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1 What is ‘performance management’?

It’s straightforward — it's about how resources and people are managed to
deliver our vision and objectives. But achieving effective performance
management is no easy task.

1.1 Why is it important?

if you don’t measure results, you can’t tell success from failure
if you can’t see success, you can’t reward it or learn from it

if you can’t reward success, you’'re probably rewarding failure
if you can’t recognise failure, you can’t correct it

if you can demonstrate results, you can win public support

what gets measured gets done?

1.2 What is it made up of?

leadership: the role of Members and senior officers

the performance management system: set of elements of an
organisation’s management system concerning with managing
performance

people, skills and capacity: managing the performance of individuals
and ensuring that key skills are in place so that they can contribute
better to council objective

performance planning and review: planning and target setting for
improvement

a performance management culture: how organisations value
improvement and performance management

1.3 What do we need to do?

Decide on the right level of information to collect and report on.

Have agreed time scales so that we can prove we are achieving our
objectives.

Set targets that focus on where we want to be.

Ensure the information we collect and report is recent enough to allow
timely action to be taken.

Ensure the information is collected, stored, accurate, accessible, and
evidenced.

Ensure everyone contributing towards a Pl is aware of what their
efforts mean to the Council and our customers.

Give everyone an opportunity to improve the performance
management culture through performance groups and forums.
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e Take corrective action as soon there is any indication that things might
go wrong.

1.4 The role of elected members

Responsibility for the Council's performance lies squarely with the Executive.
The constitution says

= "The Executive will determine service level targets and monitor the
performance of service delivery".

The Overview and Scrutiny Committee is delegated power
= "to review and scrutinise the performance of the Council in relation to its
policy objectives, performance targets and particular service areas."

Each quarter the Executive receives a report entitled "Performance and the
Use of Resources". This covers all aspects of the Council's performance,
including the Revenue Budget and Capital Programme, and the improvement
programme. These were previously presented separately.

The Overview and Scrutiny Committee will review the results and the actions
agreed by the Executive half yearly, and will use the reports to inform the
Committee's meetings with Portfolio Holders.

1.5 What should you do as a manager?

You will need to:

1. Identify the PlIs that best give a rounded picture of your service
(e.g. including cost, customer views, and process improvement).

2. Decide how frequently the information should be reported.

3. Set future targets for each period so that unexpected performance
levels can be identified and reacted to.

4. Set up robust collection systems and maintain an audit trail for
each piece of information so its accuracy can be proven (see the
“Data Quality Policy” for further guidance).

5. Monitor the outside world to make sure that the information
collected is still the most relevant.

6. Interpret the information as it becomes available. Without
interpretation a number is meaningless.

7. Update the Covalent system so that the rest of the Council is
aware of your progress and any future action you propose.

8. Act on the information so that your service meets its targets and
continually improves in line with corporate priorities.
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Executive Directors and SMT review proposed Pls as part of the Service
Planning process and, in particular, ensure that targets that have been set
are challenging and directed towards improving performance.

1.6 Where does the time come from to do this?

The Council's new structure is designed to ensure that performance
improvement is a normal part of everyone's job, not something to be added
on at the end of a busy day.

Research shows? that in high performing authorities there is a willingness to
make time for monitoring and review and for solving performance problems.

This applies to managers and staff at all levels in the organisation. It includes
the work of improvement or performance groups as well as groups of staff
having away days to examine what drives performance, how their service is
performing and to plan improvements.

It also includes having regular meetings where the main items on the agenda
are performance and improvement. These meetings will take place at all
levels in the Council.

1.7 Explanation and action rather than description

Reporting performance, though important, is only part of the picture. The real
point lies in what is done as a result of the information. This is what delivers
service improvements, and comes from understanding the reasons for
unexpected performance levels.

When performance varies from expected levels managers must provide an
explanation, either as a note on Covalent, or if necessary as an accompanying
report. This will provide elected members and senior officers with useful
additional information on:

. why the variation occurred,

= whether anything can be learned from the variation,

= what action will be taken to rectify any adverse performance, and
. how soon performance will return to target

The explanation must be provided irrespective of whether the performance is
better than or worse than expected.
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1.8 Selecting Pls

The following are lessons from across the country on selecting performance
indicators:

1. Ensure that when you select performance indicators, you include any
previously identified as critical for your service. This will need to include
those contained in statutory documents or those externally imposed such
as BVPIs.

2. Keep the number of indicators down — we don’t want to drown in
performance information! If you have a number of alternative options,
prioritise them according to what is core to your service, and use those at
the top of the list.

3. Ensure that the information required for each indicator strikes a sensible
balance between capturing something useful and being cost-effective to
collect.

4. Maximise the proportion of indicators that you can monitor quarterly or
monthly, this offers the possibility of getting back on track to achieve the
annual target.

5. Where possible, use indicators that enable trends to be built over a
number of years. Managers should evaluate what performance indicators
they already have in place — give a preference to those that are
mandatory to report and those you know you can monitor, and only when
the benefit is clear, add new ones.

6. Analysis shows that most indicators are chosen locally, so reductions
should concentrate on culling some of these. But make sure that a
complete picture is given.

7. Wherever possible collect the same data as other organisations. This will
help identify any differences in performance.

A small number of performance indicators may be compulsory for all services
to enable comparison between services and to provide a source of useful
corporate management information. The Senior Management Team
determines these.

1.9 Setting targets and collecting data for each PI

A target is a specific level of future performance identified for a performance
indicator for a period. Without a target a Pl is useless because success or
failure can not be assessed.

However, sometimes it seems strange to be setting a "target"” in some areas.
For example, a mandatory Pl is the "number of violent crimes per 1,000

population”. By putting a number to the amount of crime expected next year
it might seem that the Council is quite happy to tolerate crime in the area so
long as it does not exceed the target. Clearly this is not the case, it would be
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[Note: Part of this section should give greater details of the efficiency
proposal described in section 3.1.

4.3 Consultation

This section deals with an overview of how the service will glean the views of
its customers.

The Council's new Consultation Framework (adopted at the September 2006
Executive) calls for Service Plans to include a programme of all community
consultation exercises and promotional and educational events. This section
will identify every exercise to be undertaken.

For each of the consultation exercises listed a Consultation Plan will need to
be submitted. The focus will increasingly be on working jointly across
Services and with partners.

Please also include in the list any internal consultation (i.e. with Council
officers).

5) How do we get there? The main actions and
outcomes.

This table shows the main actions the service is involved in during 2007/10.
It will be loaded onto Covalent to assist delivery. The table includes:
o0 planned actions designed to deliver the service.
0 actions stemming from corporate initiatives (e.g. the Use of Resources
action plan or the Performance Management Plan).
0 mitigating actions identified in the Service Risk Register shown in the
Risk Table.

6) What are the key risks faced by the service and
how will they be managed?

This section is an updated Service Risk register.

7) How do we know we are there?

This section is for you to show how the service will measure its success.

The information will focus on key areas of performance that will demonstrate
that the service’s objective’s have been met

Targets will be included for all years up to 2009/10.
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6 Budget Guidelines for 2008/9

The following table gives an easy to follow guide to budget setting at North Devon

District Council. It deals with the kei events Ieadini to settini the budiet for 2008/9.

Service Accountants meet with Heads of Service and Unit Managers to 1%t Oct — 16™
discuss budget requirements for 2008/9. At this point in the year we will Nov
already be six months into the 2007-08 budget and performance against

this budget will be being monitored. This provides key information to

inform the preparation process for 2008-09.

Budget requirements summarised and Radius, which is the Council’s core 19" Nov —
Financial and General Ledger system, is updated with the draft budget 28™ Nov
requirements. This part of the process consolidates the information

collated by the Accountants following discussions with Heads of Service

to produce an initial draft budget position for 2008-09.

Central Government settlement announced. This provides the details of Week

the resources available from Central Government to manage the commencing
Council’s Budget. 3" Dec
Informal meeting with Leader of Council and Portfolio Holder to discuss Week
Central Government settlement and its implications for the 2008-09 commencing
budget round. 3" Dec
Service Plans completed by Heads of Service to inform the budgetary 7" Dec

process. The Service Plans provide the detailed proposals for delivering

the specific individual services of the Council. They incorporate detailed

objectives, performance targets, service standards, efficiency savings,

and service pressures and business cases for any proposed areas of

growth. The Service Plans provide key components for the Council’s

Corporate Business Plan, Medium Term Financial Strategy and Budget.

Proposals for projects to be included in the 2006/7 Capital Programme 7" Dec
submitted. The Council has adopted a project appraisal process, which

enables Capital Projects identified by Heads of Service to be formally

appraised and scored by a group of key Senior Managers. Projects are

submitted in a predefined format requiring specific information with clear

regard to cost both initial capital and on-going revenue implications

(highlighting external funding arrangements) and the impact in terms of

the Council’s Performance and Strategic Plans.

Budget pressures and strategy discussed at Senior Management Team 13" Dec
(SMT). Throughout the consultation process with Heads of Service

specific budgetary pressures will be brought to light and the attention of

the Accountants. These are consolidated in order that SMT can review

and determine how they can be managed along with the draft budget

figures.

Capital project proposals appraised and prioritised by the Project 14" Dec
Appraisal Group. This is the formal appraisal process, which will result in

each submitted proposal being scored. This will give a clear indication of

how each project ranks against another. It provides Members with a

summary of how projects fit in with the Corporate Business Plan.

'Star Chamber' examination of, and challenge to, proposed Service Plans. 17"-18" Dec
Heads of Service will present their individual Service Plans to Senior

Management Team where they will be critically appraised and challenged.
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2008

Informal discussions with Council Leader and Portfolio Holder ~Week Commencing 2™
on direction and pressures for the 2008-09 budget. Thisisto Jan
provide the Leader and Portfolio Holder with an early

indication of and issues with the 2008-09 budget.

'Capital Day' and outcomes of the Star Chamber taken to o™ Jan
Executive Briefing. Capital Day informs Members of the

outcome from the Capital Project Appraisal and Star

Chambers processes. It gives Members opportunity to

further evaluate Capital projects and determine which

projects Executive should recommend for inclusion and

approval in the Council Budget 2008-09

Council Tax Base approved by Council. The Council Tax Base 15" Jan
is the number of properties that appear in the Council Tax

register upon which Council Tax is payable. This information

enables us to calculate the amount of Council Tax per

household required to meet North Devon District Councils’

Budget and the share of the County, Fire and Rescue Service

and Police Authority Budgets together with the individual

Parish Council precepts.

Proposed Budget (Revenue and Capital) discussed at 11" Feb
Executive Briefing. This provides Executive with an overview

of the findings and issues that have arisen throughout the

Budget process with an opportunity for further investigative

work to take place prior to the formal Executive meeting on

the 12" February.

Budget approval by Executive (including recommendation to 12" Feb
Council of Council Tax level). The Executive will review the

2008-09 Budget Report taking into account issues and

pressures presented by the Chief Financial Officer. The

Executive will recommend to Full Council the 2008-09 Budget

and Council Tax levels.

Overview and Scrutiny Budget Panel. The Overview & 14" Feb
Scrutiny Budget Panel is made up of a group of Members for

the purpose of reviewing and challenging the Budget and

assumptions made by officers. The Panel then reports its

findings and recommendations to the main Overview and

Scrutiny Committee.

Overview and Scrutiny Committee. This Committee is 14" Feb
responsible for scrutinising decisions made by the Executive

and reviewing the 2008-09 Budget in order to report to

Council its findings.

Council Tax set by Council. Full Council meets in order to 20" Feb
formally approve the 2008-09 Budget and set the Council Tax

levels for the forthcoming year taking into account

recommendations from Executive and the Overview and

Scrutiny Committee.
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7 Glossary

Some terms related to performance management that you might encounter.

Accountability

Action plans

Aim

Appraisal and
staff
development

Balanced
scorecard

Baseline

Basket of
indicators

Benchmarking

BVPI

Chief Executive

The obligation one assumes, or is given, for ensuring that
responsibilities (see below) are delivered, and the process of
being made appropriately answerable.

These are sets of actions that allow you to get results. An
action plan covers who will do what, and when they will do it;
what resources they will use; and how success will be judged.

An aim or a vision is a high-level statement of broad intent. It
is a statement that embraces the desired future that the
organisation is working towards. It doesn't have to be
measurable; it should just quickly outline what you are trying
to do.

Appraisals are regular reviews of individual or team
performances and are used to monitor achievement of targets
and to agree new targets (see below). It is people who improve
performance, not systems or processes, so performance
management (see below) needs to include appraisal and staff
development.

An approach to gauging the performance of an organisation,
project (see below), or system that takes into account
measures from a number of perspectives.

The most common version uses the following four perspectives:
(i) financial; (ii) customer satisfaction; (iii) internal business
processes; and (iv) innovation and learning.

This is a starting point at a given point in time that allows you
to track your progress or to set future target (see below)
levels.

This is a collection of performance indicators (see below) that
all refer to a particular service. Usually these will form a
balanced set. If you are monitoring your whole service or
activity you will need more than one indicator, so you would
use a 'basket’ or group of them to balance cost, quality speed,
accuracy and so on.

This is a process of improving your services by identifying those
organisations with better performance and learning from them
how we can be better.

Best Value Performance Indicators are mandatory Pls set each
year by Government. Some have mandatory targets associated
with them.

The most senior officer in the Council and, as "head of paid
service”, one of the three statutory officers. Responsible to
councillors for the staffing of the authority, ensuring the work
of the different departments is co-ordinated, and making sure
the organisation runs efficiently.

The other statutory officers are the Chief Financial Officer, and
Monitoring Officer.
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Comparative
data

Corporate
Business Plan

Corporate
priorities

Covalent

Cross-cutting
indicators

Effectiveness

Efficiency

Executive
Director

Goal

Golden thread

Incremental
change

Input

Performance information that is collected in a consistent,
reliable way by more than one local authority, often nationally.
Often audited.

This is a plan that outlines what the Council as a whole is
aiming to achieve and how it intends to get there. It brings
together internal plans (such as service plans), and links them
with external or partnership plans (such as the community
strategy).

These are our overall objectives (see below) and focus on high-
level political and long-term issues, and often look at ‘why’
rather than 'how'. They are backed by action plans that will
allow success in their achievement to be measured.

The software the Council uses to record and report on
performance information, risk levels, and high level action
plans.

These are indicators that measure a service where two or more
organisations or teams within the Council are jointly
responsible for delivery.

Doing the RIGHT things.

= Achievement of missions and goals

= Customer satisfaction

= Quality of work

= Appropriateness of work

(see "Efficiency™)

Doing things by employing the BEST use of available resources.
= Quality of work

= Cost of work

= Timeliness of delivery

= Responsiveness to changing requirements
(see "Effectiveness")

The most senior level of officer who provides strategic direction
to the Council and is responsibility (see below) for a set of
Heads of Service.

A goal is a broad statement that describes a desired outcome
(see below). It is long range and very general.

The link between the different plans within their organisation.
This should allow each individual to see how his/her
contribution is directly linked to the Council achieving its vision
(see below).

Making is a series of small improvements over time.

As opposed to step change, which is making major changes in
your services and activities within a limited timescale.

Inputs are "resources that contribute to production and
delivery, or the resources (staff, materials and premises)
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Input measure

Leading
indicators

Milestones

Monitoring

Objective

Outcome

Output

Peer review

Performance
indicator (PI)

Performance
management
framework

PESTLE

employed to provide the service". In other words, they are
what go 'into' a service or activity.

An input measure evaluates what resources or activities are
required to achieve an objective.

These performance indicators are considered “leading” because
they provide some indication of whether programmes, services
and actions are “leading” towards an ultimate outcome.

The date of an event within a project that determines the
project's progress e.g. the completion of a major task. They
help progress to be assessed along the way and to identify
issues as they arise rather than at the end.

Active monitoring is not just about receiving information; it also
involves tackling the issues it raises, as well as making
decisions or re-organising resources or action plans (see
above).

A measurable target to be reached on the way to a goal, should
be SMART (see SMART). Objectives (see below) reflect the key
components of the intended strategy.

This is the effect that our activities have on the community or
other target group. It's important that activities make a
difference and that we don't just do them for the sake of it.

Outputs are the goods and services produced by the
organisation. For example, they include how many bins the
Council empties and the percentage of Council Tax it collects.
They can link inputs to outcomes (see above) so it's worth
using them with other sorts of indicators.

Getting other people to look at what you are doing, ask
questions and make suggestions. Questions can help you to
make things clearer; look into what you could do differently;
and check that you have left nothing out.

Pls measure how you are doing in a given activity. You will
often see the terms 'performance indicators' and ‘performance
measures' both used to describe 'how well a service is
performing against its objectives’, or 'the measure of an
authority's performance in exercising a function'.

Examples include the number of invoices that the Council pays
on time or the time it takes to determine a planning
application.

The set of processes put in place to enable an organisation to
plan what it wants to achieve, to mobilise everyone to work
towards that plan, to review what the organisation is actually
achieving and to adjust direction as necessary.

Pestle is a tool for analysis of the external environment in
which an organisation operates. It is an acronym standing for :
. Political
" Economic
" Sociological
o Technological
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Pl
(performance
indicator)

Performance
measurement

Performance
standards

Policy

Project

Quartiles

Responsibility

Risk
assessment

Risk
management

. Legal
. Environmental

Pls measure how you are doing in a given activity. You will
often see the terms 'performance indicators' and ‘performance
measures' both used to describe 'how well a service is
performing against its objectives’, or 'the measure of an
authority's performance in exercising a function’. Examples
include the number of invoices that the Council pays on time or
the time it takes to determine a planning application.

This involves:
= deciding what you want to measure and why;

= setting up the individual performance measures with
definitions and relating them to individuals or teams;

= collecting and reporting the relevant data, including past
current performance, forecasts and targets.

It helps you to monitor your services and products and allows
organisations to identify good performance, learn from others,
and focus on their priorities and any areas of poor
performance. Performance measurement is, however, only part
of a bigger performance management framework and is an
ongoing improvement process that involves not just systems
but people and whole organisations.

A minimum acceptable level of performance.

A statement of guidelines or procedures that must be followed
in particular circumstances

A unique set of co-ordinated activities, with definite starting
and finishing points, undertaken by an individual or team to
meet specific objectives (see above) within defined time, cost
and performance parameters as specified in the project
proposal.

One way of thinking about these is to imagine a league table
with number one being at the very top and 100 at the very
bottom.

= The first quartile are then those between 1st and 25th
place,

= The second between 26 and 50 place etc
= The third between 51 and 75
= The fourth between 76 and 100

The obligation to act or produce (Note: see "accountability"
above)

A process of formally identifying the key risks a service may
face and identifying what action will be taken in the event of
those risks taking place.

The planned and systematic approach used to identify, evaluate
and control the whole range of business risks, which might
prevent a service or organisation from achieving its objectives
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Senior
Leadership
Team

Senior
Management
Team

Service Plan

SMART (in
respect of
targets)

SMG
SMT

Stakeholders

Step change

Strategic
Management
Group

Strategy

Target

Vision

(see above).

An monthly meeting of the Executive, SMT and senior officer
for informal discussion of significant issues in advance of the
formal Executive meeting.

Until May 2007 this was know as the “Executive Briefing”.

Also known as SMT. The most senior officers of the Council.
Chaired by the Chief Executive and including the two Executive
Directors and two Assistant Chief Execs. They meet twice
weekly. Monday morning deals with operational issues, while
Thursday morning is devoted to strategic issues.

Shows what the service will deliver, how much it will cost, and
how success will be measured. A Service Plan is a vital part of
the ‘golden thread’ which links corporate and community
objectives through to individual appraisal targets, so that each
person in the Council knows how what they do contributes to
achieving the Council’s improvement objectives.

Specific, Measurable, Achievable, Realistic and Timely.

See Strategic Management Group.
See Senior Management Team

Individuals or organisational entities whose stake in the
service/project is sufficient for them to attempt to play a role in
affecting the outcome (see above) of the service/project.

Making major changes in your services and activities within a
limited timescale.

As opposed to incremental change, which is a series of small
improvements.

Also known as SMG. Consists of SMT, the Heads of Service, the
Chief Accountant and the Policy Manager. Meets quarterly.

The means by which a policy (see above) is put into effect.

This is the level of performance that a service intends to
deliver. A target will always relate to a given period

A vision or an aim is a high-level statement of broad intent. It
is a statement that embraces the desired future that the
organisation is working towards. It doesn't have to be
measurable; it should just quickly outline what you are trying
to do.
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ENDNOTES:
1 "Reinventing Government", Osborne and Gaebler 1992

2 performance Management, Measurement and Information project (PMMI)
2005. A strategic collaboration between the IDeA and the Audit

Commission.

3 "Securing better outcomes: developing a new performance framework",
ODPM and HM Treasury, March 2005
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