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INTRODUCTION

The December 2001 white paper, Strong Local Leadership- Quality Public Services, detailed a
revised national performance management framework for local government, of which the most
important element was the introduction of a Comprehensive Performance Assessment (CPA) for
all local authorities.

The bottom line is that what local authorities do to manage their performance will be closely
scrutinised by the government and more open to public scrutiny. This attention will have
important consequences, depending on the outcome of a council’s CPA.

In particular it means that a local authority’s performance arrangements need to support and
inform the new political structures. Performance monitoring systems need to provide
information to members to carry out their executive and scrutiny roles of developing policy and
monitoring performance.

Managing performance is about more than having an effective performance management
system. The elements of performance management - targets, indicators, plans and so on - are
important, but they are not enough by themselves. In councils that are good at managing their
performance, staff and councillors have a shared understanding of the council’s priorities and of
what they need to do to realise those priorities. Because people know what matters most, they
can solve problems and overcome barriers.

Most councils recognise the importance of performance management. In a survey of councillors
carried out by MORI for the Commission during 2002, 89 per cent of those interviewed said that
performance management was a ‘very high’ or ‘fairly high’ priority for them in improving local
services. But we know from the corporate assessments that many councils struggle to use
performance management in practice.

PURPOSE OF THIS WHITE PAPER

This White Paper consolidates the lessons to be learnt from the 156 Audit Commission CPA
reports that have been published so far (150 single-tier and county councils, and the 6 West
Sussex District Councils).

One of the apparent difficulties with the whole CPA regime is that it is purposely non-prescriptive
in defining for councils what they should be doing and how they should be doing it. Whilst this is
desirable in many ways, councils end up unsure of what is required of them, and in particular
what to expect from the inspection process.

The purpose of this Paper then is to provide some clarity on what it is that Inspectors want to
see during a CPA assessment, and highlights some of the lessons from the assessments already
completed. Consilium’s verdict is based on the evidence of what the Inspectors have been
saying in the councils already assessed.

The prime focus is on the Performance Management theme, one of the nine themes (or
ten in the case of DCs) analysed in the CPA Corporate Assessment, with a view to summarising
the key factors that warrant a top score on this theme.
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The analysis starts by examining in detail of how the 150 single-tier and county councils scored
on the Performance Management (PM) theme, and explores the correlation between the PM
score and the councils overall CPA score. Further insights are provided by analysing the
inspectors comments on those councils that scored the top mark 4 (=strong) on the PM theme.

A similar approach is then taken with the 6 DCs for whom CPA Assessments have so far been
published.

The White Paper concludes with an outline of the 7 key success factors that make up the
FASTCAR model for Excellent Performance Management.

DISCLAIMER

The material produced within this report is based solely on Consilium’s analysis of the publicly
available CPA Inspection Reports at www.audit-commission.com. Any comments on these
reports, or interpretation of the information, is Consilium’s own viewpoint. It does not
necessarily reflect Audit Commission guidelines to its Inspectors.

All efforts have been made to ensure the accuracy of the material within this report.
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PART A

Learning from Round 1

The 150 single-tier and
county councils CPA
results
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Al) THE OVERALL PICTURE

The Audit Commission report, Comprehensive performance assessment | Scores and analysis of
performance provides a summary of the aggregated scores for all the 150 single-tier and county
councils, hereinafter called the Round 1 councils.

The overall results from Round 1 CPA councils
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%
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Unlike the approach now being taken with District Councils, the Round 1 CPA results combined
an assessment of ‘current performance’ on key services with a judgement about the
council’s ability to improve services for local people and deliver positive change for their
communities. The service specific element has been dropped for the DC CPA assessments.

The ‘ability to improve’ judgement is of prime relevance to us here as this is where the
assessment of performance management capabilities comes in. Overall this assessment requires

councils to answer four questions about their own performance:

What is the council trying to achieve?

What has the council achieved to date?

How has the council set about delivering its priorities?

In the light of what the council has learnt, what does it plan to do next?

For the Round 1 CPA, the majority of councils (89 out of 150) obtained the higher scores of ‘3’
or ‘4’, showing that they are well placed to improve.

Score on ability # of councils % of
to improve total
1 13 9%
2 48 32%
3 69 46%
4 20 13%
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A2) LESSONS FROM THE FIRST ROUND CPAS

As part of the Corporate Assessment element in the overall CPA score for the 150 single-tier and
county councils, the Inspectors assessed council performance across 9 Themes. (More detail on
the mechanics of this process is provided in B1). The scores on each of these themes are added
together to arrive at an overall Corporate Assessment score; the maximum scored by a council
was 48 (Hammersmith & Fulham) and the lowest was 15 (North Tyneside).

Consilium has looked at the total Corporate Assessment scores in terms of bands, thus the band
of councils scoring more than 40 in total (the 40+ band) or the 25-30 band (those scoring
between 25 and 30 overall). Within these bands, we have counted the number of councils to
provide a picture of the distribution of council scores.

Total score bands # councils

40+ 19
35-40 37
30-35 46
25-30 26

Sub 25 16

The analysis shows a farily typical bell curve distribution with most councils scoring in the middle
band of 30-35 and smallest numbers at both extremes of 40+ and sub 25

PERFORMANCE MANAGEMENT IS A CRITICAL DRIVER OF THE
COUNCIL’S OVERALL SCORE

Taking the analysis to the next layer, Consilium examined the scores councils achieved on the
Performance Management theme, relative to the overall CPA rating that councils ultimately
achieved. We found a direct co-relation, as summarised on the table below, with the average
scores for performance management being highest in excellent councils (at 3.45) and lowest in
poor councils, where the average was just 1.

Average PM score

Excellent 3.45
Good 2.53
Fair 2.00
Weak 1.65
Poor 1.00
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Further insights are gained by plotting each council’s overall score against its score on the
Performance Management (PM) theme. The chart below shows a mixed picture which can be
summarised as:- only Excellent or Good councils got top marks (4=strong) on performance
management, but some Excellent and Good councils only scored a 2 (=weaknesses outweigh
strengths).

Another highlight from this chart is the lower rated councils (Poor, Weak, Fair) were the only
ones to score just 1 (=weak) on PM.

Plot of PM score against Overall score

N W~ OO

Overall score

PM score

Note: an overall CPA score(the Y axis) of 5 equates to Excellent category, 4 to Good and so on with 1 being Poor
category.

In conclusion, Consilium’s analysis shows that Performance Management is not only itself a
fundamental component in CPA, but achieving a good score on Performance Management is also
highly likely to lead to a high (Excellent or Good) overall score.

PERFORMANCE MANAGEMENT IS THE AREA OF GREATEST
WEAKNESS IN THE CPA ASSESSMENTS

Consilium has also examined the distribution of scores across each of the 9 Themes, the result
of which vividly demonstrates how much of the weakness the Performance Management area is.
Nearly 70% of councils were rated weak on performance management (scoring a 2 or a 1), with
only 7% (just 10 councils) being rated a top scoring 4 where the assessment is that the council
is strong on performance management.

PM score # councils % total
4 10 7%

3 41 28%

2 78 53%

1 17 12%
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Another way of understanding how well councils scored on PM is to examine it in the context of
the other eight Themes used to conduct the Corporate Assessment. The chart below
summarises how many councils scored a top mark 4 in each of the themes.

# councils scoring 4 in each theme

35

25

15 —
10 +—

# councils

o
\

o

This highlights that the theme on which the greatest number of councils scored the top mark of
4 was Ambition (with 31 councils) and then Focus (with 29). At the other end of scale,
Performance Management attracted the fewest humber of 4s (with just 10 councils) followed by
Capacity with 12.

Drilling down further into this analysis by Theme, the table below summarises the average score
achieved by councils on each theme. Again top of the pile is Ambition with councils scoring an
average of 2.89, and bottom again is Performance Management with just 2.3.

Average score

Ambition 2.89
Learning 2.85
Achievement 2.81
Investment 2.77
Focus 2.74
Prioritisation 2.64
Future Plans 2.64
Capacity 2.61
Performance Management 2.30
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As this is at the overall average level, it is possible that it hides other patterns so Consilium
assessed each Themes scores within each of the total score bands (explained at the start of this
section). This analysis is summarised on the table below as the rank of each theme (based on
its average score) within each of the total score bands. Thus overall, Ambition is ranked 1
(having an average overall score of 2.89) and Performance Management 9 (having the lowest
overall score, of 2.3).

Total Score bands
Overall 40+ 35-40 30-35 25-30 sub25
Ambition 1 2 1 2 2 4
Learning 2 4 2 3 1 6
Achievement 3 6 5 1 4 1
Investment 4 8 4 4 3 2
Focus 5 1 3 5 8 5
Prioritisation 6 5 7 6 5 8
Future Plans 7 3 6 8 6 3
Capacity 8 7 8 7 7 7
Performance Mgt 9 9 9 9 9 9

The analysis shows up some anomlies hidden by the overall scores in that the theme holding top
position in each score band does vary as highlighted by the shading above, with Focus having
the highest overall score in the 40+ band, and Ambition Achievement and Learning alternating
that position in the other bands.

However, the position is dramatically different at the other extreme of the poorest performing
theme.

An intriguing finding is that Performance Management was the lowest scoring theme
across the board, irrespective of the score band.

Conclusions

Consolidating the message from all these different analysis perspectives we can draw a number
of fundamental conclusions, proven by the data, that highlight just how weak councils are in the
area of Performance Management:

The score a council achieves on the Performance Management Theme provides a direct
indicator of what it's overall CPA score will be. Consilium’s analysis shows that
Performance Management is not only itself a fundamental component in CPA, but
achieving a good score on Performance Management is also highly likely to lead to a
high (Excellent or Good) overall score.

Nearly 70% of councils were rated weak on performance management (scoring a 2 or a
1), with only 7% (just 10 councils) being rated a top scoring 4 where the assessment is
that the council is strong on performance management.

The theme on which the greatest number of councils scored highest was Ambition (with
31 councils) and Focus (with 29). At the other end of scale, Performance Management
attracted the fewest number of 4s (with just 10 councils) followed by Capacity with 12.

Performance Management was the lowest scoring theme across the board, scoring 3.42
on average in the 40+ band, and just 1.25 in the sub 25 overall score band.
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OTHER LESSONS

With the sequencing of the CPA roll-out to English councils, District Councils have the advantage
of looking back at the work done in the 150 single-tier and county councils, and examining the
lessons to be learnt. The Audit Commission has produced a number of documents to assist with
this process.

For instance, its report, A picture of Performance, highlights one of the most striking findings
from the 150 corporate assessments as being:- “only the best councils are effectively
harnessing their capacity to match their high levels of a mb i t .iThis lBalancing is being
achieving by working on three key factors:

e The degree to which the council focuses on and prioritises what really matters.
e The way in which it manages its performance.
e The use it makes of partnerships.

The importance of Focusing and Prioritising is a theme which recurs in many of the
Commission’s findings.

Councils with high levels of focus pay attention to their own priorities and stick with them, rather
than being diverted by the latest big idea or by short-term crises. Councils that are good at
prioritising choose carefully which new initiatives they will pursue, checking first that there is a
clear link to one or more of their top priorities. They are also clear about what is /ess of a
priority. Consistent focus and clear prioritisation help councils to link their ambitions with their
capacity.

Another Audit Commission paper - Setting priorities and maintaining focus, Learning from CPA
briefing 2 1 found a number of other critical success factors:

Prioritising priorities. Councils need to put their possible priority areas into some kind of
order. A common criticism in corporate assessments was that councils had too many
priorities and no clear idea of how they would all be delivered. By doing less these
councils could achieve more. This should be backed-up with a few SMART (Specific,
Measurable, Achievable, Relevant and Time-bound) targets that are measured by a
limited number of performance indicators. Better performing councils have ensured
that national priorities are given greater priority or are dealt with first, by translating
them into targets that mean something locally.

Maintaining focus. Successful councils linked their priorities to service planning and
ultimately to individual staff development plans. Ensuring that the performance
management scheme works to deliver priorities, and that it reports to key officers and
councillors, were common factors in success. Also keeping everyone in the council and
its key partnerships aware of the priorities and progress on these is an important
means of maintaining focus.

A final Audit Commission paper - Patterns for Improvement April 2003 - drew on a further
analysis of the corporate assessments for all 150 single tier and county councils to highlight the
other key areas of importance, namely:

Political leadership;

Community leadership;

Leadership, performance and priorities;

Matching resources to priorities - finance and people; and
Building capacity through procurement and partnership
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A3) DETAILED ANALYSIS OF THE PM ToP
SCORERS

Out of 150 councils in Round 1 CPA, only 10 achieved a top score of 4 (=strong), and these
were all either Excellent or Good overall as detailed below.

Category PM score

Bexley LBC Excellent 4
Blackburn with Darwen Excellent 4
Hammersmith & Fulham Excellent 4
Hertfordshire Excellent 4
Kent Excellent 4
Wandsworth LBC Excellent 4
Westminster LBC Excellent 4
Wigan Excellent 4
Bath & N E Somerset Good 4
Lewisham LBC Good 4

So what do the councils that scored top marks do in the area of performance management to
merit this rating?

To answer this question this question, Consilium has undertaken a detailed analysis of the
comments made by CPA Inspectors, both positive and negative, in the section on Performance
Management of the CPA Corporate Assessments reports for these 10 councils. Many of the
comments in the table below are direct extracts from the CPA reports and are reproduced
unchanged within parenthesis (* %)

Main items that the inspectors made positive comments about

A robust system. “"The council’s well established performance management system includes a
high level corporate plan; service plans linking service strategies to corporate priorities; and
annual objectives, appraisal and personal development planning for all staff linked to
appropriate service and personal targets” (Bexley LBC) “The council has established a clear
performance management system, comprising a planning phase and a review phase. As a
result, the council has an understanding of the external drivers and barriers to change, and
uses information to drive improvement”. (Bath and North East Somerset) “Performance is
rigorously monitored on an ongoing basis, reports which set out progress against service
priorities, performance indicators as well as the linked financial performance and staffing
information” (Westminster City)

Staff are clear about what they’re supposed to be doing. “"There are well-established
business processes which ensure that the council’s objectives inform the work of, individual
staff. Staff know what is expected of them” (Bexley LBC). “The council’s key priorities inform
service planning and performance review in a very clear way. Front line providers have good
awareness of targets and their implications for service provision” (Hammersmith and Fulham
LBC) fStaff are actively engaged in improving services. Departmental ‘diagonal slice’ teams,
with top to bottom staff representation, provide a forum to look at how services can be
improved for customers, or made more efficient” (Blackburn with Darwen)
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Senior staff are involved and getting the right information. “Clear individual
accountability is identified at both member and officer level” (Kent County) “Monitoring systems
are generally in place which enable the members and senior managers to track performance
over time and to identify areas of potential weakness” (Bexley LBC) “Standard of the monitoring
reports that are sent to the scrutiny committees are not always focussed on delivering council
priorities and improvements” (Bexley LBC) “Performance measurement is not linked to
performance planning and scrutiny is not involved in either. Backbench councillors feel that are
not getting the right information for decision making and do not know how to commission it”
(Hertfordshire County)

Focus on matching resources with priorities. "It has moved resources to meet
performance problems” (Bexley LBC) “Saw evidence of funding being moved to reflect
priorities” (Hertfordshire County) “The council moves people and resources around to tackle its
priorities” (Westminster City) “Service plans would benefit from a sharper focus on corporate
priorities and service outcomes, and a clearer definition of the service performance measures
that inform these (Lewisham LBC)

Bias for Action. “The council reviews performance against priority areas and takes action
where performance is not satisfactory. Performance is not only monitored but also managed,
with specific remedial actions” (Blackburn with Darwen) “Rigour is applied to translate
objectives into action” (Kent County) “All services that are either in the lowest quartile of
performance, or are getting worse, are labelled ‘D’ rated and must have an action plan designed
to improve them” (Wandsworth LBC)

Good PI system. “"Has a performance indicator database that presents information in an
accessible format that is easy to understand and which immediately identifies areas of poor
performance” (Bl ackbur n wi t A tréffaclightaystem efmables poor performance to be
highlighted, and for members to track follow up actions” (Wes t mi n st e A tréffictlight’ #
system provides an indication of the status and progress of performance and many indicators
are benchmarked” (Lewisham LBC)
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PART B

Learning from Round 2 i
The first 6 DCs
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B1) How CPA WORKS FOR DISTRICTS

Following the work done in 10 pathfinder councils, and a further pilot in West Sussex, the detail
of how CPA will be rolled out to all District Councils (DCs) has now been finalised.

For Districts, the Inspectors will reach an overall judgment covering service performance and
corporate ability rather than two separate judgements (as was the case with the single tier and
county councils). A tenth theme *Achievement in the quality of service’ has been added to
measure current performance on services overall as opposed to the separate service
performance judgements that was conducted for single tier and county CPA.

The inspection will also involve diagnostic assessments of the strategic approach in two key
functions:

1. The council’s contribution to balancing housing markets (where it has transferred its
housing stock) OR its approach to meeting the decent homes’ standards; AND
2. The council’s approach to the management and provision of public space.

The overall judgement will be based on scoring ten corporate assessment themes, that sit within
four broad questions, as follows:

What is the council trying to achieve?
Theme 1 Ambition

Theme 2 Prioritisation

Theme 3 Focus

How has the council set about delivering its priorities?
Theme 4 Capacity
Theme 5 Performance management

What has the council achieved/not achieved to date?
Theme 6 Achievement in the quality of service

Theme 7 Achievement of improvement

Theme 8 Investment

In the light of what the council has learned to date, what does it plan to do next?
Theme 9 Learning
Theme 10  Future plans

For each theme there are so-called “key lines of enquiry” — key questions, inspection focus, and
expectations of councils - that identify the characteristics of strong and weak performance.
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SCORING AND WEIGHTINGS FOR THE THEMES

Each of the 10 themes are scored on a 1 to 4 scale on the basis of how the council’s
performance is assessed, as follows:

1= weak

2= weaknesses outweigh strengths
3= strengths outweigh weaknesses
4= strong

Based on the analysis, councils are placed in one of five categories: Excellent, Good, Fair, Weak
and Poor.

A further wrinkle is that the themes are weighted to reflect differences in the Audit
Commission’s view of the relative importance of the themes. The bulk of the weighting is
attributed to ‘Achievement in the quality of service’ and ‘Achievement of improvement’, each
with a 3 weighting. The council’s record o ‘Investment’ — what the council is investing in to
improve its services — receives a higher weight than other themes (a 2), with all the other
themes attracting a weighting of 1.

Question/theme Weight applied

1. What is the council trying to achieve?
Ambition
Prioritisation
Focus
Total for question

Wk R~k P~

2. How has the council set about delivering its priorities?
e Capacity
e Performance management
Total for question

N = =

3. What has the council achieved/not achieved to date?
¢ Achievement in the quality of service
e Achievement of improvement
e Investment
Total for question 3

OIN WW

4. What does the council plan to do next?
e Learning
e Future plans
Total for question 4

NI= =

Overall total 15

The minimum score an assessment could generate would be 15 (all rated 1 X weighting of 15);
maximum is 60 (all rated 4 X weighting of 15)
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Arriving at the Categories

A weighted score of less than 30 will lead to an overall *‘poor’ category. This would be equivalent
to a council failing to attract an average score of 2 (i.e. weaknesses exceeding strengths) across
the ten themes. A score of more than 48 is termed excellent; an authority would need to have
scores in which strengths outweighed weaknesses in the majority of themes in questions 1, 2
and 4 and be strong in two of the achievement themes

Category Range of total scores
Excellent 48 to 60

Good 42 to 47

Fair 36 to 41

Weak 30 to 35

Poor 15to 29

There are also special “rules” which will be applied.

The effective and equitable discharge of the council’s benefits service, which performance will be
reflected in the Benefits Fraud Inspectorate assessment. If the council’s performance is assessed
as poor, it would not be able to retain the category of excellent, if its other scores would merit
this.

A similar rule applies in the case of the appointed auditor judgement and the diagnostic
assessment for housing and public space.
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B2) SCORESFROM DCSROUND 1

The first District Councils to go through the CPA process (in West Sussex) all achieved positive
results, with the reports published in June 2003. Three districts were ranked as ‘excellent’ or
‘good’ while the remainder are ‘fair’, with good prospects for improvement. Chichester DC and
Horsham DC have both been rated ‘excellent’, while Arun DC is ‘good’. Crawley BC, Mid Sussex

DC and Worthing BC are all ‘fair’.

The importance of effective Performance Management in achieving a high CPA score is strongly
illustrated by the table below which shows a direct line relationship with the overall weighted
total score. The results also emphasise that overall performance management is not a strong
suit, as none of the DCs scored a 4 (= strong) rating. Even the best could only achieve a 3,

meaning that strengths outweigh weaknesses.

Horsham DC
Chichester DC
Arun DC
Worthing BC
Mid Sussex DC
Crawley BC

Category Weighted Perform. Mgt
total score score
Excellent 57 3
Excellent 55 3
Good 47 3
Fair 39 2
Fair 37 2
Fair 36 2

Further evidence for this point is apparent from an examination of the scores in each of the 10
themes, in particular the top scores achieved on each theme. The table below shows, for each
theme, which councils achieved a 4 (=strong) score. The most dramatic finding here is that
Performance Management is the only theme not to have had at least one council getting a 4
score. The Focus and Investment themes both had three councils top scoring.

Councils scoring a 4 in each Theme area

Perform. Service
Ambition  Prioritis’n Focus Capacity mgt Quality Improvement Investment Learning Future
Horsham | Chichester Arun Chichester Chichester Horsham Arun Chichester | Chichester
Chichester | Horsham Horsham Chichester Horsham
Horsham Horsham
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B3) WHAT’S GOOD, WHAT’S BAD IN PERFORMANCE MANAGEMENT

This section rounds up a range of comments made by the CPA Inspectors in each of the 6 DC reports. Although not highlighted specifically below, Inspectors also commented in all cases on

the need for sound practices in Capital and asset management, Risk management and Financial management. Many of the comments below are direct extracts from the CPA reports and
are reproduced unchanged within parenthesis (* *). On occasion square brackets [ ] are used to fill in some words so that the sentence makes sense as an extract.

Things that the inspectors make FAVOURABLE
comments about

Things that the inspectors make NEGATIVE comments

about

Have an established performance management framework

e “The council has appropriate systems in place to allow the

PM score 3 management of performance by councillors and officers”. But
“the application of these mechanisms is not always consistent.
There is no clear link between the service strategy and the
councils corporate objectives”.

e Priorities are regularly monitored by councillors. The role of

scrutiny in this process is developing. The council’s central

scrutiny committee receives six monthly reports including

trend analysis and suggestions for improvements” leading to

the conclusion that “the council is focused on ensuring

continuous improvement”.

Arun DC

“Use of SMART objectives is not consistently driving
performance” with the result that “The council cannot always
assess if it has met all of its targets”.

The use of service standards is not well embedded and service
standards are not effectively communicated.

The cascade of objectives and personal performance
assessment has not successfully taken place.

Structured performance management is “not consistently
applied [in part as a result of] variable communication within the
council and staff not having clear individual or team targets”.
Nonetheless it finds that "80% of staff know their service
priorities, and 70% understand the contribution they make to
the council’s overall priorities”.

Crawley e  “The council has the resources required, it now has dedicated
PM score 2 staff in the policy unit and has developed a performance
reporting system which is used to report performance
quarterly to councilors”.

“Performance management is an area of weakness, there is a
tendency to allow problems to escalate before corrective action”
Comprehensive project management is still developing.

“There is a lack of clear links between the objectives and
targets. Service planning takes place, with some links being
made to corporate objectives. However, the action plans tend to
focus on process issues rather than outcomes for users, and
targets in general are not ambitious enough”.

Performance appraisal at an individual employee level is not
consistently linked to corporate objectives and is generally
limited to an assessment of training and development
requirements.

Poor project management

Risk management to date has been limited to physical risks
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Things that the inspectors make FAVOURABLE Things that the inspectors make NEGATIVE comments
comments about about
Chichester DC e “There is a proactive approach to managing performance with e Uses local performance indicators but they measure inputs and
PM score 3 clear arrangements in place for reporting performance to outputs rather than being outcome-based; they “lack a focus on
councilors. There is evidence of the council taking corrective outcomes for users”.
action and redirecting resources in line with this approach”. e “Targets tend to be based on BVPIs rather than being directly
e  The council “uses this performance information to identify linked to corporate objectives” and there is “"No evidence to
areas of poor performance and to redirect resources to these”. establish if the target is met”.
e “The performance management system includes the e Service standards are variable.
cascading of corporate priorities through service plans to e Approach to service standards and dealing with complaints is
individual appraisals with appraisals being widespread. mixed
Appraisals are linked to service action plan targets”. e “Monitoring reports do not contain target dates for action or
¢ Risk management is a particular strength as is financial outcome indicators for cross-service themes. There is often no
management. There is a “clear and strong risk management information in reports about the remedial action to take”.

framework that gives statements of the key risks and an
approach to managing these [includes a] corporate risk
register that is refreshed constantly”.

Horsham e Overall financial management is very strong. e “As there are many individual performance management
PM score 3 e Has a framework for performance management, with clear systems across the council, it is difficult to obtain a corporate
links to the corporate themes and aims. overview”.
e Some of the targets and objectives are “specific, measurable e “A culture of effective performance management is not yet fully
and time bound but others are not” embedded at officer and councilor level”
¢ “Management, cabinet members and the chairs of the e “There is a lack of focus on the importance of performance
scrutiny committees receive regular quarterly performance management to guide the council’s prioritisation of objectives”.

monitoring reports [but the reports] do not provide an overall
assessment of service performance or analysis of the
underlying causes for poor or good performance”.

e “Performance management of staff is improving” with a staff
appraisal process but “this model has not been followed
consistently across all directorates.”

e “Financial management is very strong [with] effective financial

management of resources to meet spending requirements”.

Has produced a high-level risk management strategy
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Mid Sussex
PM score 2

Worthing
PM score 2

Things that the inspectors make FAVOURABLE
comments about

Things that the inspectors make NEGATIVE comments
about

e  “The service planning system links the portfolio objectives to actions
to be taken, which cascade into the job plans of individual staff”.

e “Performance management has significant weaknesses”

e  “Although key pulse indicators have been identified this information is
not used consistently and proactively to identify and take corrective
action as necessary”.

e  “Monitoring reports have not included commentaries identifying where
action is needed to correct poor or declining performance”.

¢  “Performance in monitoring progress on strategies is variable.
Strategies do not always identify actions to be carried out or targets and
interim completion deadlines to be met, and monitoring where these do
exist is uneven. It is important for the success of strategies that they are
owned and actively managed on a continuing basis”.

e “Target setting is also variable. Most are challenging, but many lack the
necessary precision”.

e  “The council does not consistently apply effective ways of measuring
how well its services are being delivered..... [the use made] of the
complaints procedure is limited”.

. Has been “slow to develop a robust approach to risk management. At
this stage the framework is in place, but the reality is that it is not yet
fully operational or widely understood”.

e All service plans contain a summary of performance for the previous
year. This is a good initiative, but the quality is variable in terms of
analysing what has been achieved and how this links to new plans”.

¢ “A performance management framework has been drawn up with a
timetable designed to link corporate, service, financial and individual
planning..... [Most service plans] attempt to link plans to key council
priorities and set out objectives and/or targets”.

e  The framework “sets out monitoring arrangements which include
regular reporting on key priorities to chief officers and councilors” but
the council “has not yet identified how and in what form information
about progress against performance indicators should be presented to
members and overview and scrutiny committees. At present
councillors have access only to annual outturns against national PIs
and the council has not developed measures for outcomes against all
its key priorities”.

e  Generally staff are clear about what their service is trying to achieve.

e  “There is a staff appraisal process in place [but the council has been]
less successful in ensuring a consistent approach to appraisals”

e “There is a lack of consistency in the way performance is managed
across service areas and at councillor level......as yet performance
management is not an integral and routine part of the business of the
council at all levels”.

e “Financial planning is not integrated with service planning and risks
continuation of a pattern of rolling the budget over from year to year
rather than focusing resources around priorities”.

¢ Implementation of risk management arrangements has been slow.
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B4)

CONTINUING TO LEARN THE LESSONS

The CPA assessment process in DCs is at a very early stage so it is likely that as more District’s
reports are published, more interesting findings will emerge, as will greater understanding of
what is required to delivery truly effective Performance Management.

Consilium therefore intends to publish Inspecting the CPA Inspectors Bulletins on an ongoing
based to share this learning with local councils. If you would like to register for this free service,
visit www.consiliumcpm.com or send an email to info@consiliumcpm.com

The Bulletins will be issued in line with the timetable for inspections, as summarised below.

Timetable for District Council CPA on site inspections

Inspectors
on-site
date

16 Jun 03
16 Jun 03
21 Jul 03
21 Jul 03
21 Jul 03
29 Sep 03
29 Sep 03

29 Sep 03
29 Sep 03

3 Nov 03
3 Nov 03

3 Nov 03
3 Nov 03

3 Nov 03

County District Councils

Cumbria Allerdale, Barrow-in-Furness, Carlisle, Copeland, Eden,
South Lakeland

Devon East Devon, Exeter, Mid Devon, North Devon, South
Hams, Teignbridge, Torridge, West Devon

Cheshire Chester, Congleton, Crewe & Nantwich, Ellesmere Port
& Neston, Macclesfield, Vale Royal

Norfolk Breckland, Broadland, Great Yarmouth, Kings Lynn &

Nottinghamshire

West Norfolk, North Norfolk, Norwich, South Norfolk
Ashfield, Bassetlaw, Broxtowe, Gedling, Mansfield,
Newark & Sherwood, Rushcliffe

Pathfinders
Hampshire

Lancashire (East)
Northamptonshire

(part)

Ashford, Cambridge City, Canterbury

Basingstoke & Deane, East Hampshire, Eastleigh,
Fareham, Gosport, Hart, Havant, New Forest,
Rushmoor, Test Valley, Winchester

Burnley, Hyndburn, Pendle, Ribble Valley, Rossendale
Daventry, East Northamptonshire, Kettering,
Northampton, South Northampton, Wellingborough
(except Corby on site 12 Jul 04)

Pathfinder
Durham

East Sussex
Lancashire (West)

Lincolnshire

Wychavon

Chester-le-Street, Derwentside, Durham City,
Easington, Sedgefield, Teesdale, Wear Valley
Eastbourne, Hastings, Lewes, Rother, Wealden
Chorley, Fylde, Lancaster, Preston, South Ribble, West
Lancashire, Wyre

Boston, East Lindsey, Lincoln, North Kesteven, South
Holland, South Kesteven, West Lindsey
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On-site
date
8 Dec 03

8 Dec 03

8 Dec 03

19 Jan 04

19 Jan 04

19 Jan 04

19 Jan 04
23 Feb 04

23 Feb 04

23 Feb 04

23 Feb 04

29 Mar 04
29 Mar 04

29 Mar 04

29 Mar 04
3 May 04
3 May 04
7Jun 04

7 Jun 04
7 Jun 04
12 Jul 04

12 Jul 04
12 Jul 04

County District Councils

Northumberland Alnwick, Berwick-upon-Tweed, Blyth Valley, castle
Morpeth, Tynedale, Wansbeck

Staffordshire Cannock Chase, East Staffordshire, Lichfield,
Newcastle-under-Lyme, South Staffordshire, Stafford,
Staffordshire Moorlands, Tamworth

Surrey Elmbridge, Epsom & Ewell, Guildford, Mole Valley,
Reigate & Banstead, Runnymede, Spelthorne, Surrey
Heath, Tandridge, Waverley, Woking

Derbyshire Amber Valley, Bolsover, Chesterfield, Derbyshire

Hertfordshire

North Yorkshire

Wiltshire

Dales, Erewash, High Peak, North East Derbyshire,
South Derbyshire

Broxbourne, Dacorum, East Hertfordshire, Hertsmere,
North Hertfordshire, St Albans, Stevenage, Three
Rivers, Watford, Welwyn Hatfield

Craven, Hambleton, Harrogate, Richmondshire,
Ryedale, Scarborough, Selby

Kennet, North Wiltshire, Salisbury, West Wiltshire

Buckinghamshire
Dorset

Essex

Oxfordshire

Aylesbury Vale, Chiltern, South Buckinghamshire,
Wycombe

Christchurch, East Dorset, North Dorset, Purbeck,
West Dorset, Weymouth & Portland

Basildon, Braintree, Brentwood, Castle Point,
Chelmsford, Colchester, Epping Forest, Harlow,
Maldon, Rochford, Tendring, Uttlesford

Cherwell, Oxford, South Oxfordshire, Vale of White
Horse, West Oxfordshire

Bedfordshire
Cambridgeshire

Kent

Shropshire

Bedford, Mid Bedfordshire, South Bedfordshire

East Cambridgeshire, Fenland, Huntingdonshire, South
Cambridgeshire

Dartford, Dover, Gravesham, Maidstone, Sevenoaks,
Shepway, Swale, Thanet, Tonbridge & Malling,
Tunbridge Wells

Bridgnorth, North Shropshire, Oswestry, Shrewsbury &
Atcham, South Shropshire

Leicestershire

Somerset

Blaby, Charnwood, Harborough, Hinckley & Bosworth,
Melton, North West Leicestershire, Oadby & Wigston
Mendip, Sedgemoor, Taunton Deane, South Somerset,
West Somerset

Gloucestershire

Suffolk

Worcestershire

Cheltenham, Cotswold, Forest of Dean, Gloucester,
Stroud, Tewkesbury

Babergh, Forest Heath, Ipswich, Mid Suffolk, St
Edmundsbury, Suffolk Coastal, Waveney

Bromsgrove, Malvern Hills, Redditch, Worcester, Wyre
Forest

Cornwall

Northamptonshire(part)
Warwickshire

Caradon, Carrick, Kerrier, North Cornwall, Penwith,
Restormel

Corby

North Warwickshire, Nuneaton & Bedworth, Rugby,
Stratford-on-Avon, Warwick
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PART C

The Key Success Factors
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Cl) THEFASTCAR KEY SUCCESS FACTORS
MODEL

Consilium has drawn together the key lessons on how to achieve a high score on the
Performance Management theme by combining:

The comments from each individual CPA reports, both positive where that factor was
felt to be in place, and negative where a weakness on it was highlighted by the
inspectors.

The questions and key lines of enquiry detailed by the Audit Commission under the
Performance Management Theme, these being the prime areas of concern for the
inspectors.

From this work we have identified seven key success factors that in combination appear to
reflect the essence of what the Inspectors are looking for during an assessment of the
Performance Management theme. We call this the FASTCAR model for effective Performance
Management, based on the keywords in each of these factors......

F Framework Establish a robust PM Framework
A Action Take corrective Action
S Senior people Ensure Senior decision makers are fully involved
T Target Target resource allocation on council priorities
C Cascade Cascade corporate objectives through the council
A Appraisals Integrate Staff Appraisals into the PM process
R Routine Make PM a Routine part of the council’s workings
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FRAMEWORK ™

KSF1 --- Establish a robust Performance Management Framework

Inspectors are looking for real signs of a holistic, structured approach to managing
performance with clear arrangements in place for measuring and reporting
performance, and linking it into the planning processes. They are looking for
appropriate systems to be in place allowing the management of performance by
councillors and officers. Another important element in the framework is a timetable
designed to synchronise corporate, service, financial and individual planning. The
framework also needs to set out the council’s monitoring arrangements and schedules
for regular reporting on key priorities to chief officers and councillors.

>

ACTION

KSF2 --- Take corrective Action ; Don’t just measure, manage

Inspectors are conscious of the danger of focusing too much on reporting and not
enough on taking action based on what the performance information is saying. For
instance the comment in Mid Sussex that “"Although key pulse indicators have been
identified this information is not used consistently and proactively to identify and take
corrective action as necessary”. What the Inspectors really want to see is evidence that
members and managers can use the performance system to understand the reasons
why things are happening, and that it allows them to take appropriate corrective action
before problems escalate.

Simple things are important here, such as including on performance reports information
about remedial actions being taken with target dates for action completion. Ideally
reports should include commentaries identifying where action is needed to correct poor
or declining performance. Another issue highlighted by the Inspectors is the need to
focus action plans on outcomes for users, rather than on process issues. In particular,
performance indicators need to focus on outcomes for users as opposed to just
measuring inputs and outputs.

SENIOR PEOPLE

KSF3 --- Ensure Senior decision makers are well briefed and fully involved

All assessments emphasise the need for senior decision makers (particularly members)
to receive regular performance reports and get actively involved in monitoring council
priorities. Inspectors are looking for evidence that management, cabinet members and
the chairs of the scrutiny committees receive regular quarterly performance monitoring
reports that provide an overall assessment of service performance or analysis of the
underlying causes for poor or good performance. A fundamental element in this is
identifying how, and in what form, information about progress should be presented to
senior people. It is also critical to develop measures for outcomes against all the
council’s key priorities, and not just the national PIs.

-]

TARGET

KSF4 --- Target resource allocation on improving performance of priorities

Related to the issues of taking action and involving senior staff, Inspectors look for
evidence that the council uses its performance information to identify areas of poor
performance and to redirect resources to improve these areas. A major line of enquiry
is “Does the council ensure it is making its resources work in the best way to deliver
value for money?” The whole issue of strong financial management is closely tied into
this and particularly the need for financial planning to be integrated with service
planning, so that budgeting is focused on resources deployment consistent with council
priorities.
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CASCADE

KSF5 --- Cascade corporate priorities & objectives through the council

A major focus for CPA Inspectors is the extent to which corporate ambitions and
priorities are cascaded down through all levels in the organisation and in the process
translated into operational and service plans that employees can relate to. This is
viewed as fundamental so that individuals can understand their role in achievement of
the councils priorities, but also to allow managers to monitor their performance more
effectively. It is therefore imperative to draw clear links between the service strategies
in use and the council’s corporate priorities, and overall objectives.

Inspectors like to see a clear line of sight from top to bottom with cascading of
corporate priorities through service and operational plans, and ultimately into the job
plans of individual staff. Reference back to specific council objectives is particularly
important when setting targets; just setting targets based on BVPIs is not sufficient.

>

APPRAISALS

KSF6 --- Integrate Staff Appraisals into the PM process

Having a cascaded objectives process is a good starting point, but to be really effective
it is necessary to integrate staff appraisals and cross-reference back to service action
plan targets and objectives. The issue is not so much that this isn't done at all rather
that it is patchy and inconsistently applied across the council. To score highly here,
performance appraisal at an individual employee level needs to be consistently linked to
corporate objectives and not just limited to an assessment of training and development
requirements.

A key line of enquiry is “Do staff know what is expected of them and do managers know
if they are achieving it?” Inspectors are very keen to see evidence that staff are clear
about what their service is trying to achieve, in Arun’s case even quoting statistics to
support this “"80% of staff know their service priorities, and 70% understand the
contribution they make to the council’s overall priorities”.

ROUTINE

KSF7 ---Make PM a Routine part of the council’s way of working

Overall Inspectors are looking for signs that the council is focused on ensuring
continuous improvement and a routine part of the council’s business at all levels. This
then breeds a culture of effective performance management and ensures that this
performance-orientation is fully embedded at officer and councillor level,

It is notable that the word ‘consistency’ occurs numerous times in the CPA reports.
Whilst pockets of good practice may exist, many councils are let down by not applying
these approaches in a consistent manner across the organisation. The issue arises in
how service plans are drawn up and used; the use of service standards which was
noted as “variable” in a number of instances; the use of SMART objectives to drive
performance and measuring how well services are being delivered, to name just a few
examples.

Inspectors are looking for structured performance management that is consistently
applied, and more routine than unusual or the exception. In many cases, a contributing
factor to this inconsistency is the use of many individual performance management
systems across the council, with the result that it is difficult to obtain a corporate
overview.
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C2) How CoNsILIUM’S PERFORMANCE
MANAGEMENT SOFTWARE CAN HELP WITH THE
CPA PROCESS

COVAL.EMT

Consilium’s Council Performance Management (CPM) solution is called Covalent. It is a web-
native solution that is developed specifically for Local Authorities

Covalent is so-named to reinforce the concept of bonding; in this case tightly aligning the jobs
people actually do with what the council is trying to achieve. By specifying unambiguously how
performance will be assessed, the council sends a clear message about what’s important. This
provides staff with greater clarity on what is expected of them and, more importantly, their role
in improving overall council performance.

Covalent can help councils build up strengths in each of the 7
Key Success Factors in the FASTCAR model

-

KSF1 --- COVALENT establishes robust Performance Management Frameworks

A by-product of implementing the Covalent software product is a computerised
Performance Management Framework. This can either follow the specific framework
contained within the software itself or, if preferred, the software can be tailored to fit in
with the council’s own framework. Covalent will certainly foster a proactive approach to
managing and reporting performance to cater for the council’s specific monitoring
arrangements, such as management team meetings and scrutiny committee sessions.

The issue of what needs to be covered by such a framework and how to structure it is a
very broad area and the subject of a separate Consilium White Paper Creating an
Effective Performance Management Framework (visit www.consiliumcpm.com for more
details)

FRAMEWORK

KSF2 --- COVALENT makes it easy to take corrective Action

>

Members and managers can use the Covalent performance system to understand the
reasons why things are happening, and critically to react quicker to performance results
and do something about it, by taking an appropriate corrective action before problems
escalate. Covalent users can create remedial actions that specify what needs to be done
to improve performance, by whom and by when. Progress against completion of these
actions can be managed in one place within the system. Performance reports include
information about improvement actions being taken with target dates for action
completion, as well as commentaries to further explain what is going on.

ACTION
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SENIOR PEOPLE

KSF3 --- COVALENT ensures Senior people are well briefed and fully involved

A wide variety of intuitive and visually interesting reports can be created in Covalent to
ensure senior decision makers (particularly members) automatically receive regular
performance reports. It also makes sure they get actively involved in monitoring council
priorities by establishing clear lines of performance measure ownership and
accountability. The software offers a host of options for presenting performance
information onscreen and printed out.

Covalent helps managers understand not just what’s happening, but why, highlighting
interdependencies between activities and enabling drill-down to the underlying data for
further investigation. The user can drill down from the top level indicator score to look
at underlying data, and historic/ recent trend. The software also highlights
interdependencies between indicators to allow investigation of ‘performance drivers’
where relevant, and to focus attention on ‘leading’ indicators that help predict or
influence future performance. For instance, the level of citizen requests for housing
repairs can be a driver of future levels of maintenance expenditure.

Most importantly, Covalent will provide real evidence that the council is focused on
ensuring continuous improvement and that a culture of effective performance
management is fully embedded at officer and councilor level, and a routine part of the
business of the council at all levels.

TARGET

KSF4 --- COVALENT helps Target resources on improving priorities

With the reporting out of Covalent, the council’s performance in each of its key priority
areas can clearly be seen. It can also demonstrate what actions, effort and resources
are being directed to these priority areas, supporting an investigation into whether the
council is making its resources work in the best way to deliver value for money.

0

CASCADE

KSF5 --- COVALENT Cascades priorities throughout the council

The notion of “cascading” is a fundamental Covalent design concept to the extent that
the product name was chosen to reinforce an approach of translating corporate
ambitions and objectives into operational and service priorities that employees can
relate to.

Through the Strategy Pyramid process, Covalent arranges objectives in a four level
hierarchy spanning Themes, Strategies/ initiatives, Objectives to track progress of
those strategies and Performance Indicators to measure progress. This allows
cascading of scorecards from corporate level through the organisation hierarchy, to
produce personal scorecards if necessary.

Every Covalent user will have a clear understanding of their role in achievement of the
council’s priorities. The software provides a clear line of sight from top to bottom with
cascading of corporate priorities through service and operational plans, and ultimately
into the job plans of individual staff. Importantly it ensures that performance measures
and targets are referenced back to specific council objectives.
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APPRAISALS »

KSF6 --- COVALENT can integrate staff Appraisals with the PM process

Covalent can produce individual scorecards for every staff member if desired, which
specify personalised objectives and indicators to measure performance. These can then
form an integral part of staff appraisals, and in particular will ensure that a uniform
process is applied consistently across the council. The software can link performance
appraisal at an individual employee level to corporate objectives so ensuring that staff
know what is expected of them and managers can know if they are achieving it.

~

ROUTINE

KSF7 --- COVALENT makes Performance Management a Routine thing

With its unlimited viewer licensing policy, Covalent encourages widespread adoption
and usage of the software across the council. This avoids the inconsistencies which
arise from using multiple performance management systems across the council, with
the result that it is difficult to obtain a corporate overview.

Covalent uses a very easy-to-learn design to ensure widespread adoption of the
system, and can be easily customised to display performance information tailored to
each individual. The KPI data within Covalent can be organised in multiple ways to cater
for different reporting needs, such as overall Best Value reporting for the BVPP or
thematic/ service specific reporting for CPA.

VISIT WWW.CONSILIUMCPM.COM FOR MORE DETAILS ON

COVALEMNT

OR TO REQUEST A WHITE PAPER OR OUR EZINE.....

Creating an Effective How Performance Using the Balanced IMPROVE, the
Performance Management Scorecard to manage monthly ezine
Management software can help performance in Local | of Performance

Framework you achieve a high Government news,
CPA rating specifically for
councils.
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