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1 PURPOSE

1.1 To raise awareness of the importance and significance of performance management and its relevance to achieving our ambitions and providing excellent services - and in particular members’ roles.

1.2 To increase the understanding of the systems currently in place at Ribble Valley BC and outline proposed improvements.
2 Relevance to the Council’s ambitions and priorities:

· Council Ambitions: 

· Community Objectives: 

· Corporate Priorities:

· Other Considerations:

3 WHAT IS PERFORMANCE MANAGEMENT?

3.1 Performance management is taking action in response to actual performance to make outcomes for users and the public better than they would otherwise be.  It is about both the systems and culture that turn ambition into delivery, by being clear about what the Councils top priorities are and what needs to be done to achieve them.
3.2 The overall goal of any performance management system is to enable an organisation to have a clear strategic overview of:

· Where the organisation is today/how well the organisation is doing

· Where the organisation wants to be/what do we want to do

· How the organisation is going to get there/how do we intend to do it

· What should we do next

3.3 This is sometimes called a plan-do-review-revise framework.

· PLAN: based on current performance, prioritise what needs to be done, identify actions that need to be taken and plan for improvement.

· DO: make sure that the proper systems and processes are in place to support improvement, take appropriate action, manage risk and help people to achieve better performance.

· REVIEW: understand the impact of our actions, review performance, speak to users and stakeholders about their experience of performance.

· REVISE: use the lessons learned from review to change what we do so that future action is more efficient and effective.

3.4 This framework emphasises both that performance management should be embedded in everything an authority does and that it is a continuous process.

3.5 At the review stage we may identify that the way we have planned to deliver services isn’t the best way and that we need a new plan or that some things that we do are working very well and those successful approaches are shared and adapted.  In extreme cases, we may have to decide, based on the information we can gather, that our whole approach is unrealistic or badly thought-out.  For example, we may need to use resources differently or work with new partners.
3.6 An effective Performance Management process starts from:

· A commitment to and enthusiasm for realising the community’s aspirations (set out in the Sustainable Community Strategy).

· Clear vision and purpose and a focus on outcomes (set out in the annual Corporate Performance and Improvement Plan)

· Effective democratic and community engagement (Consultation and Communication)

· Robust planning, monitoring and review systems (Service planning and Performance appraisals)

3.7 The ‘Golden Thread’ is a term used to describe the concept of linking performance throughout an organisation, linking our community and corporate objectives through to individual performance appraisals, so that each person in the Council knows what they do to contribute to achieving the Council’s ambitions and priorities.

3.8 The recently revised Performance Management Cycle/Timetable (Appendix A) was adopted by CMT on 1 August 2007 and refers to the annual process of setting targets and collecting and reviewing performance information that runs alongside the budget-setting process.  There is also a longer-term cycle, as we set and review council strategy for a number of years and this is linked to the Council’s Medium Term Financial Strategy (MTFS).
4 MEMBER ROLE IN PERFORMANCE MANAGEMENT

4.1 Performance management is at the heart of good management.  For the council as a whole, it helps to ensure that we are achieving what we set out to do, giving value for money and making life better for our citizens.  It is also intimately linked to good political decision-making, since it involves using information about how things are to decide how to make things better.  It also helps members to follow through and ensure that their decisions have been carried out.

4.2 Performance management does require certain skills.  For a councillor, these include the ability to:

· be very clear about what the Council is - and is not – trying to achieve

· focus on key priorities, sometimes for a considerable time, until delivery is achieved

· offer firm and appropriate leadership in pursuing these issues

· identify and ask the right questions.

4.3 Officers will carry out much of the work, but members have an important role in leading and supporting change.  They should also work with officers to make sure that performance management arrangements take account of their specific needs, eg. by ensuring easy-to-use performance reporting and clear lines of accountability for delivering political priorities.

4.4 From a councillor’s viewpoint, the performance management process begins with setting political priorities.  There are vast numbers of worthwhile things the Council could do, if we had infinite resources.  But we live in a world of finite resources that are often stretched.  As democratically-elected representatives of local people, members have a duty to make decisions about what is most important and what is currently of less importance.  Some priorities are set by central government, others are determined locally.  A number of priorities will be identified following consultation exercises with our citizens.  Consultation can be carried out in a range of different ways, one of which is through our Citizens’ Panel.  It is vitally important that we consult on relevant topics in a manner that ensures the results will be useful and members can influence consultation activity by making suggestions for future survey topics.  Some priorities will be long-term, others may have risen up the agenda because of an emergency or unacceptably low performance and may slip down again once they have been dealt with.

4.5 There are several ways of reflecting on the Councils priorities.  It can be done through the budgeting process, directing resources towards our key priorities.  It can be done through target setting – by setting challenging targets against our key priorities and easier ones against lower priorities, to emphasise where officers are to focus their efforts.  Staff and citizens can be told, through the Corporate Performance and Improvement Plan and other publications, what the Councils priorities are, and by focusing attention on what’s important, enabling the electorate to hold members to account for what is achieved.

4.6 Councillors have a central role in making sure that resources are flowing from low to high priorities, as well as in setting targets.  Setting targets is not as simple as seeing what has been achieved this year and aiming to do a bit more next year, or aiming to do less just because we didn’t manage to meet last year’s target.  Targets have an important role to play in directing attention towards key priorities.  Well-designed targets are sometimes described as SMART:

· Specific

· Measurable

· Achievable

· Realistic

· Time-bound

4.7 This leads directly on to measuring and reporting performance.  While gathering data and producing comparisons is a job for officers, councillors have a number of roles to play in making sure that this stage delivers real outcomes rather than simply generating vast amounts of paper.  The outcomes we want for various local communities can’t be measured by a single performance indicator, so we often need to identify a group, or basket, of indicators which together paint a picture of performance.

4.8 Effective performance measurement systems have the following qualities:
· Focused on the organisation’s aims and objectives

· Appropriate to, and useful for, the stakeholders who are likely to use it

· Balanced, giving a picture of what the organisation is doing, covering all areas of significant work

· Robust, in order to withstand organisational change or individuals leaving

· Integrated into the organisation, being part of the business planning and management processes
· Cost-effective, balancing the benefits of the information against the costs

5 CURRENT ARRANGEMENTS

5.1 The Comprehensive Performance Assessment of 2003/04 recognised that we needed to improve the way we managed our performance.  Since then we have revised and improved our approach and commitment to more effective performance management including improvements to:

· The service planning process (an area of major improvement) – to ensure we now have comprehensive and consistent plans which are reviewed and monitored to ensure continuous service improvement and which directly link the corporate objectives to individual work programmes.  New corporate guidance was produced in August 2005 and has been reviewed and updated annually since.
· The formal system to monitor and evaluate our performance – on a quarterly basis performance information is presented on an exception basis to Overview and Scrutiny (Resources) Committee.  Key performance indicators, which monitor our key objectives are tracked against the targets set out within our Corporate Performance and Improvement Plan.  We ensure that performance is improving and weak areas are closely monitored to ascertain reasons for poor performance and remedial action is taken to ensure that they improve where possible.
· The provision of clear, publicly available information to show our progress.

5.2 Annually we produce a ‘Performance Plan’ (now the Corporate Performance and Improvement Plan), which summarises all our achievements including detailed performance information for each service.

5.3 Best Value Performance Indicators (BVPI’s - national) and Local Performance Indicators (LPI’s - local) are the main way that we measure our performance at Ribble Valley.  These are reported to service committees, by exception (this means that officers only report on indicators that are performing particularly well or particularly badly) to Overview and Scrutiny and to Corporate Management Team.  BVPI’s are also reported annually to the Audit Commission and a sample of the figures are checked by our Internal Audit department on behalf of our External Auditors and the Commission.
5.4 Our performance can also be measured through consultation and public satisfaction levels.  Involving the community in the local decision making process simply ‘makes sense’ as it provides a greater feeling of involvement/empowerment, less ‘finger in the wind’ decision-making, greater transparency of local government and with greater involvement comes greater satisfaction (and improved BVPI scores.)
5.5 The Council has a Performance Management System called Covalent which acts as a database to hold information on all our Performance Indicators and Action Plans and facilitates performance monitoring.  The system includes/can include:

· Current and historical performance & targets

· Data source, formulas, calculation guidance & member/officer responsibilities

· Indicator details (whether the aim is to maximise/minimise performance, target profiles, etc)

· Working papers and evidence

· Service Plans Action Plans

6 PROPOSED ARRANGEMENTS

6.1 Performance Clinics - It is important to regularly review and evaluate performance against objectives and targets.  This is currently done at a corporate level through the existing reporting process.  Councils seeking to improve their performance management arrangements are increasingly adopting Performance Clinics.  Clinics are where those who are accountable for a service are asked to report on its performance.  They:

· create better ownership and accountability for performance management and service improvement;

· enhance the role of managers in driving improvement and the management of key performance indicators;

· assess and remedy poor performance by developing an action plan or revising existing plans;
· request more frequent updates in performance;
· identify potential shifts in resources and additional support required and

· provide the Performance Clinic panel the opportunity to formally recognise good performance 

6.2 Performance Clinics can be arranged by Corporate Services at the request of either Corporate Management Team or Overview and Scrutiny at any time on any of the Council’s performance measures or action plans or can be undertaken by service areas at their own initiative.  A Clinic would usually be requested following the submission and analysis of the quarterly performance reports.

6.3 To be successful Performance Clinics should include representation by people who have ownership and overall responsibility for specific performance measures.  Therefore clinics should be attended by the following persons:

· Chair of Service Committee

· Relevant Director

· Relevant Performance Indicator Service Manager 

6.4 At each clinic the accountable person will be required to present details of their progress towards key objectives and key performance indicators to their Director and Committee Chair.  They will also be required to present details of the actions they propose to make to address areas for improvement.  The clinic is a two way communication process which enables managers to formally report progress against targets and present details of the actions they propose to take to address any areas for improvements as well as providing an opportunity for managers to discuss issues or problems relating to performance.

6.5 Questions that the panel may ask the accountable person (or performance manager) include:

· Have targets been met?

· If not why have they not been achieved?

· What can be done to turn this work around?

· Is the performance problem caused by a lack of capability/capacity/resources?

· Is their opportunity to prioritise or shift resources?

6.6 Where performance is slipping the Clinic will enforce action and agree a recovery plan.  The manager will be required to provide update reports on a monthly basis to inform the panel of progress being made with the actions forming the recovery plan.  This should continue until the panel are satisfied with the performance of a particular measure.

6.7 Use of Covalent – The Council’s performance management system (Covalent) has been specifically designed for use by district councils.  One of the advantages of this system over some of its competitors is that it is web based.  This means that with minimal technical help authorised users can access the system from anywhere as long as the computer can access the internet.  This allows for members to access the system from home.  Each committee chair has been set up on the system to have access to the priorities, actions and performance indicators relevant to their committee.  It is proposed that a member training session (for committee chairs) be organised to encourage members to make full use of this facility.
7 the modernisation agenda

7.1 Performance Management is deeply embedded in what central government expects from local authorities.  The Local Government Act 1999 conferred a statutory duty on local authorities to review and improve services and report performance to local people.  It is also an important part of Comprehensive Performance Assessment (CPA) and one of the Key Lines of Enquiry in the corporate assessment element of this.  On 1 June 2007 we submitted a 4-page application for re-categorisation under the revised CPA guidelines.  On the 9 July we were notified that our application had been successful.  The timescale has been agreed as follows:
· Submit self-assessment 5 December 2007

· On-site inspection week commencing 28 January 2008

· Draft report issued by 14 March 2008

7.2 As partnership working grows, it will be ever more important that responsibility and accountability for performance is shared with members of the Local Strategic Partnership and others.

8 CONCLUSION

8.1 Performance management is not an end in itself, but many councils successfully use performance management to deliver improvement.  There are still authorities that have wonderful systems in place but where councillors and officers do not know how their work has made life better for local residents.  Many local authorities are excellent at designing and carrying out consultation, but are less successful at integrating this information into decision-making.  Processes are only ever a means to an end.  The only real measure of success is whether the Council is delivering its vision for improving the quality of life for its citizens.

9 RISK ASSESSMENT

· Resources: 

· Technical, Environmental and Legal: 

· Political: 

· Reputation:

10 it is recommended that committee

10.1 Consider the introduction of Performance Clinics to support the assessment and recovery of poor performance.

10.2 Agree to the organisation of a member training session in the use of the Covalent Performance Management system.

Michelle Haworth

Corporate Policy Officer

For further information please ask for 
Michelle Haworth, extension 4421

DECISION





Monitoring our performance allows us to ensure that we are both providing excellent services for our community as well as ensuring we meet the Council’s ambitions and objectives, which together formulate the corporate priorities. Monitoring the performance of our locally provided services provides the key means of assessing how well we are meeting our corporate ambitions and objectives.
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