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[The supplementary note is intended to provide an update of developments concerning outcome based approaches.  Moving to a new and challenging way of working is an ongoing process.  This note is very much a supplement to the Guidance issued in September 2008 which sets out the main requirements of Public Bodies and Government in developing an outcomes approach]. 
1. Promoting Economic Recovery 
The economic climate has deteriorated markedly over the last year. The global slowdown with its roots in the collapse of the US mortgage market and higher commodity prices, has filtered rapidly through international markets to affect almost every aspect of the Scottish economy.  

The consequences of this widening slowdown are now impacting upon Scottish homes, high streets and across the business community, creating mounting pressures on families, employers and public services. With a prolonged UK recession now widely expected, the economic outlook is set to remain difficult for some considerable time to come.   

In this challenging environment, the entire public sector has a responsibility to prioritise action that, in the short-term, mitigates the impact of the downturn and in shaping policy that, in the longer term, ensures Scotland not only recovers but emerges stronger and in a more competitive position in the global marketplace.  
Public Bodies will play a significant role alongside the Scottish Government and other key partners in countering the effects of the slowdown and in preparing the way for a robust recovery.
The Scottish Economic Recovery Programme

The Scottish Government is committed to do everything in its power to lessen the impact of the downturn on households and businesses and encourage the investment and development that will help drive an economic recovery. 

The Government published a programme for economic recovery as part of its response to the First Annual Report of the Scottish Council of Economic Advisers. This six-point programme is designed to boost Scotland’s economy by focusing all of the Government’s powers and resources on protecting households and businesses, and in ensuring that Scotland is well-placed to face the economic and social consequences of the downturn. 

The recovery programme - though targeted towards early recovery - is fully consistent with the Government’s long-term overarching Purpose - to focus the Government and public services on creating a more successful country, with opportunities for all of Scotland to flourish, through increasing sustainable economic growth. 

The following web links provide up-to-date information on the recovery programme:   

· Reshaping capital spending plans 

· Ensuring all government activity, including on planning and regulation, supports economic development 

· Intensifying activity and support for tourism and Homecoming 2009 

· Intensifying work around energy efficiency and fuel poverty 

· Increasing advice to businesses and individuals 

· Improving financial advice to vulnerable individuals
Implications for Business Planning

The fullest co-operation and engagement of all Public Bodies will be critical in supporting the delivery of the six-point recovery programme and the Government recognises that many bodies have already been actively engaged in the development of the programme for economic recovery. 

While there is no ‘one size fits all’ process to be deployed, it is vitally important that all Public Bodies continue to be proactive in developing action plans to meet the different challenges we now face and aim to demonstrate how their activities promote both economic recovery and the Government’s Purpose. Actions that can be shown to support short-term demand in the Scottish economy while mitigating the impact of the downturn on those families and businesses worst-affected should now be afforded greater weight and immediacy.
In formulating their business plans, or as a supplement to plans, all Public Bodies will be expected to seek every opportunity to collaborate in partnerships that can enhance and accelerate the public sector’s ability to deliver across a range of outcomes to strengthen the Scottish economy. Bodies should also work closely with sponsor Directorates or DG Business Units to bring forward these measures as part of the outcome based approach.  Collaborative working as set out in the September guidance will become even more critical in this regard.

2. Update on Development of Single Outcome Agreements (SOAs) 

i)
Guidance for SOAs covering 2009/10 and beyond
Guidance to Community Planning Partnerships on preparing 2009/10 SOAs was issued in October 2008.  This Guidance is intended for all the statutory partners in Community Planning and all other Public Bodies in Scotland with an interest in Community Planning.  
First phase SOAs (2008-09) generally demonstrated a significant convergence around 20 local  outcomes which recurred across most SOAs and which could be directly linked to the relevant National Outcomes. However, the numbers of outcomes, indicators and ‘asks’ (of Government) in some first phase SOAs made it difficult to identify strategic local priorities. Many SOAs in the first phase also contained a volume of detail which was more appropriate for the supporting service plans or performance management frameworks which lie ‘below the waterline’ of the SOA.  The key learning point from the first phase is the need to develop and maintain a strategic focus for a Single Outcome Agreement.  

The initial SOAs (for 2008/09) only required them to be developed at a Local Authority level although in practice many did involve their Community Planning Partners.  However, second phase SOAs (2009/10 & beyond), are required to be developed in full, with Community Planning Partnerships, to agree their strategic priorities for their local area.  These priorities should be expressed as local outcomes which will be delivered by the partners, either individually or jointly, and should also demonstrate how they will contribute to the Scottish Government's national outcomes.  Although SOAs are strategic documents, with targets set for a 3 year horizon, the agreements will continue to be reviewed and refreshed annually.
The Improvement Service briefing on the 1st phase SOA’s identified issues which were addressed in the SOA Guidance for Community Planning Partnerships.
ii)
Improvement Service Review 

Since the guidance for Public Bodies was issued in September 2008, the Improvement Service have completed a review of the 2008 SOAs and have produced a briefing paper which provides further information on:

· the review of the 2008 SOAs;

· the development and delivery of the 2009 SOAs by Community Planning Partners; and

· SOA development work. 
iii) 
SOA Reporting Plan
Local Authorities should, on behalf of CPPs, produce an annual report on their SOAs in September of each year.  The reports due in September 2009 will cover the first phase of SOAs in 2008-09. These reports should inform the local community on the delivery of local outcomes and should also demonstrate how they are contributing to the Government’s Purpose, through the Purpose Targets and National Outcomes.    A workstream for reporting is being taken forward jointly by stakeholders under the direction of the Concordat Oversight Group, with further advice on the annual (September) report planned shortly.
3. Nature of Public Body engagement in SOAs 

The guidance issued in September 08 was clear that all Public Bodies should give full consideration to maximising their engagement with Community Planning Partners in the development  of SOAs.  However, the guidance also recognised the diversity of Public Bodies, that engagement should be proportionate and that it would be determined by the purpose and capacity of the body.  The SOA guidance issued in October also recognises that the extent to which any other Public Body (outside the statutory partners in CPPs) is expected to contribute to the development and delivery of a SOA is likely to be determined by the extent of its potential contribution toward shared outcomes, as agreed with the CPP.

Many Public Bodies have already been engaging with Local Authorities and CPPs and have been involved in SOAs as appropriate.  Some bodies have developed, or are developing specific working agreements regarding the nature of engagement in SOAs.  There may however be a degree of uncertainty around the specific nature of engagement in delivering local and national outcomes e.g. the greater strategic focus of SOAs for 2009-10 onwards and what this implies for other important supporting activity and relationships.

As a means of supporting collaborative working and clarifying the nature of engagement between Public Bodies and SOAs, discussion has taken place between the Society of Local Autjority Chief Executives (SOLACE) and the Forum of NDPB Chief Executives.  Three levels of engagement have been identified to help determine the nature of NDPB engagement in SOAs depending on the key activities and key outcomes of the body: 

1. Community Planning Partnership Outcome Agreement – for those bodies where NPDBs are full members of the Partnership Boards.

2. Community Planning Priority Action Group – for NDPBs who  participate in working groups/action groups in Community Planning in priority areas and focus on themes such as Economy ; Regeneration ; Health and Well Being; Lifelong Learning; Community Safety; Sustainable Development etc

3. Local Authority/CCP Action Group Nominated Officer – where there are direct links to Local Authority service areas, sometimes designated by ‘nominated officers’ which support Community Planning priorities.  

While it is recognised that the levels and types of engagement will differ dependent on the bodies involved,  it is envisaged that engagements will develop over time as NDPBs, Local Authorities and other partners gain more experience of the SOA arrangements and it is, therefore, important that the arrangements are seen to be flexible. The level of engagement which a particular body (or group of related bodies) may have in one CPP area may also differ from that in another area.   Work is currently underway between Public Bodies, Local Authorities and the Scottish Government to try and map these various relationships.
While the accountability and governance arrangements for Executive Agencies differ from those of NDPBs, similar issues do arise, in that, Agencies will have differing degrees of contact with Local Authorities and differing degrees of interest in SOAs.  Where Executive Agencies have a particular interest in SOAs they should, as a first step, liaise with the relevant DG Business Unit within Government and the lead Scottish Implementation Group (SGIG) Director for that particular SOA or Local Authority area.
A good practice advice note has recently been produced on the broader issues of governance and accountability in SOAs and the expectations that different partners and stakeholders might have of these. The practice note sets out what councils and their partners are committing to, in signing an SOA, and the subsequent implications of making these commitments to support the collective delivery of national and local outcomes 
4. Role of the Third Sector 
The Third Sector is comprised of non-governmental organisations who play a vital role in  furthering social, environmental or cultural objectives. The sector comprises; voluntary and community organisations and social enterprises (including some mutuals and co-operatives).  Third Sector organisations can generate income from private donations, legacies and from the re-investment of surpluses from trading activity.  However, organisations within the sector may also receive funding directly or indirectly from public bodies as grant support or through contracted arrangements for the delivery of services.
There has already been valuable input from Third Sector organisations in the development of SOAs and a growing awareness of the contribution which the third sector can make to the delivery of local and national outcomes.  It is expected that third sector input to the development and implementation of SOAs will increase over time. Scottish Government is therefore committed to working in partnership with the Third Sector to help them make a full contribution to the achievement of shared outcomes. 
Similarly, in developing an outcome based approach, Public Bodies should look to the Third Sector to assist in the delivery of outcomes and to promote collaborative working.  This could include mechanisms such as Public Social Partnerships and the inclusion of social clauses within procurement contracts.

The Scottish Government’s Third Sector Division is working with the Convention of Scottish Local Authorities (COSLA) and SOLACE to establish a network of third sector procurement champions across the public sector.  Meetings between the Third Sector Division, representatives of the Third Sector and both the NDPB Chief Executive Forum and Agency Chief Executive (ACE) Forum will also be organised in the near future to identify opportunities to support effective relationships.  

5.  Performance Management and Reporting within the National Performance
     Framework (NPF)
i) 
Corporate & Business Plans
While the September 08 guidance envisaged that the majority of Public Bodies would have submitted their corporate and business plans to Government by the end of January, 2009, the Public Bodies Policy Team realise that in some cases this may not be achieved until the end of March 2009. 

Over the next month Public Bodies and the Scottish Government will be working together to develop and implement the process to ensure that corporate and business plans effectively support an outcome based approach in line with the National Performance Framework. 

This process will aim to be proportionate in its approach, and will take into account, not only, the relative contributions of individual Public Bodies to the Purpose Targets and National Outcomes, but also an acknowledgement of the stage that each body has reached in aligning its performance management and reporting within an outcome based approach. Wherever possible, this process should aim to build on existing business processes for monitoring, managing and reporting on performance.

At this stage it is appreciated that, for many Public Bodies, much of the story will refer to key activities or outputs. It is also appreciated that the supporting role played by many Public Bodies in contributing to the national outcomes and purpose targets may not be direct. Our expectation at this stage however, is that every Public Body should be able to demonstrate a line of sight to the Government’s Purpose and show, as fully as possible, how they are contributing towards relevant Purpose Targets and National Outcomes
.   
Sponsor Directors within Government  will work with Public Bodies to jointly review and finalise their corporate and business plans through a process of  feedback and further engagement as required. The focus, however, should be on ensuring that plans are considered against the three central requirements, outlined in the initial outcome based guidance, issued in September 2008:

i. Firstly to ensure that all individual Public Bodies are clearly aligned to the Government’s Purpose through the Outcomes and Purpose Targets in the National Performance Framework.

ii. Secondly to be assured that Public Bodies are working collaboratively to achieve the Government’s overarching Purpose through the National Performance Framework. 
iii. Thirdly for Public Bodies to have fully considered their engagement in Single Outcome Agreements and for those bodies where engagement is relevant and appropriate to be able to evidence that they are working effectively with local partners, for example – Local Authorities, NHS Health Boards, Emergency Services and Third Sector organisations to achieve shared outcomes.

In addition to the these three requirements and in order to position the contributions of individual bodies within the national picture, all plans will be jointly and consistently considered by the bodies concerned and their Government Sponsor Directorates and DG business units.  The Public Bodies Policy team suggests that a consistent set of criteria should be used to assess corporate / business plans in relation to outcomes and purpose targets. This criteria is summarised below:

Plans should aim to: 

· be about actual outcomes and the contribution being made towards them – they should clearly focus on the Outcomes and Purpose Targets as set out in the National Performance Framework. 

· have a strategic focus – with a manageable and meaningful number of key outcomes, supported by robust measures – rather than being a compilation of functions and activities with little sense of prioritisation;
· be evidence-based – while plans should, as far as possible, be underpinned by a robust set of valid and reliable measures the narrative should reflect the substantive progress being made towards the achievement of National Outcomes and Purpose Targets and clearly show how this helps to deliver the Governments overarching Purpose. Each body should be able to articulate why it has decided upon a particular set of actions, the impact that these actions will make and how these actions link to specific outcomes.

· demonstrate effective collaboration - plans should also indicate the nature of the relationships bodies have built with their partners, relevant integration with the SOA process and how effective these relationships are in pursuit of outcomes. This should demonstrate a concerted approach to working with Government and with other public bodies to bring out the interdependencies between activities and of key spending programmes in pursuit of outcomes and purpose targets
· be capable of delivery – they should show a clear line of sight to supporting plans and activities including the necessary finance and other resources to deliver; and
· promote continuous improvement – they should identify any further work needed to deliver improved and more responsive services with a keener focus on achieving outcomes, including greater value for money 

The corporate and business plans should recognise opportunities to capture and share good practice, to learn lessons from the outcome based process and to help strengthen and develop the quality of subsequent plans. Some bodies, in certain policy areas or in relation to particular outcomes, have already taken collaboration to a new level.  For others, indications are that the next phase  of the outcome based approach is moving towards developing and assessing outcomes around ‘groupings’ or ‘clusters’ of bodies rather than by focusing on individual bodies.  The Public Bodies Policy Team will also collate and disseminate good practice from an analysis of corporate and business plans submitted across Government.  Over the next few months, the suite of good practice examples (outlined in the Annex to the September 08 guidance) will be expanded and specific learning events organised.  

All Public Bodies should, as a matter of course, be demonstrating how they are taking statutory equality requirements, including Equality Impact Assessments, into account, through their corporate and business plans. There is an expectation that future plans will more explicitly demonstrate how these requirements also support relevant National Outcomes and Purpose Targets. Further thought will need to be given as to how this can be effectively achieved.

ii) 
The Role of Performance Indicators in Measuring and Monitoring Outcomes
Although a formal analysis of corporate and business plans has yet to take place, early evidence suggests that many Public Bodies have managed to clearly demonstrate alignment between their business activities and the Purpose Targets and National Outcomes as set out in the NPF.

Feedback from a range of Public Bodies and Sponsor teams suggests, however, that further clarification is required as to how bodies select appropriate and relevant performance indicators to evidence their contribution towards meeting their selected Purpose Targets and  Outcomes.

Networks between Government analysts and analysts in the wider public sector – including links with SOAs – are working to prepare guidance and to help share information and good practice to help build capacity in this area.  We intend to engage further with bodies over the coming months to help develop a robust and reliable set of measures and reporting mechanisms, which will effectively support the outcome based approach.
SOLACE are also leading a ‘Local Outcome Indicators Project’ which will be initially focused on refining and strengthening the ‘menu of local outcome indicators’ for use in SOAs.   It is intended that this work will assist local Community Planning Partnerships with:-

· rationalising the large number of indicators contained in the existing SOAs;

· promoting good practice by identifying the most robust and relevant indicators for use in assessing progress against local outcomes; 

· reviewing the requirement for the development of new outcome indicators, and 
· reviewing the requirement for new or enhanced data sources.

The project will also consider the need for progressing work in a number of related areas, such as data management, analytical capacity and logic modelling.

This work will be facilitated by the Improvement Service, who will continue to work with Local Authorities, Community Planning Partners, the Office of the Chief Statistician/Analytical Services Divisions within the Scottish Government and Professional Associations. 

iii)
 Reporting on an Outcome Based Approach

We will need to consider how performance reporting within the NPF for Public Bodies will develop and operate in practice.  As outlined in the September 08 guidance, we are not suggesting that Public Bodies fall into a pattern of attempting to analyse the full range of inputs, outputs and processes in an attempt to isolate their individual contribution to outcomes.  However, it is expected that an outcome based approach will help to highlight how effectively, or otherwise, the key strategic spending programmes of Public Bodies, both individually and collectively are supporting the achievement of outcomes.

At this stage we do not envisage the introduction of a separate reporting system to capture this information.  The analysis of corporate or business plans (as above), combined with on-going learning and development, will be sufficient to assess the extent of continuous improvement.  Scotland Performs is the national public platform for describing and reporting on progress against the National Performance Framework. The Scotland Performs Team, in collaboration with the Public Bodies Policy Team will work with Public Bodies to identify a sensible approach to highlighting the contributions of Public Bodies and ensure that Scotland Performs continues to provide a credible and transparent account of how all partners are working together to deliver real outcomes for the people of Scotland.

The Annual Reports and Accounts, produced in the Autumn, will also afford the opportunity for bodies to provide a summary of their performance  within the context of an outcomes based approach. 

Those Public Bodies engaged in SOAs will also be required to contribute to the SOA reporting process (outlined at section 2 iii). 

6. Next Steps

Moving to a fully fledged outcome based approach, will be an evolving process where valuable learning will be accumulated along the way.  It is not expected that annual guidance will suffice nor do we expect outcomes to be achieved through a single set of corporate or business plans.
To help Public Bodies demonstrate substantive and meaningful progress towards the national outcomes and purpose targets, Government will continue to co-ordinate activity across relevant business areas and will carry out further engagement with Public Bodies themselves to ensure that they are effectively supported in embracing an outcome based approach.
















































�  This is consistent with expectations on Health Boards who will be able to clearly demonstrate this line of sight in the Local Delivery Plans following the work to align their HEAT targets to National Outcomes and the Purpose Targets, and through the shared work across NHS Scotland in setting out the outcomes-based approach upon which their prioritisation and planning process has been based.
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