CG cChild poverty reduction target likely to fall short by 1 million A different kind of target —

a target can be an inspirational statement of principle and purpose rather than a drab management tool. (PF 7/3/08)

One in 14 soldiers is unfit to fight Useful performance data as it impacts directly on ability to deliver objectives. This information allows management, not just measurement. (PF 8/2/08)
New PSAs designed around people and projects, not departments. Cabinet committees reorganised - aligned with PSAs, with chairs to resolve conflicts. Evidence of more relational approach - structures for interaction and cooperation. (PF 25/1/08)
Some mandarins merely ‘going through the motions on DCRs’ While DCRs more robust than expected, some departments are not following up on recommendations, with most buying in only selectively. Principal factor is leadership style of Permanent

Secretary. If recommendations aren't delivered, is only measurement, not management. (PF 16/11/07)

Brown’s vision for public services - personalisation, procedural fairness and co-production. How a service is delivered as important as what is delivered - implications for PM. Also, how to measure performance in such an environment? (PF 2/11/07)
Observation that the 30 new PSAs plus the 103 departmental strategy objectives comes to a total larger than the current 110 PSAs. (PF 26/10/07)

STRATEGIC BUSINESS MANAGEMENT NOTES

Article on October CSR. Use of hard financial targets e.g. Gershon efficiency savings. Given sharper edge by the harsher financial settlement that public services received from this CSR. (|
Cameron promises less control from central government Targets have been used to make public services more accountable to central government. Tories promising more local

CANDIDATE NUMBER.: 51

Case Studies
Measuring and Managing Performance in the Royal Air Force (www.ap-institute.com) Why measure? - Accountable
management -Procurement management - Response - When the RAF is required to respond, it needs to know what resources
it had to act with. Reporting Scorecard approach, with top line indicators for commanders, but allowing drill down to the raw
data. Four perspectives: Outputs, Resources, Processes and Future Capabilities. Outputs were analysed along pre-existing
Defence Lines of Delivery. Indicators arranged in a hierarchy, feeding up to the top level. Rules agreed for consolidation based
on user requirements e.g. best case, worst cased etc.Integrating Performance Management with Risk Management, Supplier
Management. Resource management will be added in the future. Indicators Originally focussed on subjective judgements, but
this made investigation very difficult. Moved to more objective measures over time, retaining subjective measures where
appropriate e.g. morale, fighting spirit. Present automatically calculated picture alongside an alternate view taking into account
local commanders’ views to get a comprehensive picture. Implementation Large number of dispersed users resulted in
significant training requirements. A computer-based training course was developed and the courses were supported by a web
site and briefings to keep people up to date. Overcoming scepticism was an issue as the military have cultural reluctance to
embrace the science of management, considering it inappropriate in their special circumstances. Support from the Commander
in Chief helped mitigate this, as did focus on the benefits of the system. Staff movement made things difficult - people would be

H to good needs hearts & minds and whole systems thinking — more relational.
Reduction in PSAs from over 100 to 30. Change to most depending on local decisions by councils and NHS bodies, rather than top-down targets. More relational model?

MOD - dedicated analyst teams to extract insight from performance data. 70% admit to fabrication of perf
lata in their orgs. 92% feel Pis not relevant or meaningful. (PF

vel se. (PF 5/10/07)
Barber of PM Delivery Unit — Perf unit at heart of gov't. Getting from adequate
of civil service and ministers’ roles in delivel
HR management with clear roles’ s. (PF8M2/0

LG More freedom to set targets -> less comparability but more local context (Times 19/7/07)
English councils achieve record results in the CPA Evidence that publicly published performance results do improve
performance. Especially since requirements for higher grades have moved upwards since CPA introduced.(PF 8/2/08)

CPA Results not linked to public opinion of services — but what does this mean? (PF 15/2/08)

Problem of targets in policing: local issues arise and police need to fight back, but risk penalties if they fail to keep up with
national targets. Improve accountability by putting Councillors in charge of police. Eg sex trafficking in Peterburgh (PF 7/12/07)
CAA: will look beyond Council performance to what it is like to live in the areas. Aims to reduce assessment burden through
joint working with other inspectorates and risk based approach. (PF 30/11/07)

Whitehall attempts to bring in local targets by the back door Attempts by departments to add extra targets outside the 198
National Indicators regime. (PF 23/11/07)

Star ratings could go in planned local inspection regime Question of how to present CAA results. In particular, the new
Joint Risk Assessment - a single score would disguish varying performance across various local services. A traffic light system
could be used to flag areas of concern. (PF 23/11/07)

Outsourced contractors to face star ratings system LDA looking at star ratings for contractors to meet targets for getting
people into work. Part of City Strategy Pathfinder projects. Could be useful for placating opponents of welfare privitisation by
making performance public. (PF 16/11/07)

persuaded, then move on and their replacement would need persuaded. Areas to address Making sure everyone benefits from Audit Commission widens CAA regime Areas under review are ever widening. The CAA regime will now include

the data, especially stations which at present provide a lot of data but receive little. Integration and alignment of performance
and resource management. Matchlng cost data to pen‘ormance

environmental sustainability. Will extend current system to look at services across areas (PF 9/11/07)
New Economics Foundation says that the Gershon agenda is damaging other Government communities policies - example of

com) Expanding the PM system to be relevant to station staffs - current contradictory targets. (PF 28/9/07)
system did not provide relevant info and was a collection exercise. Split between data collectors and users. Potential disconnect Systems Thinking: Targets create waste, poor services, high costs and low morale. E.g. targets to perform planned

between local and high-level goals. Use of Key Performance Questions to determine what data is required - what do managers
need? What is the purpose of the unit? Threat of KPI ‘bloat’ - need to challenge the value of each indicator. Local flexibility in
use of info e.g. exception review vs. regular discussion.

Measuring and Managing Performance in Local Government: Belfast City Council (www.ap-institute.com) In designing

maintenance on social housing cause delays in fixing faults and lead to unnecessary work on perfectly functional fittings.
Instead, Systems Thinking: an outside-in view of services, designing services responding to demand. (PF 11/4/08)

Police services issuing notices & making more arrests for minor incidents to improve their statistics. (Public Service 1/6/07)
All in the game Study finds CPA vulnerabk to gaming the system, illusory improvements created by changing admin

system, attention given to Council’'s Value Creation Map, a single image showing overall purpose, core competences and its keyprocesses and contradictory goals. (PF 6/4/07)

resources. Not static - to be updated over time. Projects and initiatives reviewed against the VCM to determine if they provided
balanced support for value creation.Decision to ignore statutory and reporting measures in new system. Start with strategy map
and determine managers’ key questions. Design indicators to answer these questions. Performance Improvement Meetings put
in place to promote forward looking learning from data. Also need to cascade into services - service level VCM. Way of
streamlining the planning process - replaces previous corporate planning process. Workshops for service staff to teach them
how to map stategy and create KPls.

Education

How Headteachers Respond to Measurement (Centre for Market and Public Organisation Bulletin, Winter 2005)
Behavoural implications: Because of the complexity of the measurement system, parents fixate on %5A*-C. As a result head
teachers fixate on this measure, in their roles as marketers of their schools. Resources are then targetted on borderline C-D
students. They feel that more complex, value-added measures will not replace the simpler result measure in the minds of
parents. Also worth noting that heads are not using the externally reported measures internally - bit of a disconnect.

(PF 16/11/07) NED at Kent Trust where 90 people died from C-difficile: “Patient care was supposed to be the top priority, but in Fear of failure Negative behavioural consequences of PM schemes. E.g. tendency to be risk averse. Some pupils were

reality external pressure meant that it had to be balanced against achieving government targets and financial balance.” DH
accused of running NHS on a command and control basis. DH reliance on inspection, performance management and fear of
punishment has been accompanied by high-profile political interventions. Reason for success of military hospitals: infection can
close a hospital. Keeping hospitals open is critical to military missions, therefore there is clarity that a key goal is infection
control.

Green Dreams: a Decade of Missed Targets (Policy Exchange, May 2008) Failure to meet environmental targets. - Targets
are set without the policy drivers needed to meet them. Eg Waste targets have succeeded because of LATS and Landfill Tax
Escalator. - Targets are chopped and changed, word games are played and failed targets are forgotten about, leading to
confusion and lack of support. - Targets are too vague to be meaningful E.g. ‘moving toward’ a 20% reduction in CO2
emissions. - Use of creative accounting. E.g. exclusion of aviation from carbon output targets.

Targets: doing less of the wrong thing is not doing the right thing (Public Service, 15/2/07) Examples of dysfunction: -
GP appointment bookings. Patients required to book appointments within 48 hours, rather than at a convenient time. - Local
government. Targets to get things done in 8 weeks don't say anything about the end to end time for the customer, but
encourage the provider to focus on 'stopping the clock’ by sending the customer to do something. Causes waste.

Criticism of Audit Scotland’s approach to performance reporting. Difficulty in defining outcome indicators and linking to
budgets - too many outside influences. Hard to link budgets to plans, as in practice budgets are incremental. Too much
emphasis on systems and processes. Method of calculation excludes many measures and causes underestimation of the scale
of improvement in Scottish Las. (PF 27/10/06)

Audit Scotland respond to criticism. Principles of performance audit: Corporate focus Self-assessment - Local context - No
league tables or simple scores - focus on improvement - Proportionate approach - collecting evidence from inside and outside
councils and minimising burden- Rigorous moderation Four key areas: - Strategic direction - Organisation and resource
management, openness, equal opportunities, sustainability - Council services - Areas for improvement (PF 17/11/06)
Problems with PSAs:1. Data quality - many departments do not have systems in place which are capable of accurately
monitoring their PSA targets. 2. Accountability - the goal is to make public services more accountable, but it is questionable
whether this has happened. Does anyone pay attention to the results? Select committees are not making great use of them. 3.
What do they mean? Where do the targets come from? E.g. why 50% participation target for higher education? 4. Lack of
resources to analyse the data. (PF 12/1/07)

Paying Teachers by Results (Research in Public Policy, Autumn 2005) Research concluding that the introduction of
Threshold pay points for teachers improved pupil performance by on average half a grade for pupils of eligible teachers. This
despite arguments beforehand that teachers were professionals with a service culture and would not respond to financial
incentives. Counterpoint to pre-seen material argument that professional control is adequate. Also makes the point that the
threshold system is not that rigorous - most applicant were successful. But teachers beforehand believed that it would be
challenging, making it real.

Paying doctors for quality (Reseach in Public Policy, Spring 2008) Research on GP QOF incentive scheme indicates that
there is evidence of GPs manipulating their figures by increasing the number of patients reported as excepted from treatment.
Also, it appears that in areas for which there is data, achievement was trending upwards before the introduction of QOF and
QOF has had very modest impact - evidence that a rigid performance scheme will not deliver high quality results from groups
already governed by strong social, self and professional controls.

SS1 Strategy is the direction and scope of an org over the long term, which ach iev es adv antage through config satisfied , D — High High — Key players
or resources within env.and to fulfill stak cho ler exp ectations. Map actual, map preferred, determine action
Character - long term, - competitive adv, - wide scop e of actiy ti Power: Sour
resources, - affect operation al decis ions, - values & exp cctationss of sta ers. strategy imp lementation
Strategic fit is devebp ing strategy by iden ify ing opportunities in th e business env. and adap ting resour ces and

competences o tak ¢ advan tage,

Strategic stretch is the leverage of resour ces and comp etences to get comp etitive advan tage or new
opportuniies.

Mission — Overriding purpose

Vision Strateg ic intent — Desired funre state, aspiration

Goal — General statement of aim or purpos
assess effectiv eness, modify actions

match ing activ ities © env., - major

Actions:

ts, 2. Long-term

Org. culu
mp tio

esign — Deliberate ration al, analy tic, directive processes, Mech an istic, hierarch ical assump tbns, strategy by
top management, Economics and decision theory based .

Exp erience — Incremental due o ind v idual or co llective exp erience. Org. cu lures based on history and p ast
succes p management enact exp erien ce, incremental chang e, Theory — institutional, culure, psycho bgy
Ideas — Emergence or order and innov ation through variety and d v ersity. Orgs are comp lex systems. Top
managemen tare coaches and champ ons of id eas, incremental but occasionally sudden change, th cores of
complex ity and evo kition .

Obseryable processes: - Strategic. cplan ng - Strategic lead ership - Org. politics - Logical incremen talism -
Learn ing org. - Imposed s trateg ie:

Inend cd straicay 1o an exprésoion of desirad strategie diecton deliberately formuated by managers. Realised
strategy is strategy beig followad in practice. Strategic drift is when org's strategy gradually moves away from

Systems, Parad igm
Culures: Miles & Snow: Defender, Prospector; Analyser
Handy : Role, Task, Power, Perso
Mission Statements - gencralised : Mtatementof o
and desired position, values

g

in regulation
Objectives

Synthesis and Di
(ipus) & Process:

relevance o env.
Env Static & Simp le

Forecasting and h istorical analysis Iy u
|)LLL:I1 ralisatior

ario plann ing, exp erience and learning

Key drivers are those facors which will change the wholle natur e of th e org’s industry, sector or market
Scenario planning —modelling of key env ronmental drivers to understand imp lications for org. Remember
Impact/Un certainty matrix — focus on high impact, high uncertainty. Buikl scenarios. develop p lans, mon ior
env. and update plans.
554 Market Analysis
Organisational field -commun o orgs sk ing part i common mea ing system. i eracting more fraquanly
with each oter than those out - Bound aries igid, - Permeab le, - Orgs may be tied to cach oter
|ra|c4= s may changc & Ty,

ustry with similar chara
b o praduct o Semv i b
diwbuton, - product quality.
barr
Markeet segmentation — id en tifies similarities and d ifferences betw een groups of customers. E.g. price, quality,
purpose, lo cation , indu str
-> Understand what customers value > Thresho d requ irements & critical success facors.
Seeing customer value hard because — comp lex behav burs observed, - distance from final user, - professional
intermediaries, - chang ing vakies.
Porter’s Five Forces — o help dentify sources of comp etition in immed iate compeetitive env. Applied at SBU
level - orgs. are o diverse. Must ok to the futire, not just now. Discon tinuities are more impor tant than
steady changes. Forces aren't ind ependent. Disrup ting
Threat of entry — Economies of scale, - Cap ital requ rements, - Access to distrbuton channeks, - Experien ce,
Threat of retaliation , - legal restrain ts atents, - Differen tation
Substitutes — Product-for-product, - substiti tion of need, - generic
Buyer power — Concen tration of buyers, many ~upp||u’>, alternate sources, high materials cost, low switching
cost, backward in tegration
Supplier power - See above. Also brand power.
Competkors — competiors in balnce, growsh rates, high fied costs, add ton of capaciy i large inerements,
differen tiation impor tant, ex it barr. share work w/ cu
Marketing — the means by which an org finds a match between what the cistomer exp ects, wants and n eads and Game Theory —
what the org is ableAv lling 1 provide.
Marketing Mix — Product, Price, Place, Promotion , Peop le, Process Physical. Ako consider Boston Matrix
Public sector markets — User primary, Facilitator second ary, Resource, Leg itimiser. Politick ing —
inw ard tipward look ing at exp ense of users.
Differen ces — leg islation , availab le resources, user choice, needs vs. wants, foaus on political,
econom
SS5 Organ isational Analys i
StakehoKers — those ind iv duals or groups who depend on the org. o fulfill their own goals and on whom the
org. depends..
Staccho Her maps. inerests of groups may conflict, - groups may line up dfferently for different issues,
resolution n ealed for s
Power/ntercst A Low/Low — Minimal effort, B~ Low/High  Keep informed, C — High Low — Keep

Resources: -

luc unless orga
activ ities. Competence to perform activ ities
Value Chiain ana i - resources, actv
Procurementt og.; Op:
actvities dchulad scrutiny of acts. -> consisten t with
Valie
trust

ristcs,similar siratcg es and competig on a simila
seraph ic cov erage, ark et segmen s,
76 o o Holps understand comp etiors md mobily bew e #roups oz

s: Outsource: Exper

Cost efficien cy — Econ of scale, Supply costs, Product/p
Benchmarking: lmmmal, Industry norms/stand ards, Bes
SWOT: Synthesis and D iagnos s.

SS7 Strategic Choice

Portfolio

Growth; Maturity ; Decline. Boston (Probs: placing , behav

Fleece, Back draw.

facilitation)

Stratezy Ch ok — Added Valie vs. Price
Sustaining Low Price — cost leaders!
Differentiation
specialisation)

mers
imu tan cous, Sequ ential, Rep cated

(Resources, Strongholds, Deep po ckets, Scale)
SS8 Strategic Options and Selection
Motives: Env ronment, Resource-based, Expectations
Ansoff's Strategy Dey ebpment D irect s

Penetration , Brand streng . Scale, Quality
Existing Products & New Markets (
comp etences, Beyond exp ectationss),

ocial and

New Products & Mark ets (Diversification : New
resources & competences o exp bit, Vertical & horizon tal

Hu.rachy Influence, Resources, Skills, Contol of env. g

Power: Indicators- Stats, resources, represen tation , symbo ks
Education & Commun ication . Co llaboration f articip
,role in macro society, -

Culture — Frames of reference: National, Functionald i isional org- field, organ sation .
— Valies are vague statements; Beliefs are more specific; Parad igm is t

r'al web — Rou incs, Ritu als, Stories. Symbols, Power Strucures, Organ isational Strucures, Con ol

iding purpose Vision, Intentions & asp rations, activ ities
May be: ignor a (secretive), used to sell strategy, Politicised (comp liance with governan ce arrang emen ts), lost

atemen ts of specific outcomes to be ach ievad
open (non-measurabe) or closed (SMART). Open can be helpfuif can't be expressed as closed

o to add valic and g comp it adv muge
product feaures particularly valied by customers; must ex

al; - human ; - finan cial; - Intellectual cap ital. Better md difficu It to imitate -

Knowledge — awareness, consciousness or familiarity gained by exp erience and lea
Competences. Advantage by creating & in tegrating know ledg e. Explicit and Tacit
Resource Audit — quantitative & qualitative; all resources org can acce:

ised in o rou tines and systems -> valued products. Need o understand vakie-add ing
nd manage link ages -
. processes to create a product. Firm Infrastrucure; HR; Tedh
ut. Log Marketing & Sales; Service. Template © understand compon ent
rategic intent. Consistency in chain

alue system w/ fluid relationships. Commitmentio product; shared data; shared values &

ise; Econ. of scale: Speed; Flex bility. Raqu ire: Respons iveness, Reliab ility
Seaur ny Rnbu:mm;) Relation sh ps (Informal, Formal Ir I
cess design, Experience.

mix of businesses. Balance o get cash for new developmen s, Market life cy cle: Embryonic:

cows aren't most impor tan ) Montanari — (Public need + Support + Funding vs. Ability) Star, Hot box, GoHen
Option generation — Logical (SWOT) & Creativ e (Brainstorming — appropr iate people, env ironment,

ip. Danger of price wars, mark
if hard to duplicate competences & imperfect mobility (i tang b le assets, switch ing costs, co-
Lock-in — sustainab le, depends on Mark eting , First-mover, Size, Oher products, Relationships.

Colldboration - Buyer-Seller, Inerease buying power, Build ing barriers, Avoid ing substiniton, gaining entry,
Overcoming Advantage: - Strategic moves (eg. first mover , enter new marke, - Buikl ng Barriers

ased (stakeholers, aulure, e cs, regulation)

ing Products and Markets (Protect/Bu i
(Market Development: New segments, New territor ies, New uses, New
New Poducts & Existing Markets (Product Devebpment: Exi:

mining., New comp etences — change, CSF -> thresho i, Beyond exp ectations),
& existing competen ces, beyond exp ectations, Env. changes,

prevented from taking part in extra-curricular activities for fear of harming exam results. Eton College and St. Pauls have
refused to submit their results in future.(PF 2/5/08)
GCSE results show upwards trend PM more useful in cases like this: GCSE results have intrinsic value in themselves - they
aren't just a measure. PM based on result trends can therefore be useful. (PF 26/10/07)
Schools face struggle to meet new PSA targets Targets to raise standards and to close the attainment gap could work
against each other as the former helps the brightest pupils improve, at the expense of struggling pupils.(PF 12/10/07)
University and College Union on the RAE. “The RAE has had a disastrous impact on the UK higher education system,
leading to the closure of departments with strong research profiles and healthy student recruitment. It has been responsible for
job losses, discriminatory practices, widespread demoralisation of staff, the narrowing of research opportunities through the
over-concentration of funding and the undermining of the relationship between teaching and research.”
League tables ‘encourage soft exam choices’ Schools encourage students to do "softer’, easier subjects in order to inflate
performance results and league table positions. (Times Online 25/7/07)
Discusses 638 schools below government's floor target of 30% of pupils getting at least 5 good GCSEs including Maths and
English. If you look at ‘contextualised value added’ performance, many performing above average. Some have ‘good’ Ofsted
reports. (PF 18/4/08)
Ofsted now a single inspectorate for children and learners of all ages. More efficient to inspect together, more targeted at key
areas, cheaper. Integrated approach. 'SPF 22/6/07)

Health Monitor: Hands ofﬁ?ts to DH. Fts supposed to have autonomy in achieving goals (PF22/2/08)
SUS Historically, the NHS has been data-rich but information poor. The World-class Commissioning agenda will require the
harnessing of the data to support planning, benchmarking, monitoring and financial management. Secondary Uses Service to
support management and provide data to public through NHS website. (PF 14/3/08)
Median waiting times have increased even though average waiting times have fallen, due to focus on the patients who had
been waiting the longest. Egof misleading performance info. 18 week target should bring median down in future. (PF 7/3/08)
Northern NHS trusts outperform those in the South Data on performance divide and lots of speculation as to reasons, but
none of the data seems to help interpret and solve the problem (PF 26/10/07)
Trusts using targets, particularly financial targets, as an excuse for failing to deliver on quality of care issues. Indicator that
move to a more relational model might just result in more excuses?Health Secretary in talks with weakest trusts - evidence of
an ‘intervention’ approach to management - maybe a little relational? (PF 19/10/07)
Healthcare Commission NHS Annual Health Check. Assesses in two broad areas: Core standards and Finance - rated weak
- excellent. What does this really tell us? (PF 12/10/07)
Measure for Measure: Using outcome measures to raise standards in the NHS Critical of NHS measures: e.g. outcome
measures focus on mortality and readmission rates, excluding 90% of admissions. Necessary information for improvement is
not available and information doesn’t equal improvement. Giving trusts overall ratings doesn’t help. Incentives lead to gaming
and falsification, publishing leads to behaviour change. (Policy Exchange, 19/7/07)
Paying for quality (Healthcare July 2007) PbR is example of extremely transactional performance management. Quality only
addressed indirectly. Compare to GPs QOF framework which relates payments not only to activity by to various quality
outcomes. Pilot scheme in NW SHA based on US model. Define quality measures for high volume conditions and score to
create a composite quality score for each. Bonuses are payable to high quality hospitals. Defining outcome measures is difficult
because of the effect of factors outside the hospitals’ control.
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General

Dynamic contracting model, respecting managerial professionalism, as an
alternative to central planning and government targets. Eg. Prisons, where
contracting and benchmark competition have been used to raise standards across
the sector. Contract make managers more autonomous and more accountable,
and make it possible to enforce service standards. (PF 23/11/07)

Difficulties in measuring public sector output: e.g. putting a teaching assistant
in a class causes a fall in productivity, spending more on health has led to a fall in
NHS productivity. Are the techniques for measuring productivity really helpful or
approprlate” Temptation to make excuses by attacking the numbers. (PF 23/11/07)
Council examination of third sector in delivering public
services. Used sets of user-focussed criteria and direct discussion with service
users. Allowed consideration of factors not normally considered in performance
systems - trust, caring staff, attitude of staff. (PF 22/6/07)
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