to investment priorities for the construction sector because the sector has been 
identified as a key driver for the area.  There are several very large and significant 
developments already underway and more are planned for the near future. It is 
therefore very important that there is sufficient skilled labour to meet the demands 
of these developments.   
 
Specifically, the study was intended to help the LEP understand more about the 
adoption and implementation of CBA across the area by comprehensively mapping 
what each of the Local Authorities’ approach is to implementing CBA. The work has 
also taken account of how the approach could be adopted by the LEP in commissioning 
its Growth Deal projects. 
 
This chapter contains some concluding comments about the key findings of the study, 
including a discussion of both the critical success factors identified for the successful 
adoption of CBA and the barriers to adoption.  Based on these factors and barriers, 
together with the lessons learned from the highlighted case studies of adoption, the 
chapter concludes by putting forward our recommendations for how the adoption of 
the CBA across the HotSW LEP area could be supported. 
 
 

5.1 Reflections on Key Findings 
 
 

The study found that Local Authorities’ understanding of, and engagement with, CBA 
varied quite considerably. Whilst they are generally in favour of trying to secure 
employment and skills outcomes through their construction/maintenance projects, 
the practice of doing so is somewhat patchy and not all Local Authorities have actually 
heard of CBA as a method of achieving this: 

 

• Just two Local Authorities – Plymouth City Council and Sedgemoor District 
Council – have formally adopted CBA and currently have National Skills 
Academy Status; 

• Some other Local Authorities have made certain commitments to adopting all 
or part of the approach; 

• Numerous others who had not previously heard of the CBA expressed an 
interest in finding out more and have been put in contact with the CITB; and 

• Some others were using alternative approaches, such as different frameworks 
or their own Employment and Skills plans in order to secure employment and 
skills outcomes.  
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When asked about the barriers to adoption, the Local Authorities highlighted the 
following main challenges: 

 

• Procurement Challenges – there was concern that developers and 
construction companies would be resistant to the idea, fearing that it would 
drive up their costs and increase bureaucracy; 
 

• Planning Challenges – the legality of enforcing employment and skills 
conditions through the planning process was questioned by several planners. 
In some cases, this reflected concerns around the absence of an explicit ‘hook’ 
within the Local Development Plan on which to hang such an activity;  

 

• Resource Challenges – concerns were raised covering both the planning and 
procurement routes about how such activity could/should be resourced.  Some 
of the District Councils in particular indicated that they are operating in an 
extremely pressured environment in which it would be challenging to find the 
resource for either setting up a CBA type approach or for facilitating and 
monitoring progress against outcomes; and, 

 

• Organisational Challenges – challenges were identified in securing ‘buy-in’ for 
the concept from across the organisation, often reflecting the structure of 
Local Authorities, especially for those with separate economic, planning and 
procurement functions.  Often the driver will come from economic 
development but implementation requires support from planning and/or 
procurement colleagues.  

 
Interestingly when asked about the critical success factors that had helped to enable 
them to implement CBA and then achieve National Skills Academy Status, both 
Plymouth City Council and Sedgemoor District Council highlighted the following 
points, which address how they overcame many of the concerns described above.  
Central to this had been, in both cases, the appointment of a motivated and focussed 
individual whose role it was to oversee CBA and spend time on: 
 

• Building relationships and getting buy-in to CBA both internally within the Local 
Authority and externally with contractors; 

• Building the profile and raising awareness both of CBA and the impending skills 
shortage in the construction sector; 

• Working jointly with the CITB to build up a cohesive and complete bid that 
fitted with the Local Authorities’ overarching strategies and plans; and, 

• Working closely with the procurement and planning teams within the Local 
Authority on both adoption and implementation of CBA. 
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5.2 Recommendations 
 

Based on the discussions above our recommendations are as follows:  
 

➢ Recommendation 1:  
The LEP should actively endorse, support and promote CBA 
CBA offers a significant and, comparatively low-cost, means for Local 
Authorities to help both overcome the skills shortages being faced by the 
construction sector and improve local communities’ skills base.  It provides 
industry standard and industry endorsed backing, as well as the branding of 
the National Skills Academy Network.  The LEP should actively endorse and 
support the adoption of CBA: 
 

• In terms of its commissioning role, the LEP should adopt an overarching 
approach to construction.  When commissioning its own construction 
projects, such as through the Growth Deal, etc. the LEP should adopt the 
CBA.  The process for adopting CBA could be examined as part of the 
Strategic Economic Plan (SEP) review (this review could also cover 
identifying ways to generate revenue funding for future employment and 
skills initiatives that address labour force shortages in the sector); and    
 

• In its role as a strategic body, the LEP should play a key role in endorsing 
the approach and getting senior level buy among both the Local Authorities 
and developers operating in the HotSW LEP area.  The LEP should use the 
influence of various channels and assets at its disposal including the Board, 
the Construction Labour Market Skills Steering Group and the role of the 
LEP’s construction champion to support Local Authorities to adopt a 
consistent approach to CBA through a combined authority model. 

 

To begin the process of promoting the CBA and to inform LAs in making their 
own decisions about the suitability of the approach for their needs, the LEP 
should facilitate explanatory workshops/seminars: 

 

• Facilitating Workshops 
A suggested format would be for the workshops to begin with an 
explanation of the role of CBA and the process of adopting it by the CITB. 
This could be followed by a presentation illustrating examples of successful 
adoption from within and outside the LEP area.  (Plymouth County Council, 
Sedgemoor District Council and Kier have already confirmed that they 
would be happy to take part. In addition, it is suggested that Local 
Authorities such as Southampton and neighbouring Cornwall, are invited, 
both of which have been implementing CBA for some time).    
 

Following the presentations there could be a Q&A with the presenters and 
a panel. Our initial proposal is that each workshop be open to all relevant 
individuals from Local Authorities within the LEP area, though 
consideration could be given to running separate workshops for planners 
and procurement officials.  In addition, any major developers operating in 
the LEP area, who are not already signed up to CBA should also be invited.  
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➢ Recommendation 2: Appointing an individual to facilitate adoption of CBA   
Among those Local Authorities and developers who decide that they wish to 
proceed with adopting CBA, it is proposed that an individual should be 
appointed who would be responsible for organising activities that champion 
and explain how CBA works.  This post holder would increase awareness and 
understanding of the potential value of CBA among these public bodies and 
developers who decide they wish to adopt it.  

 

The LEP should coordinate the process of appointing an individual by providing 
supporting assistance. A key part of this support will involve securing private 
sector support and resources to part-fund the post for the combined authority 
model.  Based on the successful examples in Plymouth, Sedgemoor and 
elsewhere, the LEP should lead on this process as part of its strategic work in 
influencing developers and construction companies to adopt CBA.  The Local 
Authorities and CITB should actively collaborate with the LEP in the process.  
The main components of the individual post holder’s role could include:  

 

• Relationship building and groundwork 
Time will also need to be devoted to doing the groundwork for CBA and a 
key part of this role is likely to involve relationship building. Not all key 
individuals from each Local Authority/developers will have attended the 
workshop and not all will be keen to adopt. This relationship building, 
which was identified as being essential for the successful adoption of CBA 
by several of those consulted during the study will involve detailed 
explanation of CBA, “myth-busting” and “hand holding” with councillors, 
officers and developers alike.  

 

• Supporting its adoption: integration with existing plans/procedures 
The appointed individual will also need to assist LAs with the process of 
integrating CBA into their strategic plans and procedures where necessary.  
The individual would effectively operate across boundaries and support 
LAs in their journey to National Skills Academy Status in conjunction with 
the CITB. The CITB guidance includes “model documentation, benchmarks, 
case studies and practical commentary.15” Specific tasks might include 
helping to draft Employment and Skills statements and incorporating them 
into planning policy and development control.   

 

• Supporting its adoption role: co-ordination of partners 
It will also be important for the role-holder to work with external parties to 
ensure that key partners such as local training providers, 
colleges/universities and Jobcentre Plus provide support with the 
necessary training. It is particularly important that the role-holder engages 
with the Hinkley Point Training Agency (HPTA) and other New Nuclear 
Assets to help support wider construction skills outcomes.  

 

In making this proposal for the appointment of an individual to undertake the 
activities outlined above, it is suggested that the post would be time-limited 
though please see recommendation 3 below. 

                                                 
15 http://www.cskills.org/nsacademy/clientledapproach/procurement/index.aspx  

http://www.cskills.org/nsacademy/clientledapproach/procurement/index.aspx
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➢ Recommendation 3: Supporting the on-going implementation of CBA 
This recommendation responds to the issues identified within the research 
about resourcing the implementation of CBA – in particular, the on-going 
monitoring and reporting of the outputs from the CBA toolkit. In the interests 
of achieving longer-term sustainability it would not necessarily be the case that 
the role-holder identified in recommendation 2 undertakes this activity.  
Rather, it is proposed that the LEP assists the Local Authorities to collaborate 
with one another in a shared resources model as part of the evolving 
devolution offer:  
 

• Supporting monitoring role: reporting and feedback 
In many ways this is the most difficult aspect to define time-wise because 
the requirements of the Local Authorities in the HotSW area vary greatly in 
terms of their planned developments.  Local Authorities such as Plymouth 
City Council, with many planned developments have already taken action 
to put in place a Building Plymouth Skills Coordinator to oversee CBA.  
Others with fewer planned developments have yet to take action.  It is 
proposed that where practicable Local Authorities coordinate their 
response to “share” a Skills Coordinator who could work flexibly between 
them as developments occurred.  Clearly the resources, location and timing 
required for this role would need to be allocated based on known 
forthcoming developments while giving some allowance for changes.    The 
key tasks for the role would be: 

 

o Playing a link role between developers/contractors and schools, 
training providers, JCP+, the military;  

o Assessing developer/contractors’ progress on CBA KPIs; and 
o Reporting and feedback within Local Authorities on the results of 

CBA projects. 
 

It is also suggested that there might be value in a HotSW LEP-wide collation 
of outputs from CBA related projects.  This would allow the LEP to take a 
broader view on the impact of the approach and also to consider any 
differences in outputs across the LEP area.  Again, the LEP should provide 
support for the establishment of this post through coordinating activities 
and providing supporting assistance. This might include securing further 
private sector support and resources for the post.  

 
 

➢ Recommendation 4: Inclusion of relevant criteria in the LEP’s funding criteria 
and funding agreements for capital projects   
The LEP is responsible for funding a significant pipeline of construction projects 
throughout the HotSW area, principally through the Local Growth Fund. It has 
an agreed ‘business process’ for partners (such as Local Authorities) to use 
when applying for funding as well as criteria to be used during the appraisal 
process.   The LEP therefore has an opportunity, as a funder, to encourage 
applicants to secure employment and skills outcomes through the delivery of 
their LEP funded capital projects.   
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In this context, the LEP should adjust its funding criteria to encourage 
applicants, in the preparation of their business cases, to demonstrate how they 
will achieve and monitor employment and skills outcomes.  As National Skills 
Academy Status takes time to implement within Local Authorities, we would 
not recommend that the LEP mandates the use of CBA, but rather encourages 
its adoption within the guidance.  For instance, the guidance could be phrased 
as follows: 
 

What employment and skills outcomes will be achieved? How will they be 
delivered and monitored?  Applicants should identify specific targets for 
employment and skills outcomes and demonstrate that they are appropriate 
for the type and scale of development.  Applicants should detail how these 
outcomes will be incorporated into the procurement process and how 
contractors will be proactively engaged in the delivery of these outcomes.  
Applicants should detail the process for monitoring these outcomes and 
reporting progress to the LEP.  Applicants may wish to follow the CITB’s CBA. 
 

Specific employment and skills outcomes should be included within the LEP’s 
funding agreement alongside other project specific output indicators. 

 
 

Resourcing of the Recommendations 
 
The CITB has already produced promotional material relating to the value and benefits 
of adopting CBA, which is freely available. This could be supplemented with material 
illustrating the local case studies from within the HotSW area. As well as making this 
available to all participants at the workshops, this material could also be distributed 
among the LEP’s network and contacts to further increase awareness and 
understanding.  
 
As highlighted in the report the LEP has a range of assets at its disposal including the 
Board, the People Group, the Construction Labour Market Skills Steering Group and 
the construction sector champion, all of whom will have a role in this.  
 
Further dedicated resource will, however, also be required for the recruitment of a 
post (as described in recommendations two and three above) and options will need 
to be considered for taking this forward. The key components of successfully 
introducing the post will be: 
  

1) Securing sufficient private sector support and financial resources, combined 
with appropriate LA and stakeholder support and resources; and 

2) Coordinating the collaboration among LAs, developers and the CITB to develop 
a combined authority model.   

 
The LEP should play a lead, influencing role in facilitating these two components. 
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Appendix I: Topic Guide for Local Authority Interviews 
 
Introduction 

We have been commissioned by HoTSW LEP to help them understand whether local 

authorities in the area are engaging with the ‘Client Based Approach’ through their planning 

and procurement processes. Are you familiar with the Client Based Approach (if not, provide 

details)? 

“It’s a National Skills Academy for Construction framework to help organisations appointing 

contractors for construction projects of over £1 million to set the training, up-skilling, work 

experience and community support that they need for their area. The model is designed to 

support high quality training which meets employer-defined standards and encourages 

increased investment in training.” 

Questions 

1. Can you tell me a little bit about your role in relation to the planning and/or 

procurement of construction projects? 

2. What is your Local Authority’s approach to setting training and up-skilling outcomes 

through the planning and procurement processes for construction/maintenance 

projects? 

a. Who is involved in that process (construction companies/training 

providers/strategic partners etc) and at what stage – i.e. from pre-planning 

through to delivery? 

b. Does the approach differ by size of project? 

c. What level of resource is required by the Council to support your approach (e.g. 

FTE)? 

d. What resources are required by developers/construction companies to 

implement the approach?  Who pays for this? 

e. Are there any differences between the planning and procurement routes? 

f. If you don’t have a process in place – what are the reasons/barriers etc 

3. Do you have any guidance documentation on the process that you could share with us? 

4. How well do you feel that your approach works in practice? 

a. Probe for any particular advantages and disadvantages 

b. Do you have any areas/case studies of good practice that you could share? 

5. Have you come across any areas of good practice in other Local Authorities (either 

locally or nationally) that might be useful for us to look at? 
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6. [if not using the Client Based Approach] Have you ever considered adopting the Client 

Based Approach? 

a. If not – why not? 

b. If yes – why have you not pursued it/are there any barriers? 

c. Is it something you might consider in the future and if so, how might you take 

that forward? 

[if only partially using the Client Based Approach] Why have you only partially adopted 

it? 

d. What are the barriers? 

e. Is it something you plan to do in the future and how might you take that 

forward? 

7. Do you feel that there are any opportunities for joint working across Local Authorities 

within this area of work? 

a. How would that work in practice/what conditions would need to be in place? 

8. Is there anything that the LEP (or other partners) could be doing to support you with 

securing up-skilling, training outcomes etc through the planning and procurement 

process for construction and maintenance projects? 

 

That’s all our questions unless you have any comments that you’d like to add? 

 

Thank you very much for your time 

 

 
 
 
 
 
 
 
 
 
 
 
 



 Report on research into: Construction – Adoption of the Client Based Approach in HotSW LEP area 

  

34 

 

Appendix II: Plymouth’s Employment & Skills Plan Template 
    

Employment and Skills Plan  
 

 

Employment and Skills Areas  Month  
1 

Month 
2 

Month  
3 
 

Month 
4 

Month  
5 
 

Month 
6 
 

Month  
7 
 

Month 
8 
 

Month  
9 
 

Month 
10 

 

Month  
11 

 

Month  
12 

 

Summary
. No –  
Client 
Based 
Approach 

1a Work Placement  (In Education)     
- persons 

             

1b Work Placement                          
(Not in Education)                                          
– persons  

             

2 Jobs created by NSAFC 
projects (new entrants: 
Apprentices, Unemployed and 
Graduates) 

             

3 Construction Careers 
Information, Advice & Guidance 
Events 

             

4(a) Waged Training Weeks on site 
(Apprenticeships)  

             

Category: 
(Type) 

 Developer/ 
Contractor: 

 

Band:  
 

Development:  

Value £:  Potential 
start date: 
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4(b) Waged Training Weeks on site 
(Existing Workforce) 

             

5 Qualifying the Workforce – 
project workforce 
Total of 6(a) plus 6(b) plus 6(c) 
plus 6(d) 

             

5(a) 
 
 
5(b) 

Qualifications gained 
(equivalent to Level 2 and 
above) –  
Main Contractor 
Qualifications gained 
(equivalent to Level 2 and 
above) –  
Subcontractors 

             

5(c) 
 
 
5(d) 
 

Industry certification gained – 
Short Duration Training:  
Main Contactor 
Industry certification gained – 
Short Duration Training:  
Subcontractors 

             

6 Training Plans              

7 Case Studies              
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Appendix III: Case Study 
 
Local Authority Case Study: Cornwall Council 

Cornwall Council joined the National Skills Academy for Construction Network having 

adopted the CITB’s Client Based Approach within its procurement framework for 

construction projects following the introduction of the Social Value Act in 2012. The Client 

Based Approach was seen as a mechanism for ensuring and demonstrating that the Council 

was delivering social value through its portfolio of construction projects and they have had a 

positive experience of implementing it.  

The Council found the process straight-forward to initiate. Having embedded the Client 

Based Approach within their policy guidance and set up a framework for appointing 

contractors they now simply include the relevant benchmark targets based on the size and 

type of project within each procurement exercise.  Their experience has been that most 

contractors now expect to see these sorts of conditions built into contracts and they have 

not experienced resistance from the industry.  They have found the targets themselves to be 

very sensible and achievable and feel that the contractors are benefiting from the outcomes 

generated.  

Whilst monitoring contractors’ achievements against targets does require some dedicated 

resource, Cornwall Council has largely built this into activity into their regular contract 

management processes and has benefitted from the on-going support of the CITB with 

whom they meet regularly to review progress across projects. 

Adoption of the Client Based Approach has provided Cornwall Council with the tools to 

accurately report to stakeholders how much money they have spent on construction activity 

and exactly what added value - in terms of employment and skills outcomes - that spending 

has achieved for the local economy, right down to the number and type of apprentices 

supported.  

 
 


