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Outcome Based Approach for Scottish Public Bodies
Joint Assessment of Progress Toolkit
1. Introduction
1.1
As outlined in the ‘Outcome Based Approach Working Guidance For Scottish Public Bodies, Supplementary Note’ issued in February 09, Sponsor Directors & DG Business Units, within Government,  are committed to working with Public Bodies to jointly review and assess progress on an Outcome Based Approach in order to identify how this process can be further refined and improved.
1.2
A broad process (set out in Annex A) has been endorsed by the Scottish Government Improvement Group (SGIG), by the Public Bodies Strategic Group and by Sponsor Directors and DG Business Units.  This is based around three broad principles:  
· being proportionate to the size and potential impact of public bodies; 
· recognising that the process of achieving outcomes is an evolving process with the achievement of some outcomes being medium/ longer term; 
· being a joint approach between Government and public bodies, with joint assessment of progress being a strong feature.

2. How does this translate?
2.1
There are two broad conderations in assessing progress of an Outcome Based Approach:

(i) The alignment of public bodies to the Government’s purpose targets and 
national outcomes


(ii) The collective contribution of ‘groupings’ or ‘clusters’ of public bodies 
working alongside Government and other key partners.  This is viewed as the 
natural evolution of an Outcome Based Approach and, as an approach, is 
already underway in relation to specific purpose targets or outcomes. 
2.2
The two are of course not mutually exclusive in that ‘collaboration’ is a key feature of alignment for individual bodies.

3. Demonstrating alignment
3.1
All the work that we do should aim to contribute to delivery of the Government’s Purpose through the achievement of the purpose targets and national outcomes set out in the National Performance Framework. Scottish Government Directors General have individual responsibility for a specified number of national outcomes and there is an identified Director champion for each purpose target. Scottish Government Directorates have business plans linked to the delivery of specified national outcomes and purpose targets. The Scottish Government has committed to publishing business planning information and preparation for this is in progress. The business plans of Divisions and Teams within Directorates, including the sponsor teams for public bodies, flow from the Directorate plans and ultimately connect with individual business objectives to allow a line of sight to the Government’s Purpose. 
3.2
As part of this process all public bodies should now have drafted a corporate or business plan which seeks to align the objectives, activities and outcomes for the body with the National Performance Framework.  While, in assessing progress towards an Outcome Based Approach, we will want to draw heavily on these plans, this is not the only source.  Sponsor Directorates, sponsor teams and DG Business units will have close knowledge of how bodies have sought to embrace and develop the process and will be best able to assess the starting point and any accentuating circumstances (e.g.) if a body has, or will be subject to, a merger under the simplification programme. 
3.3
The focus should be on ensuring that we consider progress 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 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.

3.4
There is an important role for Government to be working closely with bodies through its own business planning processes in meeting the above requirements:

a) Government can – working alongside bodies - play an important role in the delivery of targets and outcomes themselves.
b) Government can facilitate connections across portfolios to help bodies work collaboratively
3.5
There is an expectation that we will report progress to Ministers as a collective (and in turn Ministers may be held to account by Parliament and/or media) but this should be done on a proportionate basis and include a mix of quantitative and qualitative analysis.  We are, therefore, suggesting that in terms of reporting collectively we concentrate on those bodies with the greatest spend and who employ the largest number of people. Through a process of consultation with sponsor teams and DG business Units we have identified 18 bodies that fall into this category - listed at Annex A. 
3.6
While initial effort will be focused on these 18 bodies, we would encourage all Sponsor teams and DG Business Areas to, ideally, work with their bodies to jointly assess their corporate and business plans/processes using the assessment questions, listed at Annex B.  This process should enable bodies, working with Government to assess – on a consistent basis - their corporate/business plans and processes against the criteria outlined in the Supplementary Guidance note, issued in February 09, and to establish the extent to which these criteria have been addressed. While not being prescriptive about how this happens for individual bodies it would be anticipated that the end product has included senior level discussion between Fraser Figures and Agency CEs, and between SG Sponsor Directors and NDPB CEs to agree a version of the annex,  highlighting issues of concern, or identifying where further clarification or support is needed.
3.7
The joint-assessment information collated through Annex B, should be used to complete the RAG Assessment Profile at Annex C. This will help bodies to identify specific areas of plans/processes which may need to be reviewed to demonstrate the degree of progress being made towards an Outcome Based Approach.
3.8
As the primary analysis will be conducted by public bodies working with different parts of Government, it will not be possible to draw direct comparisons between their corporate and business plans/ processes. We are – in relative terms - in the early stages of an outcome based process, and any sort of ‘league table’ type analysis would impede what should be a process to identify progress to date, with an emphasis on stimulating improvement where this is identified.  The Public Bodies Policy Team would, however, have a role in gathering together and analysing the assessment for the most significant public bodies, at least the initial 18, listed at Annex A.  To facilitate this process it would be helpful if Sponsor Teams and Business units could return Annex C, when completed, to the Public Bodies Policy Team. This information will be collated and used to help resolve areas of common difficulty and enable good practice to be shared more widely.

3.9
An indicative timeline for this process is shown at Annex D
4. Development of clusters / groupings between Government and public bodies
4.1
One of the recurring features of developing an Outcome Based Approach is the critical nature of collaboration - between Government and Public Bodies, between bodies themselves and between bodies and other partners.

4.2
In developing an Outcome Based Approach it is suggested that the focus of this collaboration is on deepening the extent of collaboration and should increasingly be around two specific and linked themes:

(i) to more explicitly link the allocation of finance to the delivery of Purpose Targets and National Outcomes. The potential to explore the combined impact of strategic spending programmes across bodies and with Government e.g. the links, positive or otherwise, between funding programmes aimed at various life stages/ life events of a person or group.  

(ii) to discuss and agree the type of policies and types of interventions which can most effectively contribute (or may indeed detract) from the achievement of outcomes and targets.

4.3
The potential for connections between bodies is vast in pursuing purpose targets and national outcomes. It is, therefore, important that we concentrate on the most critical connections and exploit potential for collaboration between bodies with the most in common in pursuing specific targets or outcomes.  The key operational connections between bodies are best judged by the bodies themselves and there are numerous examples of this around specific outcomes or targets.

4.4
Much collaboration is already underway, some initiated by and involving Government, some at the initiative of bodies (e.g.) there are ‘family’ level meetings of DG’s, Directors and Chief Executive’s around specific targets or outcomes e.g. the Rural Affairs and Environment Portfolio family.  These are recognised in the following tables.  The groupings identified in the following tables might act as a useful basis to help take forward the next phase of an Outcome based approach.  They should not cut across existing groupings where they are working well.  Over time, fresh combinations or clusters may identify themselves as particularly appropriate groupings to support the achievement of specific outcomes or purpose targets.
Rural Affairs and Environment Portfolio Family
	Animal Health

	Cairngorm National Park Authority

	Crofters Commission

	Deer Commission for Scotland

	Forestry Commission Scotland

	Loch Lomond and Trossachs National Park Authority

	Scottish Environment Protection Agency

	Scottish Natural Heritage

	Advisory Committee on sites of Special Scientific Interest

	Fisheries (Electricity) Committee

	Quality Meat Scotland

	Royal Botanic Gardens, Edinburgh 

	Scottish Agricultural Wages Board 

	Macaulay Institute

	Moredun Research Institute

	Scottish Agricultural College

	Scottish Crop Research Institute 

	Sustainable Development Commission in Scotland

	Historic Scotland (DG Economy)


Justice and Communities Portfolio Family
	Lands Tribunal for Scotland

	Parole Board

	Risk Management Authority

	Police Complaints Commission for Scotland

	Scottish Charity Appeals Panel

	Scottish Legal Aid Board

	Scottish Criminal Cases Review Commission

	Scottish Law Commission

	Scottish Police Services Authority

	Accountant in Bankruptcy

	Scottish Court Service

	Scottish Prison Service

	Office Of the Charity Regulator


Education Portfolio Family
	Additional Needs Tribunal for Scotland

	Children’s Panels 

	Scottish Children’s Reporter Administration

	Scottish Social Services Council

	Scottish Funding Council

	Skills Development Scotland

	General Teaching Council for Scotland

	Learning and Teaching Scotland

	Scottish Qualification Authority 

	HM Inspectorate of Education

	Social Work Services Agency

	Scottish Commission for the Regulation of Care* (DG Health)

	Student  Awards Agency for Scotland 

	Disclosure Scotland


Strategic Forum - DG Economy led
	Scottish Enterprise

	Highlands & Islands Enterprise

	Visit Scotland

	Scottish Funding Council* (DG Education)

	Skills Development Scotland* (DG Education)


DG Economy - Arts, Sport, Culture and Performing Arts 
	Architecture and Design Scotland 

	Bord Gaidhig na h-Alba

	Historic Environment Advisory Committee for Scotland

	National Galleries of  Scotland

	National Libraries of  Scotland

	National Museums of Scotland

	Scottish Arts Council 

	Scottish Screen 

	National Archives of Scotland

	Royal Commission on the Ancient & Historical Monuments of Scotland 


DG Economy – Transport 
	Caledonian Maritime Assets 

	David McBrayne Ltd

	Highland & Islands Airport Authority 

	Mobility & Access Committee for Scotland

	Public Transport Users Committee for Scotland

	Transport Scotland

	Scottish Roadworks Commissioner 


DG Economy – Environment 
	Scottish Water 

	Water Industry Commission for Scotland 

	Drinking Water Quality Regulator 

	Waterwatch Scotland

	Scottish Environment Protection Agency – *(Also within DG Environment -RAE)


DG Economy - Governance Bodies and other more Specialist Bodies*
	Accounts Commission for Scotland


	Building Standards Advisory Commission 


	Local Boundary Commission for Scotland


	Scottish Local Authorities Remunerations Authority 


	Scottish Industrial Development Board


	Scottish Futures Trust


	Scottish Public Pensions Agency


	General Registers of Scotland


	Registers of Scotland


DG Health (Excluding NHS Special Health Boards)*  
	Scottish Advisory Committee on Distinction Awards


	Private Rented Housing Panel


	Mental Health Tribunal for Scotland


	Sportscotland


*Governance and more specialist bodies should consider how they might best connect with the provisional clusters identified above.
Annex A

Action plan for assessing public body engagement and performance against an outcome based approach
STEP 1 – IDENTIFY


(Apr – Mid May 09)



STEP 2 – ASSESS


(May  - Early Jun 09)


STEP 3 – FEEDBACK

(Mid May – Jun 09)





Annex A (cont’d)

OUTCOME BASED APPROACH, PUBLIC BODIES – PROPORTIONATE APPROACH

As a starting point - to focus on bodies with the greatest impact on NPF suggest that bodies which employ more than 500 staff and/or account for expenditure in excess of £50m (grant-in-aid and associated income).  From initial research the following 18 public bodies would all meet one or both of these criteria (not accounting for Health Bodies):

Executive Agencies                         

· Scottish Prison Service           

· Scottish Courts Service            

· Historic Scotland                        

· Transport Scotland                            
Public Corporations

· Scottish Water                          

· David MacBrayne Ltd                  

Executive NDPBs

· Scottish Enterprise  

· Scottish Legal Aid Board                   

· Scottish Police Services Authority    

· Skills Development Scotland      

· SEPA                                           

· Scottish Natural Heritage             

· Care Commission 
              

· Visit Scotland                                

· Scottish Qualifications Authority  

· Highlands and Islands Enterprise  

· Scottish FHE Funding Council

· Scottish Arts Council

In addition there would be a need to recognise the specific role of bodies undertaking a scrutiny and improvement role in the delivery of outcomes.  The precise role – and the support required to help their engagement in outcome based approaches – will need to be developed further.
ANNEX B
Outcome Based Approach:  Joint Assessment Checklist
The questions within this checklist should be used to assess the degree to which the Corporate and Business Plans and/or associated processes meet the 7 criteria set out below. The Notes column should be used to record examples of evidence, good practice, areas which need strengthened.
	Criteria 1 -  Strategic Focus on Outcomes 
	No
	Partially
	Yes
	Notes

	Does the plan/process clearly focus on the National Outcomes and Purpose Targets as set out in the National Performance Framework?
	
	
	
	

	Are National Outcomes 14 & 15 included in the plan/process?
	
	
	
	

	Has the body sought to align with a realistic number of manageable and meaningful National Outcomes? (this should be proportionate to the size and function of the body).
	
	
	
	

	Given the nature of the body’s activities are there connections to any National  Outcomes or Purpose Targets that you would expect to see that are missing?
	
	
	
	

	Criteria 2 - Evidence Based
	No
	Partially
	Yes
	Notes

	Are the selected National Outcomes supported by robust measurable indicators?
Please state which if any are National Indicators?


	
	
	
	

	Where appropriate, are targets stated – either direct or as proxies - which show sufficient contribution towards National Outcomes and Purpose Targets?
	
	
	
	

	Does the plan/process reflect the substantive progress that the body is making towards the achievement of National Outcomes and Purpose Targets and clearly show how this helps to deliver the Governments Purpose?
	
	
	
	

	Does the plan/process describe why the body has decided upon a particular set of actions, the impact that these actions will make and how these actions link to specific National Outcomes?
	
	
	
	

	Criteria 3 - Collaboration (Including SOA engagement)
	No
	Partially
	Yes
	Notes

	Does the plan/process indicate the nature of the relationships that the body has built with its partners (including the third sector) and how effective these relationships are in the pursuit of National Outcomes and Purpose Targets?
	
	
	
	

	Does the plan/process indicate how the body – if relevant - has integrated with relevant Local Authorities and CPP through the Single Outcome Agreement process and how effective this integration is in the pursuit of National Outcomes and Purpose Targets?
	
	
	
	

	Does the plan/process demonstrate how the body’s collaborative partnerships bring out the interdependencies between activities and of key spending programmes in pursuit of National Outcomes and Purpose Targets?
	
	
	
	

	Criteria 4 - Capable of Delivery
	
	
	
	

	Does the plan/process show a clear line of sight to supporting plans and activities, including the necessary finance and other resources to deliver against the National Outcomes and Purpose Targets?
	
	
	
	

	Criteria 5 - Continuous Improvement
	No
	Partially
	Yes
	Notes

	Does the plan/process describe a commitment to deliver improved and more responsive services, including a commitment to achieve better value for money? 
	
	
	
	

	Does the plan/process outline mechanisms for reviewing and improving existing partnership arrangements and resource deployment – including through the Single Outcome Agreement process where relevant - to enhance the body’s contribution to the National Outcomes & Purpose Targets?
	
	
	
	

	Criteria 6 - Sharing Good Practice
	
	
	
	

	Does the plan/process demonstrate how the body intends to capture and share good practice, to learn lessons from an outcome based process, and to help strengthen and develop the quality of subsequent plans?
	
	
	
	

	Criteria 7 - Equality
	
	
	
	

	Does the plan/process demonstrate how the body is taking statutory equality requirements into account, including Equality Impact Assessments.
	
	
	
	


ANNEX C
Outcome Based Approach – RAG Assessment Profile
Using the joint-assessment information collated through Annex A, this template should be used to classify the overall progress against an Outcomes Based Approach and identify those areas where good practice has been applied or where further development work is required.
	Classification

Key for Govt / body use only
	RED
	Little or no progress

	
	AMBER
	Some progress

	
	GREEN
	Good progress 


	Public Body
	


	Assessment Criteria
	Classification (RAG)
	Aspects of Good Practice
	Action / Further Development Work Required 

	1. Strategic Focus on Outcomes
	
	
	

	2. Evidence Based
	
	
	

	3. Collaboration (Including SOA engagement)
	
	
	

	4. Capable of Delivery
	
	
	

	5. Continuous Improvement
	
	
	

	6. Sharing Good Practice
	
	
	

	7. Equality
	
	
	


	Classification

Key for Govt / body use only
	RED
	Little or no progress

	
	AMBER
	Some progress

	
	GREEN
	Good progress 


Please return to stuart.low@scotland.gsi.gov.uk in the Public Bodies Policy Team by 5th June 2009.
ANNEX D
Indicative Time Line for Assessment Process

	When
	What
	By Who

	
	
	

	31st Mar
	All Corporate / Business plans submitted
	Public Bodies

	
	
	

	1st Apr– 15th May
	Key bodies and clusters identified
	Sponsor Teams / DG Business Units / Public Bodies Team

	
	
	

	1st May – 22nd May
	Joint assessment of alignment, collaboration, and engagement
	Sponsor Teams / DG Business Units / Public Bodies

	
	
	

	25th May – 5th Jun
	Review & re-assessment where necessary
	Sponsor Teams / DG Business Units /Public Bodies

	
	
	

	25th May – 5th Jun
	Return RAG Assessment Profile (Annex C) to Public Bodies Policy Team
	Sponsor Teams / DG Business Units

	
	
	

	8th Jun – 30th  Jun
	Learning & good practice workshops

	Public Bodies Team to coordinate



	
	
	

	1st Sep – 30th Sep
	Review of progress on clusters
	Sponsor Teams / DG Business Units / Public Bodies Team

	
	
	

	1st – 15th October
	Performance Management Event
	Public Bodies Team to coordinate and deliver with Public Bodies


DG Business Areas /Sponsor Directorates to identify key Public Bodies that will make the most significant contribution based on:


Those bodies most likely to make the greatest impact on the NPF (e.g. over 500 staff and/or excess of £50 million expenditure annually) – see overleaf


Public Bodies most engaged / influential within SOA hierarchies


Clusters or groupings of bodies where there are clear inter-dependencies in pursuit of purpose targets and outcomes











...using 3 central requirements of guidance





DG Business Areas /Sponsor Directorates working with bodies to jointly assess the degree of Alignment, Collaboration, and Engagement (with SOAs), exhibited by Public Bodies, based on:


existing evidence


Preparation and submission of Corporate & Business Plans.


This assessment should be based on the following criteria (set out in Supplementary Note to Guidance, Feb 2009):


Actual Outcomes


Strategic Focus


Evidence Based


Nature of Collaboration (accounting for any ‘clusters’)


Capable of Delivery


Continuous Improvement


Sharing Good Practice


Equalities





Collect examples of good practice and identify areas for further development by DG family or by clustering round a specific Purpose Target or National Outcome. 


Add commentary and learning points to self assessment to act as a basis for forward action





Sharing Good Practice across DG families (respective Directorates and Public Bodies) and across purpose targets and outcomes.


Facilitated by Strategy and Ministerial Support Directorate (Public Bodies Policy / Performance / Analytical Services)


Other areas / clusters


Public Bodies Policy Team
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