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2.0 PURPOSE 
 

The purpose of a Lessons Learned Report is to bring together the lessons 
learned during a project that can be usefully shared with and applied to 

subsequent stages of the project or to other Public Private Partnerships 

Unit, Leeds City Council or PCT projects. 
 

The Lessons Learned Report forms part of the Project Appraisal undertaken 
on projects. 

 
 

3.0 BACKGROUND INFORMATION 
 

3.1 Joint Service Centres 
 

In August 2004 the City Council submitted an Outline Business Case to the 
former ODPM for PFI credits to deliver three new Joint Service Centres in 

conjunction with the Leeds PCT, procured through the NHS Local 
Improvement Finance Trust (LIFT) initiative.  

 
PFI Credit Allocation of £15.7m was received and the Executive Board 

approved scope of the project in September 2004 to deliver 3 Joint Service 

Centres in: 
 

– Chapeltown; 
– Harehills; and 

– Kirkstall 
–  

The Joint Service Centre Programme looks to make a significant 
contribution to the work undertaken by the City Council to tackle the health 

and social inequalities prevalent in the city through ‘narrowing the gap’ 
between the most disadvantaged neighbourhoods and the city as a whole. 

 
At the outset of the Project, the City Council undertook an extensive 

analysis of customer service provision within Leeds, and identified priority 
areas within the most deprived community areas.  The Project looked to 

address the outcomes of this analysis as follows: 

 
– Improve our understanding of customers 

– Increase customer choice and convenience 
– Develop joined up and person centre services based on need 

– Improve access for everyone 
– Design services around need 

– Increase efficiency 
– Deliver continuous improvement 

 
The services to be provided to address the outcomes above were outlined 

in the OBC (see table overleaf). 



 

The scope of the Project was also refined since the submission of the OBC 
to include: 

 
• Customer services, including housing, social services, benefits, 

Council tax  and a hate incident reporting centre (Chapeltown and 

Harehills); 
• Health and environmental action services (Chapeltown and 

Harehills); 
• Community library (Chapeltown and Harehills); 

• Leeds City Credit Union (Chapeltown and Harehills); 
• North East Area Management Team office (Chapeltown); 

• Hot desk provision for social services (Chapeltown); 
• Job shops (Chapeltown and Harehills); 

• ‘HUB’ service provided jointly with the PCT (Chapeltown); and 
• Chinese Advisory Service (Harehills).  

 

Outline Business Case – Services 

 

 

The key tasks and timescales associated with the project as originally set 

out in the OBC were significantly different to those timescales documented 
in the FBC. 



 

In December 2006 due to ongoing difficulties with the acquisition of the 
site and scale of development, Kirkstall was uncoupled from the other two 

joint service centres and progressed to a separate timescale. Agreement 
was reached that Kirkstall should become a Tranche 4 scheme with 

Chapeltown and Harehills forming Tranche 3. 

 
In correspondence with CLG in February 2008, the City Council confirmed a 

total PFI Credit requirement required for Chapeltown JSC and Harehills JSC 
of £11.7m, with the remaining £4m PFI Credits to be used for the Kirkstall 

JSC. 
 

The Final Business Case was submitted to the Department of Communities 
and Local Government in May 2009 which sought approval for the 

Chapeltown and Harehills Joint Service Centres.  Tranche 3 of the JSC PFI 
project reached financial close in June 2009 and is currently under 

construction.  Service commencement is scheduled for July 2010 (Harehills 
JSC) and November 2010 (Chapeltown JSC). 

 
The ongoing work to develop the third JSC in Kirkstall has recently been 

halted and the PCT have now withdrawn from the scheme.  
 

4.0 HOW LESSONS LEARNED HAVE BEEN CAPTURED 

4.1 Lessons Learned Workshop 

A lessons learned workshop was held during the Construction stage of the 

Chapeltown and Harehills projects on 04 February 2010. 

The workshop was facilitated by Craig Taylor and conducted with the 

following participants: 

 

Name Role 

Trish Hewitt Head of Capital Procurement, NHS Leeds 

Visseh Pejhan-Sykes Assistant Director of Finance, NHS Leeds 

Franklin Riley Senior Project Manager, Leeds City Council 

David Outram Chief Officer, PPPU, Leeds City Council 

David Grooby Executive Project Manager, PPPU, Leeds City 

Council 

Stewart Irvine Community Ventures Ltd 

Maureen Taylor Chief Officer, Financial Development, Leeds City 

Council 

 



 

5.0 LESSONS LEARNED CATEGORIES 

5.1 Pre Procurement and Procurement 

Lessons learned have been categorised using the 4Ps vital factors for 
procurement success. These are detailed below: 

 

Area Definition 

Affordability 

and Best Value 

The Reference Project was accurately costed as part of 

the Business Case development process including a 
realistic assessment of affordability to help contribute to a 

smooth procurement.  The chosen project and 
procurement option represented Best Value. 

 

Guidance and 
Documentation 

Appropriate 4Ps procurement packs and HM Treasury 
guidance on standardisation of PFI contracts were utilised.  

Project documentation was effectively controlled and 
managed and issued to the required quality in a timely 

manner enabling effective consideration prior to any 
significant project decisions being made. 

 

Leadership and 

Managing the 

Process 

The project was effectively led and managed with 

appropriate senior management and buy-in.  Appropriate 

project planning and robust project management 
processes were evident to facilitate successful delivery.  

The project was allocated the dedicated and adequate 
resources to facilitate successful project delivery.   

 

Project 

principles 

The project had a clear vision and objectives set which 

aligned with LCC’s corporate and service strategies.  
Evidence of project options, evaluation of solution, 

contract management and all relevant project 
documentation. 

 

Risk 
Management 

A project risk register was in place and maintained 
throughout the project in accordance with agreed LCC/NIT 

standards.  Evidence that risks were being effectively 
quantified, mitigated and managed including appropriate 

escalation as required. 

 

Stakeholder 

Management 
and 

Communication 

Stakeholder objectives and contributions were aligned 

with those of the project.  A communication strategy and 
plan was in place and maintained throughout the project 

to ensure that stakeholders continued to be engaged with 



 

the project. 

 

Technical and 

Statutory 
Issues 

Appropriate technical and statutory / legal issues were 

addressed as early as possible in the project to avoid 
delays and additional costs arising from, for example, 

planning site acquisitions, ground conditions, surveys and 
environmental issues.  Evidence that any issues to 

emerge during the project were dealt with effectively and 
efficient in a timely manner. 

 

Understanding 

the Market 

There was an appropriate awareness and understanding 

of the aspirations and concerns of potential service 

providers in the relevant market.  The aim was not only to 
secure an affordable and well managed project but also to 

manage and mitigate any uncertainty so that potential 
bidders were reassured about issues associated with the 

project. 

 



 

6.0 KEY LESSONS LEARNT SUMMARY 

6.1 What Could Have Been Improved and How? 

Outlined below is a summary of the key lessons learnt. 

Category What Could Have Been Improved Recommendation for Improvement 

Affordability 

and Best Value 

It was noted that often projects have funding 

streams attached which changes the focus from 
options appraisal and value for money to 

securing funding for projects. E.g. the incentives 
to retain PFI credits. 

 

Options appraisals should clearly evaluate all 

procurement options available, including a do 
nothing option. As the PCT did not have PFI 

available to them for JSC, partners funding of 
revenue needs to be properly considered. 

Affordability 
and Best Value 

The PCT did not have a suitable tool for 
appraising service and funding priorities. 

Consequently they had difficulty assessing the 
value for money of the programme. Affordability 

should not be confused with Value for Money. 

Consequently when the Kirkstall scheme was 

reviewed in 2009 the previous justification for 
the PCT element of the project did not stand up 

to scrutiny. 

Differences in sources of funding (the Council 

were granted PFI credits) may have led to a 

divergence in prioritisation of the programme 
between the Council and PCT. 

That a cost benefit analysis / options appraisal 
tool is developed jointly by the Council and PCT. 

Leeds City Council has an existing options 
appraisal methodology and the corporate project 

management methodology  “Delivering Successful 
Change” may also provide a basis for developing 

this. 

A shared methodology should ensure a shared 

and consistent understanding of service needs and 
project benefits is developed at the outset of any 

future project developed in partnership. 

Affordability should not be confused with Value for 
Money. 



 

Category What Could Have Been Improved Recommendation for Improvement 

Guidance and 
Documentation 

The Department for Health business case 
guidance changed during the procurement. 

Guidance can be followed and changes can be 
taken account of relatively easily. However, it is 

not Government Guidance that is important; it is 
ensuring you have a business case that is robust 

and agreed within your service. 

 

Effective project governance was not established 

within the PCT. Consequently as corporate 
priorities changed and as major restructuring of 

the organisation was undertaken the links 
between the JSC programme and PCT strategy 

and management were not consistent or 
effective. 

It was therefore difficult to manage decision 
making and to ensure the project was progressed 

in line with PCT corporate priorities and 
managerial support. 

 

That work is undertaken with partner 

organisations to ensure that a formal governance 
structure with clear roles and responsibilities is set 

up at the very beginning of the project including 
communication strategy and reporting processes. 

 

Communication of formal decisions between the 
PCT and LCC could have been improved. 

 

As above. 

Leadership and 

Managing the 
Process 

Stage 1 of the procurement was fast tracked 

through the Strategic Health Authority approval 
process, which caused additional work at Stage 

2. 

 

Ensure that a realistic programme is agreed and 

planned in sufficient detail. 



 

Category What Could Have Been Improved Recommendation for Improvement 

The PCT lacked sufficient estates experience to 
inform the JSC programme.  

That a shared review of available skills and 
experience is undertaken with partner 

organisations and experience is lacking in certain 
areas consideration is given  to sharing resources 

and / or accessing external advice. 

 

Project 

Principles 

The PCT did not have a sufficiently clear vision 

for the JSC programme with objectives set which 
aligned corporate and service strategies and that 

in the case of the Kirkstall centre they felt the 
emphasis for development was placed on the 

building rather than the services required. 

That work is undertaken with partner 

organisations to ensure that a cost benefit 
analysis is produced to inform the options 

appraisal and Outline Business Case. 

The reason to go ahead with the project needs to 

be addressed at the start of the project and the 
questions: “is it right?” and “is it viable?” need to 

be addressed at the start. Also, “what do you 
need?” not “what do you want?”. 

 

Risk 
Management 

None 

 

N/A 

 

Stakeholder 
Management 

and 
Communication 

The timing of PCT stakeholder consultation could 
have been improved. Buy in from stakeholders in 

decision making positions was lacking, leading to 
decisions not being made at the right times. 

 

Stakeholder management with regards the 

Kirkstall highways issues could have been 

improved, although development of the ultimate 

That work is undertaken with partner 
organisations to ensure that a communications 

strategy is clearly developed. 



 

Category What Could Have Been Improved Recommendation for Improvement 

workable solution was felt to have been 
successful. 

 

Technical and 

Statutory 

Issues 

None 

 

N/A 

 

Understanding 

the Market 

 

None 

 

N/A 

 



 

6.2 What Went Well and Why? 

Outlined below is a summary of the key lessons learnt. 

Category What Went Well Recommendation 

Affordability 
and Best Value 

 

Of the 3 centres planned the 2 that were 
delivered were within the budget set. The service 

mix, however, changed significantly as a result of 
the changing requirements of LCC and the PCT. 

 

Ensure that a cost benefit analysis is produced to 
inform the options appraisal and Outline Business 

Case. Affordability should not be confused with 
Value for Money. 

 

Guidance and 
Documentation 

None 

 

N/A 

 

Harehills and Chapeltown have been successfully 
delivered in the context of major organisational 

and service change. 

 

Consider the lessons learned from Chapeltown 
and Harehills (subject of a separate report) for 

other projects / programmes. 

 

The project team worked well together (including 

the SHA and advisors), which was illustrated by 
the fact that Commercial and Financial Close was 

achieved in relative short timescales bearing in 
mind the additional scrutiny required of the PCT 

and SHA. 

 

 

Spend time building the team. 

That work is undertaken with partner 
organisations to ensure that a formal governance 

structure with clear roles and responsibilities is 
set up at the very beginning of the project 

including communication strategy and reporting 
processes. 

 

Leadership and 
Managing the 

Process 

The design competition for Kirkstall worked very 
well and delivered a well developed, flexible 

reference scheme in a short time period. 

Consider different models to develop schemes on 
a project by project basis.  



 

Category What Went Well Recommendation 

Project 
Principles 

None 

 

N/A 

 

Risk 
Management 

The City Council risk management process that 
was adopted later in the programme by the 

Council, PCT and Liftco worked well. 

Ensure that a robust risk management process is 
in place and followed. 

 

Stakeholder 
Management 

and 
Communication 

 

Stakeholder management was good with regards 
to who was consulted. 

That work is undertaken with partner 
organisations to ensure that a communications 

strategy is clearly developed. 

Technical and 
Statutory 

Issues 

None N/A 

The JSC programme would not have been 

delivered without the involvement of Liftco. In a 
competitive process it is likely that bidders would 

have walked away due to the delay and 
uncertainty. 

Tranche 3 (Chapeltown and Harehills) was 
sustained because tranches 1 and 2 had given 

Liftco an ongoing delivery role working in 

partnership with the PCT and Council. 

Understanding 

the Market 

Over the course of the project the Liftco process 

developed a challenge role that broke down 
barriers between organisations and encouraged 

dialogue. 

That the advantages of partnership working need 

to be taken account of / considered at the options 
appraisal stage. 

 

They also need to be communicated to 

stakeholders. 



 

 

7.0 NEXT STEPS 

 

 Action Action 

Owner 

1. Present the Lessons Learned Report to the Joint Service 

Centres Project Board and the Strategic Partnering 
Board for information. 

D Grooby 

2. Present the Lessons Learned Report to Scrutiny Board. D Outram 

3. Feedback the Lessons Learned Report to the PCT. V Pejhan-
Sykes 

4. Present the Lessons Learned Report to the Public 

Private Partnerships Unit management team for 
information. 

D Grooby 

5. Dissemination to the project team. D Grooby 

6. Dissemination to PPPU Governance function who will 

then: 

• Be responsible for developing, maintaining and 
communicating a PPPU wide Lessons Learned Log 

and act as a central repository for valuable PPPU 
lessons learned information. 

• Share lessons learned with other Project Teams, 
Project Boards and the Strategic Investment Board. 

D Grooby 

7. The Council and PCT to consider the joint development 
of a cost benefit analysis / options appraisal tool. 

D Outram 
& V 

Pejhan-
Sykes 

 


