Ensure performance management arrangements for Community Planning in Scotland are fit for purpose and reflect the reform agenda   

Purpose
To propose recommendations for national and local consideration arising from findings of review the OEPB review of performance management in Community Planning

Background
Developing Performance Management to support Community Planning achieve improvements in outcomes is an important element of public service reform.  On its own a performance management system will not deliver change; that requires commitment to wider organisational and partnership developments. It can however it act as a catalyst in supporting improvement and improved accountability among partners and with communities with regard to improving outcomes.  

[bookmark: _GoBack]The OEPB, building on work previously undertaken by the Public Service Reform Board, examined whether performance management arrangements have been a driver of improvement in Community Planning or if existing performance management arrangements across public services has been a barrier to change.  

The key conclusions from our work to date have been:
· Enhanced collaboration and partnership working to drive outcome improvements and address inequality is essential.
· The performance management landscape of public services should be simplified to aid this.
· Existing Performance Management Frameworks should be ‘decluttered’ with a reduction in the number of indicators/ measures and targets (particularly input/ output targets) used.
· Partnerships should focus on a smaller number of key outcomes and priorities that will make a difference to their area.
· Addressing inequalities as experienced at locality level is critical to overall outcome improvement.
· Better segmented information and data should be available to track change and improvements at the locality level.
· Performance management needs to focus more on the impact partnerships are making, recognising that system wide and collective actions will be necessary to achieve improvement, but to do so without over complicating local performance management arrangements.
· Organisational/ partnership development is an important enabler of change in building the leadership and partnership/ organisational cultures necessary to support change and aid performance management.
· Culture change should focus on achieving empowerment and local flexibility (within partnerships and with communities) to enable innovation in meeting local need and priorities in addressing inequality of outcome.
To fully achieve the step changes required to address inequality of outcomes in Scotland wider system change across the public service landscape is necessary.  In particular, progress is required to clarify the status of national priorities and associated public service performance targets in relation to local empowerment to pursue improved outcomes through better partnership working.  Further, there is a need to simplify the increasingly complicated governance processes and the public service delivery landscape in Scotland to enhance more local partnership working in pursuit of the expectations established in LOIPs.  

Change in performance management arrangements at the local partnership level can act as a catalyst in that wider change process.  This includes change in how individual partners operate internally and change at the national policy making level regarding the performance management of individual partners. 


Proposals for change
Building on the evidence so far produced by the OEPB, including the 2017 OEPB survey of public sector leaders and 2018 stocktake of LOIPS, the following proposals could potentially add value if performance management within the CP context is to act as a catalyst of change. 

At the CPP Level
If performance management is to help drive improvement locally CPP’s should consider the following:
· Partnerships should have a strong and shared focus on a limited number of key priorities and outcomes.  LOIPS should clearly express the core priorities of the CPP in addressing inequality of outcomes in their area and demonstrate where the CPP will have an impact in reducing inequality.  
· The partnership should be focussed on, and the LOIP should clearly express, the collective performance expectations of the partnership in reducing inequality in the local area.  It should express what the CPP understands improvement will look like locally and be ambitious in so doing.  
· Partnerships should encourage innovation in the delivery of improvements through the empowerment of staff to allow more freedom in using resources to meet the expected outcome improvements. 
· There should be better sharing of information and relevant data to help facilitate how partnerships will make progress in realising the improvements they seek for communities.  
· Partnerships should continue to develop their approach to evaluation to demonstrate the impact of their agreed their actions in meeting performance expectations.
· Partnerships need to develop further their collective leadership to achieve change and facilitate the desired shift to prevention and in building empowering and collaborative cultures that enable further cross service working and locality levels. .  
· Improved local reporting against the impacts achieved by the partnership should be developed in order that communities find the information accessible, engaging and useful in holding the partnership to account against the expectations for improvements in communities. 

For CP partners
If the CPP is to achieve success how individual partners work together through CP will be a critical element of success; individual CP partners should consider the following:
· How as an individual partner it demonstrates commitment to each LOIP and CP with which it works and how partnership working is embedded in the day to day operations of the service by showing how resources (people, property, information, equipment etc.) are supporting CP working.
· CP partnership working and LOIPS should be clearly signposted in the internal organisational planning arrangements and documents of individual partners.  This should include strategic and operational delivery plans; workforce development plans; resource plans; community engagement plans and other relevant plans.  This should not be a simple cursory reference but a strong and clear demonstration of how service resources will be used to support improved local outcomes through Community Planning.
· Each partner should make a strong and clear commitment to how they will work with other CP partners to share data and information to further strengthen the local evidence base which is the bedrock that defines the core priorities of Community Planning.  
· Each partner should make a strong and clear commitment to work with other CP partners to evaluate the impact of using resources in supporting CP to improve outcomes.
· Each partner should make a strong and clear commitment to how it will work with other CP partners in further strengthening community engagement in Community Planning and how it will use its resources in support of this.

For National Policy Makers
If Community Planning and the outcome improvement agenda is to succeed national government and policy making needs to evolve further as an enabler of this.  The Scottish Government should consider the following: 
· How it will streamline the performance management frameworks of individual public services to further enable organisational capacity to be focused more on outcome improvements through Community Planning.  This should include how it will reduce the number of national targets in the PMF’s and in particular the number of input and output targets.
· How through the PMF’s of each public service, bodies publicly accountable through the Scottish Government will demonstrate how it will be held to account for its work in support of Community Planning and outcome improvements.
· How Scottish Government will encourage and stimulate innovation in local partnership delivery through the PMF’s of services publicly accountable through it.  
· To encourage innovation, the Scottish Government should demonstrate its commitment to greater flexibility across Scotland in local service delivery of partner bodies in meeting the clear performance expectations set out in LOIPs. 
· The Scottish Government should progress its work in developing an evaluability framework to review the overall effectiveness of Community Planning following the Community Empowerment Act.  This will provide an important test of the effectiveness of Community Planning as a vehicle for ‘delivering the ambitious changes in the way public services are delivered with and for communities.  
· The Scottish Government should commit, through statute, that all statutory Community Planning partners should develop and publish a local service delivery plan similar to those of Police Scotland and the Scottish Fire and Rescue Service.  Such local plans should be built around LOIP outcomes and demonstrate how the service will work locally in achieving local outcome improvement as well as national service priorities in local contexts.  
· Local plans should be scrutinised locally and nationally.  Locally, such plans should be tabled and scrutinised by the CPP to ensure their alignment with the LOIP.  Nationally, existing internal service governance arrangements should be used to scrutinise the impact of each service on local outcome improvements.  
· Scottish Government ministers should, through existing governance and accountability arrangements, hold each public service to account for the delivery against its local plan.  
· There should be more coherence and strategic thinking in relation to the NPF with greater prioritisation against outcomes evident to help CPPs and statutory CP partners better understand the government’s core priorities.  This will aid them in further supporting these priorities and help guide their use of resources in relation to the intentions expressed in each LOIP.




For the OEPB
The OEPB exists to support Community Panning and individual partners drive forward with the outcome improvement agenda in addressing inequalities across and within communities.  The OEPB should consider the following to further improve how it works to achieve this:
· How the OEPB can better co-ordinate support for CPPs to aid them drive the proposals identified in this paper concerning performance management 
· What the OEPB can do to improve its visible leadership and exert more influence in shaping national policy and other changes to address the issues identified above regarding performance management?

Recommendations
1. It is recommended that the Board note and approve the content of this paper, and
1. Agree the role and contribution of the OEPB in progressing specific issues relating to the work of the OEPB following from this paper.
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