
A

PERFORMANCE  MANAGEMENT 

FRAMEWORK

for

Malvern Hills District Council

[image: image1.wmf]
I
INTRODUCTION

Malvern Hills District Council has a clear vision for the District and knows what it needs to focus on in order to meet its priorities and the needs of the community.

To support this vision and make sure that the Council delivers on its promises, there are arrangements in place for:

· Deciding what activities are priorities and should be encouraged

· Deciding what activities are not priorities and should be eliminated or reduced

· Establishing detailed plans by which to achieve the agreed outcomes

· Aligning resources and finances with the plans

· Monitoring achievements and progress against plans and targets

These arrangements are set out in the Performance Management Framework which follows.

II
EXECUTIVE SUMMARY

The Performance Management Framework has three parts:

1. A comprehensive planning cycle stretching from September to March and incorporating a wide range of pertinent inputs.

2. A performance reporting system to collect and report on service performance and project progress.

3. A performance management system designed to ensure that off-target performance is reviewed and corrective/improvement action taken as appropriate so that planned outcomes are achieved.

The planning cycle covers three main areas– operations and activities themselves, financial considerations, and member involvement.  It spans a three year rolling time scale to provide continuity and purpose for the resolution of issues which are of significance to the community and to align with the Medium Term Financial Strategy.
Priorities for improvement are established to address key community and performance issues and to achieve noticeable change in performance.  Priorities are cross-cutting and multi-disciplined.  Each Priority is clearly defined and has its own objectives and target outcomes.    The number of Priorities is not likely to exceed five at any one time. 
Management Plans, based on professional and operational specialisms, contain activities extracted from Priority plans plus activities which are concerned solely with service delivery. They are supported by service processes and procedures.   Management Plans are subject to a wide range of performance measures and project management disciplines.

Personal Action Plans underpin the entire system and translate the Council’s priorities and management goals into personal objectives for every member of staff.

Performance monitoring, measurement and reporting is co-ordinated by the Performance and Policy Unit, but is the responsibility of service managers and is updated regularly by them via an on-line system (TEN).

There are three levels of performance review:

· Regular 1-2-1 performance discussions between each manager and their individual team members;
· full performance, project progress and financial reviews between senior managers and portfolio holders on a monthly basis;
· exception reporting of corporate performance, project progress and financial status to Senior Management Team and Executive Committee via a Quarterly Performance Forum.

In addition, the Overview & Scrutiny Committee has a responsibility to review service performance.  It exercises that responsibility by receiving performance briefings from portfolio holders and respective Heads of Service on a scheduled basis.

Performance management (by way of corrective and improvement action) is exercised by local management and overseen by senior management and members.  The effectiveness of corrective action will be monitored in the same way as any project. 

Value for money and best value principles are maintained specifically through the application of Prince 2 practices and more generally through the performance measurement and management systems.
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III
CORPORATE PLANNING 

The planning cycle is shown schematically on the previous page and an annual timing plan is attached as Appendix I.

A
MAJOR INPUTS TO PLANNING

There are a number of important inputs to the Council’s planning process.  They are:

· Corporate purpose, vision, main objectives and values, all of which are essentially fixed for at least the lifetime of a council, but which may be subject to change after elections or over longer periods  
· Community issues and feedback from consultation.

The primary source of this information will be the Sustainable Community Strategy as contained within the Malvern Hills Partnership set of priorities.  This will already have been subject to consultation with the wider Worcestershire Strategic Partnership and align with the Local Area Agreement.

By definition, there should only be a limited number of key issues at any one time (probably five or six) which cover the majority of views expressed in consultations.  Equally, the content and nature of such key issues is unlikely to change from one year to the next, although as issues are genuinely addressed over time, other new issues will emerge.

· The Medium Term Financial Plan
A rolling three year financial forecast (Medium Term Financial Plan) covering both revenue and capital provides the envelope for income and spending  given likely levels of government funding and proposed levels of Council Tax.
By definition any future financial predictions will be a best estimate based on anticipated grants and funding arrangements from central government and other sources of income.  Equally, the likely expenditure patterns will be less clear the further ahead one looks.  Nonetheless it is necessary to forecast the main revenue and capital streams for at least three years ahead, so that spending on core services and service improvements can be considered and prioritised against likely income. 

· Assessments of current performance

Plans for the future of the Council and its services need to be based on an assessment of the current strengths and weaknesses and, more importantly, areas for improvement.

This assessment is informed by:

1. outcomes and recommendations from the latest inspections including Comprehensive Area Assessment and Organisational Assessment
2. outcomes of recent service reviews

3. customer consultation and feedback

· Capital and other major programmes
Each year there will be a number of potential changes which are identified through a variety of sources

Where these changes may have a significant cost implication  (either revenue or capital) their impact will be formally considered and tested using a formal business case (PID) system.  

The use of business cases will be underpinned by the identification of key non-people costs within management plans.

· National priorities

National priorities as established by government from time to time will be taken into account in both Priorities and Management Plans as they arise.

B
SETTING PRIORITIES FOR IMPROVEMENT
While the key issues, identified through community consultation, are likely to be consistent over several years, there will be varying priorities between them from year to year.  These changing priorities may be influenced by any or all of the factors above.  Existing policies, strategies and agreements also will be taken into account

Each year, Council will establish and define SMART objectives and outcomes for not more than six Priorities for Improvement.   Priority objectives will be set over a term appropriate to the priority issue and be outcome-based.   Interim and more specific objectives may be used to provide shorter term measures of progress.   Priority objectives will be agreed jointly by members and senior officers, and approved by Council.

Priorities will be established by consideration of all major inputs as described in sub-section IIIA above.
To aid the prioritisation process, a priority matrix is used by SMT and Executive members and which ranks all activities by the impact they have on the community and by the extent to which the activity may be reduced.
C
PRIORITIES
Priority plans contain the actions proposed to meet the Priority objectives and span a period of three years.  They will include key community issues, which have been identified through consultation and documented in the Sustainable Community Strategy. They will also include key Council-wide issues, which have been identified as requiring significant improvement.

They will invariably address cross-cutting issues and each will be the overall responsibility of a senior manager.   However, they will need to be developed by a number of officers, each of which will have an input to make towards the achievement of the overall plan.  Their initial approval will also require the involvement of Portfolio Holders and final approval will be by full Council.

Each Priority plan will specify:

· the scope and purpose of the Priority
· the key Priority objective(s) and outcomes required

In addition, the actions to deliver the outcomes will be specified using the management plan template (currently on spreadsheets and TEN) – see below
D
MANAGEMENT  PLANS

Management Plans will be prepared for all services, grouped by Head of Service, as follows:
· Financial Services
· Planning and Housing
· Customer and Environmental Services
· Community & Economic Development

· Legal and Governance
· Performance and Policy
Each Management Plan incorporates its respective responsibilities derived from the Priorities in addition to its own responsibilities and activities which are specific to its own operation.

Management Plans will be the responsibility of the appropriate Manager.  

The content of each Management Plan will be discussed with the appropriate Director and Portfolio Holder and have their approval.

Management Plans will contain all actions planned for the period.  Each action will be further defined by:
· The Priority or Council objective which it directly supports
· The outcomes sought

· The performance measures by which it will be judged

· Who is responsible
· The people resources associated with the task

· Particular additional costs associated with the task

· Key risks which may impact the outcome or effectiveness of the action

· The input required of other service units
A standard template is used for the development of management plans, which are then entered directly to TEN (the performance management system) which is also used by officers to report performance results and progress against targets on a regular basis.
E
PERSONAL ACTION PLANS

Personal Action Plans are the individualisation of larger scale plans at a personal level, are agreed during the PR & D process and will include:

· personal actions which link with and contribute to the Priorities and team objectives, and which are measurable in either quantifiable or qualitative terms.  They use the same format as management plan actions, but are assigned to the individual officer.
· planned training and development activities.

F
PLAN REVIEW

Since the Priorities are reviewed and agreed by members in September/October each year, there is no need to revisit the direction set by these fundamentals.

However, the Priorities and Management Plans which flow from these need to be evaluated financially and reviewed collectively at each level to ensure that the total plan has integrity, is coherent, is affordable, is efficient and effective, and represents good value for the taxpayers and the wider community.

There will be two evaluation and review phases.  Each phase begins with a financial evaluation of the incomes, operating costs and capital costs of every Management Plan.  Note that the Priority activities are, by definition, contained within Management Plans.

Financial evaluation means identifying the costs/incomes associated with each activity and with each project.
Once the financial evaluation is complete, Management Plans will be reviewed by the Senior Management Team in the first instance.  They may then be reviewed by the Executive Committee, and Overview and Scrutiny Commission before being approved by full Council.  
The first round of reviews will take place between the end of October and the end of December.   This timing will allow the Council to place a Council Tax estimate on the plans based on initial guidance on grant levels provided during December.

As a result of the outcomes of the first round of reviews, Senior Managers will modify their plans, discussing the changes with the Portfolio Holder.  

The second drafts will then be re-evaluated financially and submitted to the review process a second time.   The second round of reviews will take place during January by which time final grant levels from central government are known.

Second drafts will also be subject to appropriate levels of partner and community consultation, the results of which will be considered in the final plans.
G
FINALISATION OF PLANS AND BUDGETS
Final adjustments to plans, made on the basis of second round reviews, will be finalised during February so that, by the end of February, a complete set of plans is in place for the forthcoming Council year.

From these plans and their costings, the associated Council Tax rate will be set and approved by full Council during early March.

H
PUBLICATION OF COUNCIL’S ANNUAL REPORT
The Annual Report contains the headlines of the Priorities and Management Plans and associated budgets.  It reflects the main priorities derived from the community planning process and customer/community consultation but also the Council’s own objectives that are established through the political process or in response to national requirements.

It will be published by 30 April each year for internal consumption only.   At this stage it will include estimated out-turn data for the year just passing.   Final out-turn data will be available during May and formal external publication will be delayed until June 30 each year.

IV
REVIEWING CYCLE

Every routine activity undertaken by the Council will be subject to performance indicators, whether national (NI’s) or local.   Each indicator will be defined and its method of data collection, collation and analysis specified within the TEN Performance Management system.  Data Quality will be assured through the implementation of the Data Quality Strategy and Policy.
The frequency of data collection will be specified within the TEN Performance Management system.

All performance indicators and plans identified within TEN will be collated by the officer with designated responsibility and reported directly via TEN.  TEN is available to all staff and all members to view performance and progress at any time.
Heads of Service and Portfolio Holders associated with a service or support area will review  performance in terms of service delivery (performance indicators) and in terms of progress against planned actions, monthly.   

The Overview and Scrutiny Committee will receive an exception performance report bi-monthly.   Exception reports will identify aspects of service performance which are significantly below or above agreed targets or limits, but will not consider performance or progress which is on track or target.  On the basis of that information, the Committee may require specific detailed reports and/or briefings from Heads of Service and Portfolio Holders.
The Senior Management Team and Executive Committee will consider a quarterly review of performance and discuss forthcoming performance issues at a Quarterly Performance Forum.  A report will be issued via Executive Committee and Council on corporate performance every quarter.

V
PERFORMANCE MANAGEMENT

A
IMPROVEMENT ACTION

Every shortfall of performance below the target limits or behind schedule will be assessed by the Manager responsible to determine whether the deviation is a single or limited occurrence or whether it represents the effect of an underlying problem.
Where the deviation is deemed by the Manager to be caused by an underlying problem (rather than a single or one-off event), he/she will identify their proposed action to resolve the problem and prevent its recurrence, recording the details on TEN.  

Any corrective action agreed will be monitored and progress will be reported.

The effectiveness of corrective action will be monitored by both the responsible manager and by SMT.   If the corrective action does not have the desired effect on performance, alternative action will be required.  

B
AUDITING

Adherence to the agreed processes and methodologies will be the responsibility  of line management.  Internal Audit will review the management arrangements from time to time.

VI
REVIEW
The Performance Management Framework will be reviewed by the Senior Management Team annually to ensure that its operation is effective and takes into account changes in the organisation and its operating environment.
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