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ITEM CG12

CORPORATE GOVERNANCE SCRUTINY COMMITTEE – 1 JUNE 2006

TARGET SETTING SCRUTINY REVIEW

12 Month Evaluation

The Executive made decisions in respect of the recommendations from this Scrutiny Review on 19th April 2005; it is now your chance to hold them to account for what they have done.  The attached paper provides some background to help you in this task.
Reminder: the main objectives the review aimed to achieve were to:-


· Establish what criteria are set for the Council’s Target Setting processes to be used and how much guidance business plan authors receive (and from whom).

· Establish a degree of consistency in the processes used across the Directorates and how much they were left to their own devices.

· See how much input Members had in influencing the setting of Targets, and what consensus existed as to a need to reduce or increase their involvement.

· Establish how effectively targets, once derived, were mapped onto service plans.

Among the Key Themes that arose were:

· The Review Group felt that it was very difficult to view how the authority was performing against stated targets; also it was not clear who to ask.  At times, despite new computerised management information systems, the collection of data to show where we are against given targets was still cumbersome.
· The Review found a lack of corporate processes or central challenge to, or monitoring of, the levels at which Directorates set their performance targets.

· 
· 
· Greater standardisation of monitoring and reporting would enable or ease the capacity for shared analysis between Directorates.  This was increasingly necessary as more and more targets affect more than one part of the organisation.  
· It was not desirable to set a rigid corporate framework to which all Directorates must adhere.  However it would be helpful to set out clearly the absolute minimum standards expected of any Directorate. This would leave them free to choose the means by which they deliver their standards.

It was felt by the Review Group that there needed to be greater ‘accountability’ and ‘ownership’ in the Target Setting process.  These factors were seen as vital in ensuring that Targets that were set were actually delivered.  Enthusiasm for target setting was patchy.  
· Some managers were very supportive of attempts to measure performances against specific targets, others were indifferent/ hostile. 
· 
· 
· Witnesses felt that thee were too many indicators and that some were of only marginal relevance to Oxfordshire. It was felt that the Executive should consider identifying some of these targets as such and state to the Government that it would not commit resources to these targets.

· 
· Political management needed to stimulate a cultural change to make performance management successful and encourage openness where performance is off target.
· Senior management needed to increase realism of its performance targets, and evaluate the extent to which actions that were taken to improve performance actually result in the benefits expected.  The Review found that different Directorates developed their own approaches to Target Setting with the result that some are better than others.  In general, target setting was too aspirational, rather than to easy.
EXECUTIVE RESPONSE TO COMMITTEE RECOMMENDATIONS: 19/04/05

The Executive considered the recommendations of the Corporate Governance Scrutiny Committee arising from this review (EX17).  Councillor David Wilmshurst, a member of the Review Group, presented the Review report and commended its recommendations.  He thanked his colleagues on the review team and officers for their work on the Review.

Councillor Mitchell considered that the Review report was timely and welcomed its recommendations, in respect of which he had tabled a detailed response.

RESOLVED: to:

a. endorse the response of the Leader of the Council set out in Annex 1 to these Minutes; 

b. ask officers to investigate the issues in relation to setting preventative and early intervention targets as they could be hard to draw up and measure; and
c. review progress against all the recommendations in 12 months’ time.

ANNEX 1

Response of the Leader of the Council

R1 The P&R Team must report directly to the new Chief Executive to support her in providing the leadership needed to embed a performance management culture throughout the organisation.

Response: It is agreed that the P&R Team’s reporting lines needed to change – Part of the Performance Team has been transferred to the Chief Executive’s Office from 1 April and the Chief Executive will wish to take stock over the next few months. 

R2 The Executive needs as a matter of urgency to prioritise the existing targets in order to discriminate those of most importance to the people of Oxfordshire.

Response: Agreed. In addition, the new Executive should consider, as a priority the development of a timetable, to implement this recommendation. 

R3 All Directorates should draw up a ‘minimum data set’ (to include at least one local PI), which must be reviewed regularly (monthly where appropriate) to ensure reporting on a more focused set of information oriented on the Councils’ priorities and targets. The appropriate interval needs to be determined for each target by Sep 2005.

Response: Agreed although, occasionally, the inclusion of a local performance indicator may not be necessary.  The Council’s performance arrangements must reflect local priorities as well as national targets; in some cases national targets may reflect local priorities but not always. 

The Executive asks individual scrutiny committees to consider and comment on the proposed ‘minimum data sets’ which Directorates draw up.  The Corporate Governance Scrutiny Committee could consider the corporate aspects and comment on the determination of appropriate intervals.

R4 Management information systems must be made more user-friendly and effective so that they generate data more or less automatically thus freeing up officers’ time.

Response: Agreed.  Directorates are asked to draw up timescales to achieve the recommendation.  The Director for Resources should ensure these are properly co-ordinated. 
It is worth noting that SAP provides financial and HR information.  It will not generate all the data; for example, the Time To Change Programme would be important for Social & Health Care because SWIFT problems will not be resolved by SAP.

R5 The P&R team must make appropriate and timely performance information available to the Executive and CCMT which should include analysis and commentary that clearly sets out options for corrective action.

Response: Agreed.  It is important to stress that it is the role of Directorates to produce the information for the P&R team to co-ordinate. 
R6 The Business Managers’ role must be clarified and consistently defined to encompass responsibility for driving the process of target setting and monitoring within their Directorates. They must make sure regular (monthly where appropriate) performance information is available to operational management teams to facilitate effective discussion and draw to the attention of Directors and Members where resource reallocation may be necessary.

Response: Agreed.  The Business Managers’ role is to be so defined.  This is in line with changes already underway.  It applies equally to Learning & Culture despite absence of the nomenclature "business manager".

R7 Target setting processes need to include the officer with responsibility for setting and achieving any given target to encourage greater ownership of them.

Response: Agreed, this is fundamental.  The process needs to balance realism with a desire to stretch performance.

R8 The authority must give leadership by implementing a framework for managers that: articulates their role for driving the cultural change needed to win the ‘hearts and minds’ of all staff identifies the key management skills required, a means to assess them, and a programme of training and support to develop these skills develops the appraisal system so that organisational goals are sufficiently translated so as to be firmly connected to individual managers’ objectives, and thus prevent the uncritical acceptance of unrealistic targets


Response: Agreed.  Elements of this recommendation are already underway. CCMT is committed to producing a new Organisational Development Strategy; HR is undertaking work on management competencies and the appraisal system has been reviewed with a further review to take place.  The development of the Organisational Development Strategy is critical and will need to contain adequate measures to focus attention on performance management.

R9 The Council need to enhance the link between the priorities, plans and targets which the Council seeks to achieve and the budget setting process. All targets should have resources attached to them.

Response: Agreed, although full integration of service and budget planning is complex and will take some time. In future, a Corporate Plan will be produced at the same time as the Budget for the February meeting of Council.

The second part of this recommendation concerns any cost of each target.  It is assumed to seek a commitment to ensure that adequate resources are available to deliver against targets rather than extra resources in each instance and is agreed on this basis. 

R10 Software should be made available for Scrutiny Members to give Members the opportunity to explore data in a way that is intuitive to them.

Response: Agreed.  It is assumed that this recommendation does not imply additional data for Scrutiny Members. Links with Recommendation 4 are noted. 

R10 & R11 are linked.  Performance data, including the data sets, should be placed on the Intranet.  The Performance Management team is drawing up a timetable for implementation for consideration by the Executive. 

R11 Directorates must ensure performance information is presented to all ‘internal customers’ in an accessible way which avoids information overload and includes graphs that show trends and trajectories for their minimum data set.

Response: Agreed.  See R10.

R12 Outstanding issues for the Council are the roles of PSA Champions and backbencher involvement in general in the whole process of target setting and reviewing and ensuring that Oxfordshire Community Partnership targets are set and monitored to this Council’s satisfaction. This is something that the incoming Chief Executive and new Council should seek to address.

Response: Agreed. 

(a)
On PSA Champions and backbencher involvement, this will need to be an early priority for the new Executive to address. It is suggested a response should be made by the September Council.
(b)
In looking at the relationship between the Council, the OCP & other partnership organisations and the Council’s involvement with targets set by partner organisations, the Executive should report on its strategy by October 2005.  A briefing for members on partnership working and development should be organised following the elections.

PROGRESS TO DATE

R1: Action in relation to this recommendation has been completed through restructuring the former Performance and Review team

The former P&R team was split into 2 teams, a Business Development Team (remained in Resources) and a Corporate Performance Team (which moved to the Chief Executive’s Office).  This has improved reporting systems as the Corporate Team report directly to the Assistant Chief Executive (and also works closely with the Chief Executive) and has improved their access to the Cabinet & CCMT.  Mr. Capaldi gave the new Corporate Performance Manager a copy of the original Scrutiny Report when he arrived.

R2: Action has been taken but is not yet completed
More focused Performance Indicators (PI’s) will be achieved through a new ‘Balanced Scorecard’ reporting system.  This system will replace the previous very dense quarterly performance monitoring report from the first quarter of 2006-07.  It is hoped this will narrow down/focus onto issues deemed most important and ensure that other important PI’s relating to change processes, finance & people-centre indicators also considered.  In the past there were a multitude of best value PI’s.  The new ‘Balanced Scorecard’ system will present a basket of indicators organised around 4 key themes and use a traffic light system to show rates of success, and thus be as comprehensive but streamlined into much less information.  It will also show how Oxfordshire compares with other councils.

R3: Action has not progressed very far, further work is anticipated this year
It is intended that the ‘Balanced Scorecard’ system will cascade through the Directorates; currently each Directorate has a different method & systems to monitor PI’s.  There are different levels of progress currently within Directorates, for example the Social & Community Service’s Directorate will be using the ‘balanced scorecard’ from the first quarter of 2006/07; other Directorates will consider how to implement during the year

R4: Action is more on hold than it is moving forward
Management Information Systems will not be developed until the ‘Balanced Scorecard’ is implemented and the requirements from the LAA to collect information from partners are clarified.  Corporate Performance Manager felt they need to have a good sense of how reporting might look before investing in new systems.  If something was bought six months ago it would have been set up for the old way, not the new one.  This way OCC will be able to specify the requirements of the system more precisely in readiness for 2007/08.

R5: Action has begun but is not yet fully implemented
The current timescales for reporting to CCMT and Cabinet provide insufficient time for the Corporate Performance Team to provide a robust challenge to performance commentaries supplied by Directorates or to undertake more than a superficial analysis of data trends.  A longer time frame between getting the information from Directorates and reporting it to Cabinet would allow more robust challenge into the reasons for the reported level of performance.  The planned change to the frequency of Cabinet meetings will provide an opportunity to revisit the current timescales.

R6: Action in relation to this recommendation is ongoing
The Business Manager’s role continues to be reviewed in line with the broader work on how the senior leadership team (CCMT/ Heads of Service/ BMs) best work collectively together.  The role represents a key link between Directorates, CCMT and various steering groups & programme teams.  The BM’s will always be responsible for their performance management leads but face tensions between balancing the corporate requirements of the organisation with the needs of their Directorate.  Further clarification of this role is expected, especially as the new Directorates go live and shared services is progressed.  The Corporate Performance team play a more active role in challenging the targets that Directorates set and in making sure they can measure them.  Where they lack capacity is more in terms of challenging the reporting of performance itself (see R5)
R7: Action in relation to this recommendation is ongoing
The Corporate Performance Team is in the process of producing an internal guide to target setting, to improve processes, consistency & conformity to corporate standards.  This has been put on hold until decisions have been made about how best to change the service planning process (should be published by Sept 2006) as it is felt that the target setting guidance must relate to whatever the new process turns out to be.

R8: Action has begun but is not yet fully implemented

It is difficult to assess the ‘hearts & minds’ of staff.  Generally it is felt there is a greater acceptance of a need to change.  Elements of an Organisational Development Strategy (ODS) are being worked-up and efforts made to ensure all the things HR & the corporate centre are doing push in the same direction - e.g. appraisals, service plans, management competencies.  Steve Munn leads on the OD Programme.  An ODS statement is planned to be available July/ August and the OD Programme Project Initiation Document is being taken by the Change Management Board on 26 July 2006.  He can provide a copy of that when finalised.
R9: Action has made partial progress but is not there yet
Alignment of service and budget planning is notoriously difficult, few LAs have succeeded.  Some progress made in looking at outcomes & outputs of some services, and the Star Chamber process used in the course of the budget setting process enabled some investigation of the different courses of budget decisions on services and required each Directorate looks at its priorities and be clear about them.  Budget holders have been asked to sign-up to their budgets, to take responsibility for them and take their financial knowledge into account when deriving future service plans.  A Service and Resource Planning Group, which includes representation from the Chief Executive's Office, Resources and Services, is concentrating on further aligning the processes for the forthcoming planning round and is working with KPMG to develop a methodology for Fundamental Reviews of services (based on the zero based budgeting) concept. It is intended that all services will be subject to these reviews over a 5 year period.

R10: Action in relation to this recommendation has not occurred
Action or inaction in regard to this issue also relates to R4.  The systems at present do not lend themselves to ready analysis, there are many different systems in place which do not link together and cannot be drilled down.  It is likely that the authority will continue to use these systems for some years to come.  From an ICT perspective, a project brief covering the handling of data was produced to redress the fact that mixtures of automated and manual collection methods are employed when performance information is required and to meet the need for access to data by staff, Councillors and the public.  The project will be expensive in OCC terms as it requires substantial change in processes and procedures and at present there is no funded corporate priority for this work coming from the Cabinet.

R11: Action for this recommendation has begun but is not yet fully implemented
It is accepted that the original quarterly performance monitoring report was not very user friendly.  It is anticipated that the new ‘Balanced Scorecard’ would improve the understanding of performance by streamlining PI’s and in turn improve transparency when performance isn’t improving.  It is relatively straightforward to see how well the authority is doing in relation to other councils.  What remains difficult to show, even under the new system, is how much the level of performance is costing.  It is not clear if the Council is almost as good but only spending half as much, or a little better but spending twice as much as others. This type of information would better enable members to put relative performance levels in context.

R12: Action in relation to this recommendation is unclear
PSA Champions have been superseded by the introduction of LAA and the arrangements for picking up target setting issues within the LAA partnership are not known to the Committee at this time.  It is hoped OCC has learnt lessons from PSA and is more robust in not signing up to overly stretching targets.

· 
Suggested Lines of Enquiry

· Presentation of targets/ information to 
· the Cabinet, senior management & staff
Issues to think about

· How has the presentation of information changed?  Is it more understandable and informative?  Has better performance data been placed on the intranet?  
· Will changes make the monitoring of performance against targets by managers more effective?  What will Councillors be better able to do as a result?

· How much has it cost to introduce the balanced scorecard methodology and how will it be judged in terms of cost-effectiveness?

· How confident are you that these changes have succeeded in making monitoring of the Council’s targets more effective?


· Management information systems

Issues to think about

· How have these been altered in line with the Executive’s response to the Review?
· What have these changes achieved – have the effects been beneficial, have they caused any unintended problems?
· Has any officers’ time been freed-up by a reduction in the amount of manual collection of data, and is this measured?

· Is adequate information/ commentary provided to support data presented to CCMT and/ or the Cabinet to allow a challenge which is as well informed as possible?

· Can you cite any instances in which corrective action has been taken by Cabinet or CCMT as a result of more timely presentation of performance information?

· Overall, are officers and councillors better able to challenge performance with better data – what information would you point to in order to substantiate those observations
· ?

· Roles & responsibilities for target setting

Issues to think about

· How have roles and responsibilities been changed since the Review, and what is expected from the changes?
· What alterations have been made to improve consistency across the authority – are there signs that they are working?
· What benefits will be observed from the financial training for managers – will this be sufficient to create a clearer link between their targets and budgets?
· How are managers to judge if they have sufficient resources to meet their targets?

· Further 
· 
· 

· 
· 
· miscellaneous points to explore

Issues to think about

· How are staff being kept informed about improvements being sought to the target setting processes – is this working?
· 12 months after the Review are officers clearer about the targets they are working towards – do managers feel a greater sense of ownership of their targets?

· What tangible outcomes have the cabinet delivered in response to the Review?

· Have targets been successfully prioritised to reflect those of most importance to the people of Oxfordshire?  Have all Directorates dawn up a ‘minimum data set ’to produce a more focused set of targets?
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