
SECTION 2

2.0 Best value and continuous improvement 

Continuously improving and striving for the best for our citizens is at the heart of our council.

This section explains the way the council is judged nationally through the government’s best value systems and in particular the Comprehensive Performance Assessment (CPA) and how we organise ourselves to improve our performance.

The sub-sections are as follows:-

2.1 Introduction

2.2 Best Value in Salford

2.3 Comprehensive Performance Assessment

2.4 Performance Management

2.1 Introduction


In its annual audit and inspection letter the Audit Commission commented early this year that:

“The council has made improvements in several services over the last year.  Refuse collection services have improved and recycling has increased.  Effective working with partners has created more jobs and reduced teenage pregnancies and smoking rates.  Burglary, robbery and car theft have also reduced and national recognition has been awarded to housing benefit and support for vulnerable people.  Education and children’s social care are improving but progress is slow in some areas.  For example, educational attainment at secondary school level needs significant improvement and the number of children placed with foster carers needs to increase.

The council faces a major challenge in reconsidering how to finance the improvements needed to achieve decent housing standards for all by 2010.  Despite this housing has improved from a low base and the city’s new housing strategy has attained the government standards.  If this assessment could have been included in the Comprehensive Performance Assessment (CPA) for 2004, the council’s overall assessment would have improved to fair”.  Overall, the council’s direction of travel is positive and it can point to a number of achievements in its priority areas.  Many of these, particularly those relating to regeneration activity, partnership working to reduce crime and improved health are not recognised under the current CPA scoring framework.  The areas which carry most weight; education, social care and housing have improved but not significantly enough to impact on the council’s overall CPA rating.”

We have improvement plans in place to address these issues and are determined to continue to improve.

2.2 Best value in Salford



In order to measure whether councils are achieving best value the government has set measures of performance in key service delivery areas.  These measures come in a number of inter-related forms such as – Best Value Performance Indicators (supplemented by some service-specific indicators), Best Value Inspections and the Comprehensive Performance Assessment (CPA).


Salford City Council’s policy in respect of Best Value is


“ to provide quality, value for money services which meet the community’s needs and aspirations at a price they are prepared to pay.”


This means that we need to review our activities in line with best value principles and ensure that we have action plans in  place to ensure improvements are made and that services are meeting the needs of local communities.

2.2.1  Best Value Performance Plans

The Government requires that every local authority produces a Best Value Performance Plan by 30th June each year.  A summary performance plan must also be produced annually by 31st March.  Our 2005/2006 Summary Strategic and Best Value Performance Plan was published in the council’s Life IN Salford magazine and distributed to all homes in the city in order to report on progress.  Copies have also been made available at local council offices, libraries and on the council’s website at www.salford.gov.uk/bestvalue.

This document is the council’s full plan and aims to reflect our achievements over the last year and our plans for improvement over the next three years.  The plan is structured in line with the council’s seven pledges and provides an overview of how we are performing against our Best Value Performance Indicators and our key targets for the forthcoming years.

2.2.2  Audit of Strategic and Best Value Performance Plan  2003/2004 (BVPP)



This Strategic and Best Value Performance Plan will be audited by The Audit 


Commission, who will produce a written report before the end of December 2005.    The plan is audited to make sure that it represents a balanced and accurate picture of the council’s performance.




The District Auditor’s report on last year’s performance plan (2004/2005) confirmed that the plan complied in all respects with legislation and the accuracy of the performance indicators was satisfactory and therefore we received an unqualified opinion on our BVPP.




2.2.3  Our Programme of Best Value reviews

Our programme of best value reviews which commenced in April 2000 is designed to take into account national and local priorities and also to contribute to the delivery of the council’s pledges and the improvements from our CPA assessments.  That programme of best value reviews is monitored as part of our performance management system (see section 2.4) and is almost complete.  In fact, in 2004-05 we commenced the following reviews which will bring the programme to an end during 2005:-  


· Public Protection

· Safeguarding Children

· Services to People with Physical and Sensory Impairments

· SAP  (the software package used by the council to manage all our resources)

· IT NET/Salford Advance ( IT NET comprises four departments – Business Process Re-engineering consultancy, E-Government Services, Project Management Consultancy and Training and Support.  Salford Advance comprises three departments – Desktop and Technical Services, Software development and Help Desk).

No further best value reviews are planned to be undertaken during 2005-2006.  However, we are committed to delivering better outcomes for local people through a range of improvement mechanisms of which best value reviews are just part.  Priority will be given to implementing the council wide governance review; various “Think” initiatives, “Think Efficiency”, “Think Customer”, “Think Democracy” and “Think Business” - all coming under the umbrella of “Think City”; completing ongoing best value reviews; and other corporate developments such as the introduction of the Performance Management Framework and Balanced Scorecard.   We will reflect on our future programme of best value and management reviews in the light of ongoing value for money efficiency statements, key lines of enquiry from CPA, and from work on the balanced scorecard.  In addition, we will apply best value principles known as the “4C’s” across any management reviews to be conducted this year.  

The “4Cs” are:

· effectively consulting local people

· challenging the current pattern of service provision and who provides the service

· comparing the performance and competitiveness of services

· using fair and open competition to secure effective and efficient service

   We have also undertaken work which has been inspected by the Audit 

   Commission, a Best Value review of Waste Services and our Leisure and Cultural 

   Strategy.  The Audit Commission rated the waste service as a two star service with 

   excellent prospects and the leisure and cultural strategy as a two star service with 

   promising prospects.


We also have a number of inspections that are planned to take place in 2005/2006 and these are shown in figure ??


	Inspection
	Dates

	OFSTED inspection of Youth Service
	May 2005

	Adoption Service Inspection
	May 2005

	Joint Area review of Children’s Services by OFSTED and Audit Commission
	Early 2006

	CPA Corporate Inspection
	During 1st quarter of 2006


2.3       Comprehensive Performance Assessment (CPA)


The Audit Commission produce the overall CPA, with some of the service assessments being made by other inspectorates e.g. OFSTED (education), and CSCI (social services).

Salford’s overall classification continued to be “weak” in 2004.  This classification, and the elements of the Audit Commission findings, are shown at figure ??  It can be seen that improvements have been made in some service areas, although these were not enough to move the council’s overall classification up from “weak” to “fair”.
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As previously, we have been disappointed in the rating we have been given, particularly as much of the model was not re-scored.  Most disappointing was the inability of the CPA process to take account of our re-scored “fit for purpose” housing strategy which, on the Audit Commission’s own admission, would have resulted in the council being judged “fair”.

The scorecard at figure ??? includes a “direction of travel” statement under heading 1 – “How is Salford City Council run and what progress has the council made in the last year”.  The statement is a positive one, reflecting improvements that have been made.


Salford was a pilot authority through summer/autumn 2004 for the Audit Commission’s revised proposals for the corporate assessment (to apply from December 2005).  Though this pilot assessment does not count in CPA for real the report contained many very positive comments about the progress of the council, with the Audit Commission inspection team acknowledging that they were seeing a very different organisation to that which was assessed in 2002.  Nonetheless the report identified a number of development areas. Following the pilot the Council developed a new corporate improvement plan.  The plan embraces those activities that remain applicable from the 2002 corporate assessment, activities in response to the pilot corporate assessment, and corporate improvements identified via other routes (e.g. cabinet work plan, directors team).

The plan identifies five corporate improvement areas, along with a sixth area; key service improvements:

1. Scrutiny

2. Performance management/planning

3. Citizen focus (consultation, diversity and engagement)

4. Organisational development (people and learning/development/culture)

5. Strategic plans and finance

6. Key service improvements


The plan includes a number of activities under each of the improvement areas, which collectively are designed to deliver improvement against the area.  Responsible Lead Members and Officers are identified, along with targets and milestones for the various activities.


Key activities are:-


Scrutiny

· Align scrutiny workplans to pledges
· Implement the scrutiny development action plan (arising from DeMontford university report


Performance management/planning

· Develop performance management systems as ODPM pathfinder

· Develop performance management culture via e.g. improved communication, training, and appraisal

· Develop a balanced scorecard

· Develop council’s approach to risk management



Citizen focus

· Implement community engagement review improvement plan
· Develop and implement recommendations from LSP community cohesion research


Organisational development

· Implement the HR strategy delivery plan including diversity and inclusion, customer care and leadership improvement programmes, and capacity building programmes.


Strategic plans and finance

· Develop a multi-agency strategy to meet the needs of older people

· Develop and review the strategic approach to adults with mental health needs

· Develop a coherent corporate preventative strategy for children and young people

· Develop elderly persons contact centre pilot

· Develop “my home” project to create one point of contact regards access to housing and related services



Key service improvement

· Complete review of housing stock options
· Implement a joint venture company in development services
· Further enable improvements in educational attainment
· Develop value for money assessment methodology
· Achieve improvements in the environment, particularly in recycling and environmental crime
· Reduce crime and perception of crime
· Develop council’s response to the Gershon efficiency review

Numerous activities identified in the plan (e.g. development of the new performance management system) refer in turn to more detailed programmes of action, and include a small number of key milestones, to ensure achievement against important development areas.


Delivery of the improvements is monitored at Cabinet and Directors team on a regular basis.
2.3.1 CPA 2005 and beyond


The Audit Commission is reviewing the approach to CPA scoring from 2005.  The classification will still be scored by reference to service and corporate assessment scores, but the contents of the assessments, and the scoring methodology, are very much changed.  The Audit Commission have said that, in the interest of continuous improvement, it will be harder to score as highly in the new approach, when compared to the old approach.  The impact of this on Salford is not clear at this time.


Salford will be undergoing its next corporate assessment during the first quarter of 2006 and we are working extremely hard to ensure that all the improvements identified in the improvement plan following the pilot assessment in 2004 have been introduced.  Following this corporate assessment the council will then receive a new classification. 




2.4     Performance management

          Performance management continues to be one of the Council’s ongoing key priorities.  

          We have undertaken much work during 2004/05 to improve our approach to 

          performance management and we have a programme of work in place for 2005/06.

          We recognise that we still have work to undertake to enhance our approach to 

          performance management.  However, our work and commitment to date in this area 

          has been recognised.  The Audit Commission’s Annual Audit and Inspection letter 

          issued in December, 2004 stated that:-

          “Performance management has improved.  For example:-

· The work clarifying the pledges and sub-pledges and sub-pledges and improved links to actions and targets identified above has addressed a significant weakness.

· There has been a strong drive and leadership from the top to improve performance management.  This has provided a clear focus and accountability for Directors to manage performance and targets.

· The council has commissioned external support to help drive improvements.  For example, from the Improvement and Development Agency and the Audit Commission.

· The development of a performance management framework for the Local Strategic partnership.”


This section of the Strategic and Best Value Performance Plan looks back at our achievements in respect of our approach to performance management in 2004/05 and provides details of some of the main elements of work ongoing in 2005/06 to further embed and improve performance management.

2.4.1 What has been said about our approach to performance management

	Document:
	Date issued:
	Comments made:
	How have we responded?

	Annual Audit and Inspection Letter
	December 2004
	· More consistency in the application of performance management across the Council

· Development of quarterly performance meetings so that they focus on the evaluation of progress towards delivering tangible outcomes rather than progress on service based performance indicators.

· Target setting needs to be more robust

· The role of Scrutiny in performance management needs to be further developed

· Performance information presented externally could be more effectively presented by demonstrating how improvements in quality of life are being achieved and where further action is being taken to tackle problem areas
	· Performance Management and Improvement Cabinet Working Group established which is addressing the issue of consistency in performance management

· Performance management Framework (PMF) system being implemented across the authority

· Balanced Scorecard being implemented across the authority

· “The Journey” issued to all staff in the authority confirming performance management principles.  Further issues scheduled.

· Balanced Scorecard will re-focus the priorities considered at all performance management meetings including the Quarterly Performance Evaluation meetings.

· All targets contained within the 2004/05 and 2005/06 Strategic and Best Value Performance plans were reviewed to ensure that they were/are challenging, yet realistic

· Recommendations from the Leach report (see Section 1) have been implemented.

· The content of the 2005/06 main and summary Strategic and Best Value Performance Plans now include reference to outcomes in respect of the impact of the services provided/enabled by the authority on people’s lives.




	CPA Pilot Report
	July 2004
	· Not yet built a culture of performance management

· Members not effectively involved in performance management outside Cabinet

· Track record in meeting targets poor

· Performance monitoring and inconsistent and weak information systems in some areas inhibit performance management

· Limited performance information for staff and stakeholders
	· “The Journey” issued to all staff in the authority confirming performance management principles.  Further issues scheduled.

· Performance management and Improvement Cabinet Working Group addressing the issue of an enhanced performance management culture across the authority.

· Performance management module now part of the First Line Managers Course

· E-learning performance management course being developed for all staff

· Training for senior and middle managers including action learning (Audit Commission) and Transform IN Salford (MBS)

· Balanced Scorecard will re-focus the priorities considered at all performance management meetings including Scrutiny Committees.

· All targets contained within the 2004/05 and 2005/06 Strategic and Best Value Performance plans were reviewed to ensure that they were/are challenging, yet realistic.

· Balanced Scorecard will assist in the identification of key priorities which will allow resources to be directed to aid the achievement of targets

· Balanced Scorecard will re-focus the priorities considered at all performance management meetings.

· PMF system will provide effective and consistent performance information at all levels

· PMF system will provide effective and consistent performance information

· SPIN database now web-based for access by all staff and stakeholders


2.4.2 Key performance projects in 2005/06

Our commitment to effective performance management across the authority has led to two major projects currently being developed corporately across the authority:-

(a)  Balanced Scorecard

One of the main difficulties which large and diverse organisations face is in determining and ensuring focus on priorities.  The Balanced Scorecard is a management system that enables organisations to clarify their vision and strategy and translate them into action.  The Scorecard approach requires organisations to determine their key priorities around 4 central themes:-

Internal processes perspective

Customer perspective

Learning and Growth perspective; and

Financial perspective

By focusing on the above 4 themes a “balance” of key objectives and indicators are developed to focus resource allocation and performance management.   When fully deployed, the Balanced Scorecard transforms strategic planning from an academic exercise into the “core” of the organisation’s work.

A project plan is in place which will see the development of scorecards at the corporate and directorate levels by the end of the summer, 2005.

(b)  Performance Management Framework (PMF)

Since November 2004, we have been working jointly (initially as part of an ODPM funded project) with a number of other authorities (Sefton, Angus, Tower Hamlets and St Helens) to develop a comprehensive performance management, IT based, system (PMF) which allows for the retention of information at various levels within the organisation (corporate, directorate, business unit and individual).  The system allows links to be made between the information held at the various levels thereby providing the “Golden Thread” – a clear demonstration between the objectives for the organisation at the corporate level, through the directorate and business unit levels and those set for individuals.

A further main feature of the system is that it provides a common format for the production of directorate and business unit level plans thereby providing a standardised approach across the organisation.  In addition, a common template is also contained within the system for undertaking employee appraisals and for the integration of risk management.

The PMF system will provide us with effective and comprehensive performance information at all levels of the authority which can be used to determine our performance towards the achievement of key priorities and the improvement of services for our customers.

The Balanced Scorecard is to be incorporated within the PMF system which will further assist in directing resources at our priority areas.  A project plan is in place which will see the PMF system fully “rolled out” by the end of the summer, 2005 inline with the project plan for the Balanced Scorecard.

































































































Jargon Buster?





What is the Audit Commission?





The Audit Commission is a government organisation which looks closely at how councils are being run to ensure that they are:-





Providing high quality services


Providing value for money


Accountable to our citizens


Treating people fairly and being a good employer





The Commission assesses councils against the above areas through regular audits and inspections.




















Jargon Buster





What is CPA?





CPA was introduced by the Audit Commission in 2002.  It is a process that brings together evidence of how well a council is performing from a range of sources.  It provides an overall categorisation for councils: poor, weak, fair, good or excellent.  This categorisation is produced by combining the scores for two specific aspects:-





how the council is run overall i.e. the corporate assessment


how the council’s main services perform i.e. the service assessment





Figure  ??





Jargon Buster!





What is an inspection?





The Audit Commission may decide to inspect the service that has been reviewed.  Inspectors visit us, look at our key documents and interview key officers, service users, councillors and partners and then give the service a rating of between 1 and 4 stars (4 stars being excellent).  They also provide recommendations and 


comment on the service’s prospects for improvement.





Jargon Buster!





What is an audit?





An audit is a formal inspection of a process that is carried out within the council.  We have our own internal audit department which carries out inspections of our internal processes, schools etc.  We also work in close conjunction with the Audit Commission’s local District Audit Service.





Jargon Buster!





What is Best Value?





The Local Government Act 1999 established a duty of Best Value for all councils.  This requires councils to seek to achieve continuous improvement by having regard to the efficiency, effectiveness and economy of their service delivery.





























Want to find out more?





If you want to know more about CPA, then telephone Stan Frost on 0161 793 2563 or contact stan.frost@salford.gov.uk










































































Want to find out more?





For more detail on what the Audit Commission have said, and a copy of the full audit and inspection letter, please contact Bev Hinks on 0161-793-3419.























The Audit Commission’s assessment of                      Figure ??
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How is Salford City Council performing?
Overall Performance weak

Salford City Council has been measured as weak i the way Performance against ther councils
that it serves its ocal peaple. The chart opposite shows what .
Share of councis also receved this rating.

‘We reached this overall rating by looking at

1. How Salford City Council is run: and
2. How Salford City Council's main services perform. -

Par Wk Far  Good Excalent

1. How i Salford City Council what progress has the council made in the last year?

Salford City Council continues to be a weak council

It has made improvements in several services over the last year. Refuss collection services have improved and recyciing
has increased. Effective working with partners has created more jobs and reduced teenage pregnancies and Smoking
ates. Burglary, robbery and car theft have aiso reduced and national fecognition has been awarded to housing benefit
and support for vulnerable peaple.

Education and chidren's social care are improving but progress is siow in some areas. For example, educational
attainment at secondary school level needs significant improvement and the number of children placed with foster carers
needs to increase. Housing has mproved from a low base and the city's new housing sirategy has attained the
‘govemment standards_ The councilfaces a major challengs in reconsidering how to finance the improvements needed to
‘achieve decent housing standards for all by 2010.

‘The council has improved the way it works through investmens in management systems and there are further plans o
strengthen this.

Based on Salford councif's current plans, the councilis well placed to improve the way it works and the services it
provides to local people.

In December 2002 Salford City Council recsived a measurement of 2 out of 4 for the way tis run.

2. How do Salford City Council’s main services perform?

We have assessed core service performance in the service.
‘areas shown alongside. Each service s scored on a scale from

1104, with 1 being the lowest and 4 being the highest o Cars )
Education and social care are given more importance in

reaching the overall service score than other areas.
Sosat cre e

‘Overall service performance 2 out of 4
rosng








