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Best Value Audit Report – BVPP 2001/2002

City of Salford

ACTION PLAN

 Ref.
Issue
Suggested Action
Priority

1 = Low

2 = Med

3 = High
Authority’s response
Officer responsible / Timescale
Progress to date – 3rd  quarter monitoring March 2002

The BVPP

R1
The Summary Plan is not a fair reflection of the main plan. It does not provide a sufficiently detailed or balanced commentary on current performance, targets or the Best Value review programme.
Amend and re-issue the Summary Plan to include:

· a balanced view of the Authority’s performance including details of services that are performing below average

· targets for improving performance and the scale of action required to meet those targets

· clearer reference to the Council’s serious financial pressures

· more details on the review programme.
3
An amended Summary Plan will be reissued, covering all these points in the August edition of Salford People.
 PL, IA

(August,2001)
Complete

R3
The Plan does not coherently encapsulate the Authority’s approach to Best value in terms of linking key aims and objectives to key service objectives, service delivery, comparative performance, targets and plans for action to achieve continuous service improvement.


Improve the links in the BVPP between the Authority’s objectives, performance, targets and action plans.
3
An exercise with Directors will review and align the six pledges, objectives, performance indicators and targets to provide clarity and consistency between corporate and Directorate plans and action plans.
MBS, PL, 

Directors

(By end November 2001)


New style performance ‘status’ reports now in place for both Cabinet and Scrutiny ; these align PIs to pledges.

R4
The Plan does not explicitly link service objectives and delivery to the Authority’s resources and medium term financial strategy.
Indicate in the BVPP the budgets and resources allocated to deliver the key service objectives and initiatives.
2
The above exercise will include budget allocations against the pledges and key objectives.
AW                                       

(By end November 2001)
Public consultation on the budget in Sept – Oct 2001 and Jan – Feb 2002 was structured under the pledges to inform the setting of the Council Tax.  Currently meetings with the Leader, Chief Executive and Senior Members are considering how best to align the Three Year Budget Strategy with Council priorities.

R5
The Plan should include a commentary on service delivery to help place performance in perspective. There are some comments on specific indicators within the tables in Section 5. However, Section 3 does not provide a satisfactory commentary to place performance into context thus enabling conclusions to be drawn about comparative performance both year on year and with other authorities.
Strengthen the ‘performance in context’ section of the Plan by providing the reader with the following information for each strategic area:

· the objectives

· what the service does

· how the Council performs

· what is being done to improve services

· the outcomes of continuous improvement reviews.
3
A revised format for future BVPPs (including building upon R3, R4) and reflecting good practice elsewhere will be produced for early drafts to include all these elements.
MBS, PL

(Outline by October 2001)
The BVPP editorial board is preparing a draft of the BVPP for June, 2002.  This BVPP will include a clear evaluation of the performance of the Council.

R6
The Plan should be clear, accessible and attractive. Whilst the Plan is compliant with the government’s minimum requirements in most areas, it is difficult to follow and does not readily keep the readers interest.
Review BVPPs from other authorities and follow good practice within the agreed publication budget.
2
Agreed.  See R5 above.
MBS, PL

( By October 2001)
These comments will be reflected in the June 2002 BVPP, and are already evident in the March 2002 Summary BVPP.

R7
The sections of the Plan containing performance indicators do not easily identify above and below average performance.
Introduce a star, traffic light or similar referencing methodology for highlighting performance.
2
This will be incorporated into all future plans.
MBS, PL

(Methodology from October 2001)
Currently incorporated in drafts of the June 2002 BVPP.

R8
There are no coherent action plans in the BVPP concerning future service delivery or in response to audit and inspection reports.
Include succinct action plans in the BVPP setting out targets, milestones and resource requirements for services falling below target.
3
Summary action plans will be included in future BVPPs for audit and inspection reports and services falling below target.  More detailed action plans will form appendices to Directorate Service Plans.
MBS, PL, Directors

(Immediate for inclusion in the next BVPP)
A standard format for Action Plans for PIs below target is in place for quarterly Status Reports.  The Editorial Board is considering how best to incorporate these into the BVPP for June 2002.

R9
The Plan sets out the Best Value review programme and the main findings from the 3 completed reviews. This could be improved in future years by explaining the agreed outcomes or a plan of action to achieve agreed changes and new targets.
The Section on Best Value reviews completed should:

· set out the terms of reference for the review

· results of consultation

· alternatives considered

· agreed outcomes

· a brief plan of action.


2
This will be incorporated into all future plans
MBS, PL, Directors

( For 2002 BVPP)
The June 2002 BVPP will include these details for the following reviews:  Support Services, Services to Schools, Older People at Home, Highway / Streetcare, Housing and Property.

R10
The Plan should show how the Authority has identified ways of improving overall efficiency and proposals for the delivery of these efficiencies. There are a few references to efficiency improvements but no proposals or level of efficiency that the Authority is trying to achieve.
Include a Section in the BVPP on measures planned or action taken to improve efficiency.
2
Agreed.  Directors will identify specific instances for inclusion in future BVPPs.
AW, Directors

(For draft BVPP December 2001)
The Editorial Board is currently compiling issues for inclusion in the June 2002 Plan.

R11
The Plan includes information on consultation, but does not adequately describe the consultation that took place in 2000/01 or outcomes.
Report on consultation exercises carried out in the previous year including:

· types of consultation

· groups involved

· results of outcomes

· contact details.
2
A co-ordinated approach to explaining the consultation process at both corporate and Directorate levels will be developed.  Directors to identify examples for inclusion.
MBS, PL

Directors

(For draft BVPP December 2001)
The Editorial Board is currently compiling elements for inclusion in the June 2002 Plan.

Integrating Best Value into the Council’s business

R12
The performance management framework does not explicitly incorporate processes to ensure that the four Cs are integrated 

into the management of operations.
Formally approve and adopt a revised corporate framework including a requirement that managers 

should explicitly incorporate Best Value principles into their service planning and monitoring processes.


3
This will be included in a revised approach to performance management and service planning following current research of best practice elsewhere.
MBS, PL, Directors

(From October 

2001)


Service Planning Guidance issued to Directors on 26.11.01 incorporates the need to build the 4Cs into Service Planning activities.  There are some good examples of where this is taking place within Directorates.

R13
Whilst Members have gradually moved to a more flexible approach to service delivery this change in culture has not yet permeated throughout the organisation.
Members should provide clear leadership and direction over the integration of Best value into the Council’s culture.
3
The Leader has raised the awareness with Lead Members and undertaken individual meetings with each Lead Member to discuss the importance of best value and performance management.
JCW, Leader

(By end August 2001)
The need to clarify the Council’s position on this is being considered by Peer Review Group 1.

R14
Members are keen to provide in-house services with an opportunity to improve performance where the potential to do so has been identified.
In such cases, clear targets and timescales for improvement should be set. If these are not met the rationale for retaining the service in-house should be revisited.
3
This is accepted and will be incorporated into all best value reviews and strategic options for service delivery.
JCW, MBS, PL

(Immediate)
This is now addressed for all best value reviews.

Performance Management

R15
There has been no change to the four level performance management system in the last year. Whilst there are examples of successful implementation of the framework, for example in Social Services, corporately it 

requires more consistent application.  The main weaknesses are:

· inconsistent action planning to support delivery of service plans

· objectives, standards and targets are not well established or effectively cascaded through all departments.


Implement the Chief Executive’s proposals for strengthening the performance management system through:

· greater involvement of 

· key members and officers in the performance review process

· clarification of where and when performance against indicators will be monitored.
3
All these issues are addressed by the revised performance management model, including emphasising a 5th level of management at the sectional level, to highlight the need to consistently undertake and overview operational implementation
JCW, MBS, PL, Directors

(From September 2001)
The Leader and Chief Executive are currently undertaking a second series of meetings with Lead Members and Directors to identify actions to improve performance in specific areas.

R16
The Council recognises that, in addition to the revisions already proposed, the performance management system could be improved further. There are plans to do this over the coming months based on good practice identified elsewhere.
Continue with the planned review of the performance management system ensuring that it particularly addresses the need to translate service plans into clear, deliverable action plans.
3
Agreed.  We are currently researching and reviewing performance management systems elsewhere and we will ensure that action plans, where improvement is needed, are developed.
MBS, PL

(By end October 2001)
Following visits to a number of local authorities software has now been purchased to develop a corporate database for performance management reports.

R17
Some of the activity set out in the BVPP is not clearly linked to the action plans within the relevant service areas.
Ensure that the action plans within service areas encompass issues raised in the BVPP.


2
Agreed.  Our review of the Performance Management arrangements will include aligning Service Plans.
(By end of November 2001)

The Editorial Board will ensure alignment of the BVPP and Service Plans.

R18
Poor performance is not always identified and corrected. A staff appraisal scheme exists but it has not comprehensively been implemented across the Authority.
Implement the staff appraisal scheme comprehensively.
2
Agreed.  We will review implementation of the employee development and appraisal scheme to ensure linkages to Service Plan objectives.  Arrangements to monitor the comprehensive implementation of appraisals across Directorates will form part of the quality assurance system (see R).


MBS, MB

(By end September 2001)
The application of the employee appraisal and development scheme will be monitored via a consistent approach to Level 3 performance indicators,  which is being finalised with specific follow up at Director level, by exception.

R19
The plan did not contain all of the required indicators even after  the inclusion of an addendum.

In addition, the quality of supporting documentation was of variable quality and in some instances had not been retained.
Ensure that all performance indicators are included and supported by proper records and audit trails to support the robustness of the data presented.
3
All efforts will be made to ensure that a comprehensive, approach to PIs is adopted.  The seminar from DA in September 2001 is seen as a key facilitator to this.
PL, Directors, DA

(Immediate)
89 staff attended the DA workshops.  Current PI Roadhows in Directorates will address 120 staff.  This is designed to ensure a robust approach to PIs.

R20
The performance indicators included in the BVPP are not all soundly based. Some, for example, are based on a small part of the year grossed up whilst others have been based on incorrect interpretations of definitions.
In order to ensure proper ownership of the performance indicator data  a quality assurance systems covering the collection and reporting of performance information should be introduced.
3
A quality assurance system is being developed with Directors to ensure auditing and checking at all levels and stages.  Advice of Internal Audit will be sought.
MBS, PL

(Initial findings from Internal Audit by December 2001)
The QA System has been developed and will be communicated by the Roadshows.  Internal audit will undertake a small audit of PIs to check compliance before DA undertake theirs.

R21
The guidance contained in the Best 

Value Accounting Code of Practice (BVACOP) was not used when calculating this year’s indicators. In effect this meant capital charges were excluded from some cost performance indicators.
In order to ensure consistency 

between authorities, the BVACOP should be applied where relevant in future.
2
Agreed.  Group Accountants will be advised of consistent approach needed.
AW,JS (For indicators included in the BVPP March 2002)
This will be incorporated into the June 2002 BVPP.

R22


Indicators disclosed in this year’s Plan are not consistent in all instances with indicators previously disclosed.


Ensure that the information disclosed in the Plan is consistent with previous years.
2
Agreed.  Information in relation to PI’s contained in the BVPP should be consistent with previously audited figures.
Directors (For all future BVPPs)
This will be addressed for the June 2002 BVPP.

R23


Information used to compile the indicators is not always available on a timely basis bringing into question the ability of staff to use the information for performance monitoring.
Incorporate Best Value performance indicators into performance management so that they can be monitored on a regular and timely basis throughout the year.
2
Joint seminar with DA will help reinforce the importance of timely information.
Directors (Ongoing from September 2001)
The new PMS identifies the frequency of reporting  performance monitoring information.

R24
There is not always evidence of how targets are intended to be achieved.
Where performance must be improved formal action plans should be drawn up showing how improvements will be achieved and quantifying the improvements that each action is expected to make.
2
A standard approach to action plans is being developed, to be used in quarterly monitoring by Members and management.
MBS, PL, Directors 

(From end of October 2001)
A standard comparator / Action Plan sheet has been agreed with Directors and is completed for all PIs below target for quarterly and half yearly status reports.

Improving Services

R25 
Implementation plans resulting from completed service reviews should contain specific actions that can be carried forward to achieve change. The Authority’s implementation plans contain a significant number of recommendations for further review or evaluation.
Use the Best value review process to focus on clear and measurable actions which will lead to specific, quantifiable service improvement.
3
Agreed.  There is an ongoing dialogue with the Lead Inspector which will result in Improvement Plans with a longer term focus on outcomes. 
JCW, MBS, PL, Directors (Immediate All current and future BVPPs)
Adopting for all current and future best value reviews.

R26
We have concerns about the capacity of the Authority to deliver the programme. There has been slippage in the Year 1 Best Value review programme with only 3 out of the 5 reviews scheduled for reporting in 2000/01 having been completed at the time of the audit. The planned programme of reviews intensifies in Year 2 when the outstanding reviews together with the reviews for the current year have to be carried out. 
Review the resources needed for Best Value reviews to ensure that there are sufficient staff with the appropriate skills to carry out the programme.
3
A workload and capacity review is currently being undertaken.
MBS, PL, All Directors 

( Findings by end of September 2001 )


This work is now incorporated in the work of Peer Review Group 1, addressing the findings of the Peer Review and Inspection of Best Value Processes.  An Action Plan will be produced by 1 May 2002.

R27
Officers acknowledge that their project management skills need to be sharpened in order to deliver the programme on time.
Provide project management skills training for the leaders of Best Value reviews and BV & PM term and ensure clear project plans are set out and monitored for each review.
2
Examples of good practice elsewhere are currently being sought.  Approaches and training to be provided following findings of research.
PL

(By end of September 2001)
There is now more robust application of the project Plan and work programme of the corporate manual.  We are finalising consideration of project management tools including PRINCE 2.

R28
Once the accuracy of the performance indicators has been addressed the indicators should be used as a key element of the performance management framework to ensure that there is continuous service improvement.


Members should use the revised corporate performance monitoring system to review performance and policies on a regular basis, drawing on performance information.
3
Agreed.  A more pro-active approach to facilitating Member overview and analysis at Cabinet and Scrutiny Committees is currently being developed.
MBS, PL

(From end of September 2001)
See also R3 above.  The PIs are now aligned to the pledges and regularly reviewed by Members.

Responding to challenge



R29
The Authority has demonstrated a willingness to listen to external challenge as demonstrated by the response to the early findings of this Best value audit and to the Best Value inspections. However, the response tends to be reactive rather than pro-active. There are 

a number of measures that could be taken to strengthen the challenge element of Best Value.
Adopt a more pro-active role to the issue of challenge within Best Value by:

· greater involvement of the Chief Executive and Lead Members throughout the reviews

· more robust challenge of poor performance by scrutiny committees

· greater involvement of ‘expert’ partners/ advisers in Best value reviews.

· rigorous monitoring of the implementation of action plans developed by in-house best value reviews and external agencies.
3
The Chief Executive is currently developing ways to improve his own and Member challenge of BVRs.

A greater emphasis by Scrutiny Committees on assessing Directorate action plans to improve performance is currently being developed.

This will be built into all reviews.

Regular, programmed monitoring will be undertaken by Directors, Lead Members and Scrutiny Committees.
JCW, MBS, PL (By September 2001

MBS, RB, PL(By September 2001)

MBS, PL (Immediate)

MBS, PL, Directors, RB

(Quarterly from September)


Chief Executive and Member challenge approaches are currently being reviewed by Peer Review Group 1 to ensure they are structured and robust.

See also R3 and R28 above.

Being adopted

Quarterly progress reports are built into the work programmes of Scrutiny Committees.
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