OEBPS/Images/11211-001_-_Figure_13.png
Figure 13
Department for Environment, Food & Rural Affairs’ ‘Big Room’ event
brought together all parts of the Department’s ‘family’

DEFRA borrowed the idea for its ‘Big Room’ event from one of its ALBs, the Environment Agency.
It brought together all senior leaders across the DEFRA group, including ministers. Its purpose was to build
the first business plan in a collaborative way, setting out the group’s outcomes, resources and milestones
in one place. The participants discussed each strategic objective, and agreed how the outcomes could

be achieved with the resources and timeframes available under the Spending Review 2015 settiement.
DEFRA is bringing together the agreements from the ‘Big Room’ event in its first DEFRA group business
plan, to be published later in 2016.

Source: Department for Environment, Food & Rural Affairs
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Figure 18
Monitoring delivery risk in the Department for Business,
Innovation & Skills (BIS)

BIS has improved the sophistication of its performance monitoring approach, which now tracks each
project’s workforce availability, skills capabilty, key delivery milestones and outputs. This change has helped
BIS highlight delivery risks earlier and the Department has also been able to use this approach to shape its
SDP reporting.

For example, BIS has a commitment to create 3 million apprenticeships by 2020. The government
announced in March 2015 that it would introduce a new digital voucher system for apprenticeships, and
the summer 2015 Budget also announced an apprenticeships’ levy on large employers.

In July 2015, BIS's internal performance monitoring highlighted the challenge o delivering the ambitious
reforms in the time available. This led the Performance, Risk and Finance Committee to carry out a ‘deep
dive' in October and recommend a revised delivery timetable with additional Senior Civil Service support

to ensure delivery remained on track. It also recommended the immediate addition of technical and

project management skils including a greater level of expertise in delivering complex IT systems. These
recommendations fed into recruitment and prioritisation of resources across the Department. In Noverber,
the team reported good progress on the project.

Source: National Audit Office






OEBPS/Images/11211-001_-_Figure_19.png
Figure 19
The civil service is seeking to improve implementation practice

Implementation Insights

Setting the goal Planning to deliver Achieving impact

Have a clear, shared Review evidence, appraise Establish clear accountability,

understanding of problem and options, and decide how good governance and always
prioritise outcomes outcomes can best be delivered know whether you are on or
off track
Understand who needs to Take targeted action to improve
act o achieve the goal and performance and manage risk

consider why they would do
what is needed

Decide when outcomes must
be achieved and how you will
measure progress

N
Keep asking why: question why your approach is right; why would others take the action required?

How do you know: continuously test against data and evidence from the front line.

Source: Givi Service Implementation Profession. This is part of Implementation Insights, a tool shared across the civil servics to help departments create

‘policies which achieve real-world impact’. The full tool is available at: www.gov.uk/government/uploads/system/uploads/attachment_data/fle/428049/
implementation_Insights _pdf
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Figure 14
Developing corporate objectives in the Department for Culture, Media
& Sport (DCMS)

DCMS has undergone several reorganisations since the 2012 Olympic Games, and a significant turnover
in workforce. It is a very small department that attempts to influence a wide range of policy areas. Senior
leaders told us they believe the key to maximising the Department's impact is engaging and motivating staff.

Past staff surveys had indicated that, while staff understood their role and that of their immediate business
area, they did not always appreciate the Department’s wider objectives. Previous corporate objectives had
reflected a tendency to work in isolation.

Senior leaders felt the SDP initiative was well-timed for DOMS. They used it to revisit the corporate objectives
from scratch, involving staff at all levels. Draft objectives were discussed at a number of workshops, an
away-day and ‘crowd sourcing’ sessions, to help ensure wide engagement. DCMS took on board comments
and changed the objectives, showing staff how they had responded. An intranet site has been created,
based around DCMS's SDP. This allows staff to see what others are doing, and highlight colleagues’
achievements against objectives. DCMS believes that staff are clearer about, and proud of, the contribution
they are making to the health and well-being of society.

Source: National Audit Office
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Figure 1
A framework for strategic business planning and management

Make Understand
improvements | the environment

Monitor Set
performance priorities

Allocate
resources and
understand
levers for action

Note

1 This framework is based on the standard management cycle, which we have used in previous reports as a framework
for reviewing specific projects and programmes. We have enhanced the framework to reflect the more strategic
viewpoint of these reports, as well as our previous work on accountability and the centre of government.

Source: National Audit Office analysis
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Figure 10

Implementation Unit’s planned uses of SDP data
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The Implementation Taskforces are 11 Cabinet-level committess for which the Implementation Unit provides information.

Function data refers to the specific data requested by experts in the centre of government, for example the Government Property Unit.
The Corporate Management Board and Givil Service Board are cross-departmental boards of seior civil servants.
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Figure 15
Integrated planning in Cabinet Office

At the time of the previous Spending Review in 2013, Cabinet Office did not carry out business planning
in a fully integrated way. It had not done any work to match assumptions about business growth with the
resources avallable to deliver them. It adopted an approach which largely left business units to manage their
own planning process — supported by finance and HR ~ in a way that worked for their own unit but did not
always ensure consistency between teams or with overall resources available. It also took a ‘ight-touch”
approach to overall performance monitoring.

In 2015, by contrast, the Department took a more integrated approach to setting its SDP objectives and the
performance system through which this will be collectively managed by the leadership of the Department.

It negotiated its funding under the Spending Review, and developed a workforce strategy using an integrated
team made up of finance, human resources and strategy leads. The team engaged extensively within the
Department at director level. It was able to agree an allocation of resources that took account of priorities
and assumptions about growth. With this much more informed view of its resource requirements, the
Department decided to run a voluntary exit scheme designed to get the right number of staff with the

right skils in the right place.

The integrated planning team continues to work together to ensure that resources are being targeted
effectively towards objectives, and that those responsible for delivery can be held to account.

Source: National Audit Office
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Figure 16
Clarifying accountabilities in the Department for Work & Pensions (DWP)

As part of developing its SDP, DWP developed outcome-based objectives. It has worked to understand the
relationship between its inputs, outputs, processes, change programmes and isks with these key outcomes.
It has also updated its internal performance reporting around this model, to ensure responsibilties and
accountabiltties are fully aligned.

DWP believes this enables the accounting officer to have ‘the right conversations with the right people’
and has caused a change in behaviour among senior managers. There Is amore open discussion about
problems and more collective ownership. Although there may be one lead, the contributory role of other
teams is now more transparent. DWP feels this will lead to more joined-up discussions, for example about
reallocating resources internally.

Source: National Audit Office
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Figure 11 continued

The published SDPs do not do everything the government said they would

What the government said they would do

“For the first time, the public will be able
to track a department’s progress against
ts objectives.”s

“These plans are an important step
in our commitment to being the most
transparent government ever."s

Notes

Our findings

The basic structure of the SDP should aid understanding, but the information
provided is not sufficient for transparency

Each objective includes two sections:

® asection on ‘what the department is doing’ which sets out the objectives and
high-level actions the department is taking, although departments vary in how
much information they set out on actions and timing; and

« asection on ‘how the department is doing’, which sets out the measures which
will be reported publicly in the future ~ although this is not made clear to the user.

The measures in the published SDPs are not a clear basis to monitor progress

® There are a total of 263 metrics spread across the 74 objectives. However,
there are significant areas within some objectives where there is no indicator
for measurement.

® Currently, the metrics provide the latest information on performance. There is
no clear commitment within the SDP to update the snapshot provided, or that
this data will be available consistently to allow the reader to track progress in
the future. Only 29% of the measures make any reference to future performance
which could lead the reader to assume the information will be updated.

®  The web page which holds all departmental SDPs refers to updating ‘indicators
to show progress towards achieving each objective’ but it s left to the user to
understand that this refers to the *How the department is doing’ sections.

e The web page which holds all departmental SDPs states “each department will
update their plan with new data as this becomes available”, but does not tell the
reader what data it means by this.

It will be hard to know whether departments are achieving their outcomes

® Overall the largest group of measures (40%) are output indicators, such as
“Number of Social Impact Bonds currently in operation”. Only 28% are outcome
indicators, such as “UK employment rate". 24% are narrative measures which may
aid user understanding in complex areas but make it harder to track progress.

®  Some measures are stil being developed in new policy areas.
The clarity and usability of the public reporting tool is currently poor

® The announcement states that data will be updated ‘as this becomes available’
but there is no timetable, so the public may not know when updates have
been made.

® The current SDP format does not meet the highest open data standards as
information is embedded in the documents and does not always clearly link
to sources.

1 Press release accompanying publication of SDPs, available at: www.gov.uk/government/news/new-single-departmental-plans-set-out-how-

government-wil-deliver-its-priorities-by-2020

2 Quote from the Chancellor of the Duchy of Lancaster. See Note 1 for source.

3 Available at: www gov.uk/government/speeches/cabinet-committees-and-implementation-taskforces-membership-list

4 Quote from the Permanent Secretary of the Cabinet Office, writing on the Givil Service Blog at: https://civilservice.blog gov.uk/2016/07/20/

clarifying-our-priorities-single-departmental-plans/

See Note 1.

Quote from Matt Hancock, Minister for the Cabinet Office. See Note 1 for source.

Source: National Audit Office analysis of published single departmental plans
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Figure 11
The published SDPs do not do everything the government said they would

What the government said they would do

“Single departmental plans describe our
objectives for this Parliament..”t

“Single departmental plans will enable the
public to see how government is delivering
on its commitments..."2

Our findings

Allthe departments have set out their objectives in the SDPs

®  Departments have used their objectives as the building blocks of the plans.
® There are a total of 74 objectives across all the 17 SDPs.

® There s also a standard objective for each department to ‘deliver efficiently’.

e The average number of objectives s four per department. These range from
nine to three.

® Mot departments set out significant areas of work under each objective, of which
there are 330 — an average of 19 per department. The number per department
ranges from zero to 58.

The SDPs represent the government's commitments, and should be the basis for
judging their performance

® The primary source of commitments is the Conservative Party’s manifesto
produced before the 2015 General Election. Only three departments make a
specific reference to the manifesto somewhere in their plan and it is left for the
user o check that the manifesto commitments they felt were important are set
out and adequately monitored.

® The planned annual updates will allow the government to add new commitments
where needed, but it is not yet clear how this will be presented.

Government departments are
increasingly working together on
cross-government outcomes.

Cabinet-level Implementation Taskforces
have been created to “monitor

and drive delivery of government’s
cross-cutting work”3

It will be difficult to track how government departments work together from
the SDPs

©  While all the SDPs specified that they are working with other departments, only
two stated which department had lead responsibility.

©  Inmany cases shared responsibiliies were set out by only some of the
departments working on them.

e SDPs do not mention the Implementation Taskforces and what their role entails,
and no information about the Implementation Taskforces is shared publicly.

“[SDPs] will enable us to bring together
inputs (especially funding) with outputs”.+

Financial resources have not been adequately attached to the objectives

©  Alldepartments set out their overall yearly spending limits but there is little
information by objective or significant area.

®  Seven out of 17 departments do not assign any budgets to their objectives.
®  Only 11% of significant areas have budgets attached to them.

® Thereis no system within the SDPs to track this spend in the future.
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Figure 2
The elements of a performance system

High-level objective

\ Sub-objectives

T T T

Set baselines Understand key Understand drivers

and trajectory players and their and constraints
for action respective roles

Mechanism for challenge and action

Notes

1 High-level objectives should: be focused on the outcomes you want to achieve; cover all responsibilties ~ business

as usual and transformational; and be discussed and agreed with all staksholders.

2 Sub-objectives should have alogical flow from high-level objectives and be balanced across areas and perspectives.

They may be inputs, outputs, outcomes or enablers.
3 The delivery model (area in black outline) should include:

«  adefined and quantiied understanding of the gap between where you are now and where you want to be and

the trajectory from here to there;

« adocumented understanding of all the organisations required to act for success, how they work together and

what their aims are;

*  aknowledge, shared among all the stakeholders, of the actions that drive success and how they can be

optimised, and the constraints and how they can be eliminated or worked within; and

 measures that cover all organisations, track key drivers and constraints, and are cost-effective, with information

drawn from existing business systems where possible.

4 Governance arrangements should include the action to be taken if performance is poor, and for holding those

responsible to account, as well as verification and evaluation of the system.

Source: National Audit Office
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Figure 20

Our audit approach

The objective of
government

our study

our key
questions

Our evaluative
criteria

Our evidence

(see Appendix Two
for details)

our findings

Since the start of the 2015 Parliament the Cabinet Office has been working on developing a new performance
framework for government based around Single Departmental Plans (SDPS) to link funding with outputs to ensure limited
resources are allocated where they are needed the most and to assess whether government is achieving ts objectives.

L

v

The study examined government's process in setting out a robust framework for managing performance through

its new Single Departmental Plans.

[

2

v

Whether the published SDPs
arefit for purpose in enhancing
accountabilty to Parliament and
taxpayers for government's use
of taxpayer’s money.

Whether the SDP process and
practice supports and enhances
the relationship between the

strategic centre and departments

and is likely to lead to better
strategic decision-making for
government as a whole.

Whether the developrment of
the SDPs In departments is
consistent with good practice
and likely to support improved
management of public services

and value for money.

v

v

The overarching framework used in this report is FABRIC:

e Focused on the organisation’s aims and objectives;

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

v

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

® Robust in order to withstand organisational changes or individuals leaving;

e Integrated into the organisation, being part of the business planning and management processes; and

e Cost-effective, balancing the benefits of the information against the costs.

v

v

v

p

We assessed the quality of the
published SDPs by:

e analysing the published
SDPs against the criteria

of an effective performance
framework;

e drawing on expert
literature and international
comparisons to highlight
good practice; and

o carrying out interviews with
experts to get their views
on SDPs.

[’

We evaluated the SDP process

and the role of the centre by:

o conducting interviews with
officials in HM Treasury and

Cabinet Office to understand

how central government was
managing the development
of the SDPs;

o reviewing documents

issued by Cabinet Office to

explain the process; and

e attending workshops
and conferences
across government.

v

We reviewed development in
departments by:

working with case studies,
including through interviews
and document review

to gain an understanding

of the development of the
SDPs; and

carrying out interviews
with staff involved in a
cross-government practice
network on performance
measuremert.

v

p

There is a high demand for information, across a variety of stakeholders within government, Parliament, and the
public. This demand is not being met by the published SDPs.

Cabinet Office and HM Treasury face a significant challenge in setting up a lasting structure which brings together
external and internal reporting and links all the information stakeholders need. A key task will be for them to prove
the benefits of the new approach to departments.

Departments are broadly supportive of the opportunity the SDPs offer to improve business planning, but are wary

of the potential extra burden.
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Figure 12
Government can significantly improve its operations management capability
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Audit analytic questions

Q1 to Q40 represent 40 key questions in five domains that together form our analytic tool. We used this analytic on 32 government organisations, including
86 operational processes. Eight questions have been highlighted in this instance as they relate to capabilty in performance planning and managerment.

The eight questions we highlighted were: Q9 How do you know that measures link from the organisation level to the
Q3 Are customer needs considered when setting the organisation’s strategic objectives? operational level?

Q5 How do you know that the process meets customer needs? Q11 How does the organisation regularly monitor process performance?
Q6 How does the organisation assess performance against strategic objectives? Q27 How do you know that operational areas understand what customers

want and when their requirements change?
Q7 How is information used to monitor performance regularly through al levels of

the organisation? Q30 How does the organisation measure, monitor, report and use information
from improvement activity?
B No evidence Partial maturity Partial maturity and improving M Full maturity

Note
1 The full report, including more detail on the resuits, is available at: www.nao.org.uk/report/managing-business-operations-what-government-needs-to-get-right/

Source: National Audit Office, Managing business operations - what government need to get right, September 2015
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Figure 17
Using data to monitor performance more effectively in the
Department for Education (DfE)

DfE’s board commissioned a programme of work to improve the use of data to inform decision-making in
the Department. Since the start of the new parliament, DfE has devoted considerable resources to developing
detailed plans for its delivery priorities. Policy teams, with embedded analysts for 30 delivery programmes,
have set out what success looks like, how to measure it, what tolerances to include and at what point the
Department might need to intervene. Using this information, the leadership can identify when performance
s off-track and take action. The Department's Delivery Unit has driven this work, providing guidance

and challenge.

The delivery indicators, trajectories, tolerances and trigger points must be approved by the Chief Analyst and
the board's Performance Committee. Data on indicators and risks are reported monthly to the Secretary of
State and ministers through a performance dashboard.

DfE told us it uses the dashboard to check delivery across its top priorities. The dashboard helps to identify
where more work is needed. For example, DfE has a manifesto commitment to deliver 500 free schools by
the end of the Parliament. This will mean a significant increase in the rate of opening schools compared
with the previous Parliament. The DfE Delivery Unit worked closely with the policy team during the delivery
planning process, to work up a set of quantified additional policy options for ministers, on how it could be
delivered, to reduce the risk of failure.

Source: National Audit Office
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