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1.
Background context
1.1
The development of an ‘outcomes focused’ approach to public service delivery presents a major challenge in terms of how public sector performance is measured, assessed and managed.
1.2
In particular, the shift from the traditional measurement of inputs and outputs to a clear focus upon the achievement of outcomes will require the development of new outcome-focused indicators and performance management frameworks.
1.3
Local government, Community Planning partners and the Scottish Government recognise that the scope of local outcome indicators will require to evolve over time in order to support the ongoing development of Single Outcome Agreements (SOAs) and of the performance management frameworks which will support their delivery.
1.4 Following discussion at a COSLA/SOLACE meeting, it was agreed that local government should take the lead in improving the local approach to outcome measurement.  The ‘Improving Local Outcome Indicators’ project will, therefore, be led by SOLACE and facilitated by the Improvement Service.  In undertaking the work, COSLA/SOLACE were keen to ensure that the project will engage a wide range of stakeholders who have an interest in SOAs.  Accordingly, the project will be designed to encourage input from across Local government, Scottish Government, Community Planning partners, professional associations, consumer bodies and other relevant stakeholders.

1.5 The issue of improving local outcome indicators is one that all 32 Community Planning Partnerships (CPPs) will require to address.  By undertaking the work on a co-ordinated basis through this project, the intention is to facilitate an efficient and effective solution, which will be of practical assistance to all CPPs
.

2.      Project Aim and Objectives
2.1 The overall aim of the project is to review and further develop local outcome indicators, to address issues around the availability of useful and robust data at a local level and to consider the wider related issues regarding the assessment of outcomes.
2.2 Following consultation across local and central government, version 3 of the ‘menu of local outcome indicators’ was published in December 2008 to complement and support the SOA Guidance.  The immediate priority and initial focus of the project will be to further refine and strengthen the menu.   It is intended that this work will assist local CPPs with:-

· rationalising the large number of indicators contained in the existing SOAs;

· promoting good practice by identifying the most robust and relevant indicators for use in assessing progress against local outcomes; 

· reviewing the requirement for the development of new outcome indicators: and

· reviewing the requirement for new or enhanced data sources.
2.3 In addition to this prime objective, the project will also consider the need for progressing work in a number of related areas, such as:-

· data management; 

· analytical capacity;
· contribution analysis
; and
· the development of outcome-focused evaluation methodologies.
2.4 A fundamental principle of the project is that it will be focused on delivering practical and useful outputs, which will be of direct relevance to CPPs and which will assist them in developing, delivering and managing their SOAs.

3.
Project Governance
3.1
A Project Board will be established to oversee the delivery of the project.
3.2 The main role of the Project Board will be to ensure senior level buy-in, to provide overall strategic direction and to assist with championing the work of the project.
3.3 Project Board membership will be drawn from across the major stakeholders involved in the SOAs.  Appendix 1 sets out the proposed membership.
3.4 A summary of the key responsibilities of the Project Board is set out in Appendix 2.
3.5 As the project is a SOLACE-led initiative, the Project Board will be chaired by a member of SOLACE.
3.6 A Co-ordination Group will report into the Project Board and that Group will be charged with progressing the detailed work of the project.
3.7 Proposed membership of the Co-ordination Group and an outline of its key roles and responsibilities are set out in Appendix 3.
4.       Policy Area Themes to be covered by project

4.1 The intention is that the project will develop and refine outcome indicators for each of the main policy areas that feature in SOAs.

4.2    Appendix 4 sets out the policy areas that will be covered by the project.

4.3     Project Board members are asked to consider and agree the proposed policy area coverage, highlighting any amendments deemed necessary.
5.      Communications Strategy
5.1     As indicated in the ‘Background context’ section, there is a desire to ensure that the project is undertaken in an inclusive manner, drawing upon expertise that exists across a wide range of policy themes and sectors.  The project will include seeking input from stakeholders such as professional associations, regulatory bodies, existing statistical networks, policy-makers, local authorities, Community Planning partners and Scottish Government.
5.2 Consumer interests will be encouraged to input to the project through the wider consultation mechanisms.  They will also be represented through linkages to a joint IS / Consumer Focus Scotland project, which is concerned with improving the efficiency and effectiveness of customer satisfaction and experience feedback mechanisms.

5.3 It is also recognised that there is likely to be significant widespread interest in the work of this project and demand for information on the project’s progress and outputs.
5.4 A balance will require to be struck to ensure that meaningful input can be obtained from a wide range of stakeholders, whilst ensuring that the project remains focused and manageable.
5.5 It is proposed that an early task of the Co-ordination group will be to flesh out a detailed communications plan, the delivery of which will:-

· Communicate the key aim and objectives of the project to a wide audience;

· provide an opportunity for stakeholders to contribute to the project;

· facilitate access to up to date information regarding issues identified and overall progress of the project; and
· provide a mechanism for the efficient and effective communication of the project outputs.
5.5
The intention is to utilise a range of mechanisms and technologies in order to facilitate efficient and effective communications regarding the project.  This is likely to include developing an online Community of Practice.
6.      Project Plan
6.1    The broad approach for developing and refining the menu of local outcome indicators is set out in Appendix 5.

6.2
The detailed methodology and plan will be developed by the project Co-ordination Group.

6.3
The range of issues relating to other related aspects of the project (as outlined in 2.3 above) will be considered by the Co-ordination Group once the main work on indicators development is underway.  Proposals for addressing these wider issues will be brought to the Project Board.
7.      Project Outputs and Timescales

7.1
The first main output of the project will be an updated Menu of Local Outcome Indicators.  This will be produced as a result of the approach outlined at 6 above.  The planned publication date will be the end of October 2009.
7.2
It is noted that the timescale for delivering this key output of the project is ambitious and challenging.  The delivery of a high quality output within this timescale will depend upon the full cooperation and participation of stakeholders.

7.3
It is further noted that the updating of the menu of local outcome indicators will be iterative and additive in nature.  As such, there is likely to be continuous refinement, rather than there being a fixed point at which a ‘perfect’ menu is established.  It is considered, however, that the work undertaken in producing the October 2009 update will result in a substantive improvement of the current draft.   
7.4
Proposed outputs and timescales for other related aspects of the project (as outlined in 2.3 above) will be brought to the Project Board for discussion in due course and once there has been an opportunity to consider more fully the issues and requirements. 

8.
Resource Requirements
8.1
The intention is to carry out as much of the work as possible by drawing upon the resources of partners that are involved in the development and delivery of SOAs.
8.2 The project is a SOLACE initiative, which will be facilitated / co-ordinated by the Improvement Service.

8.3 Staff from the Scottish Government’s (SG) Office of the Chief Statistician / Analytical Services Divisions will play a critical role in supporting the project.  This will include involvement in the Project Board and Co-ordination Group.  It will involve sharing knowledge of available data and best practice, input of technical expertise in assessing data robustness and evaluating proposals for new / enhanced indicators / data sources, as outlined in Appendix 5.

8.4 The Co-ordination Group will have responsibility for ensuring that the project methodology is applied consistently across policy themes and is undertaken in an open and consultative manner.  The skill set requirements of those involved in the Co-ordination Group will need to strike a balance between project management expertise and technical expertise.
8.5 The Co-ordination Group will also require to ensure that there is appropriate input from experts across each of the main policy themes.  Indeed, the success of the project, will be dependent upon achieving input from a wide range of stakeholders, across the policy themes and sectors.  This will occur through a combination of face-to-face and online consultation, as well as through involvement in workshops.  It is expected that colleagues from across the full range of stakeholders will be willing to give freely of their time and input their views and expertise to the project.
8.6 It is anticipated that any resource requirements such as use of venues, catering for workshops, etc will be made available through the goodwill of partner organisations and without the need for specific financial contributions.
8.7 Whilst adhering to the broad principle of utilising existing resources, the Co-ordination Group will consider whether there is a sound business case for commissioning bespoke, specialist consultancy support to aid certain aspects of the project.  The Group will also consider potential funding sources for such work, if required.  Where appropriate, such decisions will be brought to the Project Board for discussion and approval.
9.
Risk Management
9.1     It is recognised that a number of strategic and operational risks are inherent in undertaking a project of this nature.  
9.2 Appendix 6 includes an initial summary risk register, outlining the major risks associated with the project, responsibility for managing these risks and the steps that will be taken to mitigate against them arising.
9.3 The Risk Register will be reviewed on a regular basis to ensure any risks affecting the project are kept up to date and relevant and that appropriate action is taken.
10.
Project reporting and sign-off
10.1
The Project Board will receive progress updates at regular intervals from the Co-ordination Group.

10.2
Each of the key outputs of the project will be presented to the Project Board for sign-off prior to them being published in final format.
Recommendation

Members of the Project Board are asked to:-
1.) agree the main objectives, outputs and timescales of the project, as set out in this paper;
2.) agree the membership and role of the Project Board;
3.) agree the membership and role of the Co-ordination Group;
4.) agree the main policy areas to be covered by the project; 
5.) agree the broad project plan for progressing the main initial task;
6.) agree the reporting and sign-off proposals, as set out in the paper;
7.) note that further progress reports will be submitted to the Project Board in due course; and
8.) agree that a brief summary of the work of this project be reported to the Concordat Oversight Group.
Appendix 1
Improving Local Outcome Indicators Project
Membership of Project Board

	Name
	Representing
	Position
	Organisation

	David Hume
	SOLACE (local Authorities)
	Chief Executive
	Borders Council

	David Martin
	SOLACE (local Authorities)
	Chief Executive
	Renfrewshire Council

	Keith Yates
	SOLACE (local Authorities)
	Chief Executive
	Stirling Council

	Jon Harris

	COSLA (local Authorities)
	Strategic Director
	COSLA

	Mark McAteer
	Improvement Service
	Director


	Improvement Service

	Rob Wishart
	Scottish Government
	Chief Statistician
	Office of Chief Statistician / Analytical Services, SG

	Mary McAllan


	Scottish Government
	Head of Division
	Public Service Delivery Division, SG

	Tim Davison
	NHS


	Chief Executive
	Lanarkshire Health Board

	Colin Menzies

	ACPOS
	Assistant Chief Constable
	Grampian Police

	David Wynne
	CFOAS


	Chief Fire Officer
	Dumfries & Galloway Fire Service

	Julian Taylor
	Enterprise Agencies

	Senior Director
	Scottish Enterprise

	Tina Yule
	Audit Scotland


	Local Government Improvement Advisor
	Audit Scotland



	Mark Batho
	Scottish Funding Council
	Chief Executive
	Scottish Funding Council

	Gordon McGuiness
	Skills Development Scotland
	
	Skills Development Scotland

	Roddy Fairlie
	Scottish Natural Heritage
	Director Operations
(South Scotland)
	Scottish Natural Heritage


Appendix 2
Improving Local Outcome Indicators Project
Role of Project Board
The main role of the Project Board will be to ensure senior level buy-in, to provide overall strategic direction and to assist with championing the work of the project.  This will include:-
· agreeing the overall scope of the project;
· agreeing key outputs and timescales for delivery;

· agreeing the broad project methodology / plan / work programme;
· agreeing the broad membership and role of the Co-ordination Group;
· ensuring that the project is properly co-ordinated and resourced;
· adjudicating on any contentious issues identified throughout the project;
· championing the project within Project Board members’ respective communities to help ensure widespread buy-in to the project and its outputs;

· where required, lobbying to build support for any agreed changes that are considered necessary to enhance the availability and robustness of data;
· agreeing progress reports to be submitted to the Concordat Oversight Group; and
· signing-off and agreeing publication / dissemination arrangements of the final outputs of the project.
Appendix 3

Improving Local Outcome Indicators Project
Membership and role of the Co-ordination Group

Membership

The project co-ordination group will be chaired by the Improvement Service, which is acting as SOLACE’s lead support in co-ordinating the project.   Other core members will include representatives of local government, Scottish Government and Audit Scotland.  In addition, the group may co-opt individuals from other partner agencies, as required.

Initial Membership
· Andrew McGuire, Improvement Service (Chair)

· Dette Cowden, Scottish Government

· Sara Grainger, Scottish Government

· Beth Hall, Audit Scotland

· Neil Craig, NHS Health Scotland

· George Cordiner, ACPOS

· Bob Stead, LARIA (West Lothian Council)
· Coryn Barclay, Fife Council
Role

The Co-ordination Group will be responsible for:-

· Developing the detailed design of the project;

· Developing a work programme and project plan, which will focus on improving outcome measurement in each of the main policy themes.
· Developing a communications strategy / plan;

· Facilitating input from relevant stakeholders in each of the  outcome theme areas identified, including participants from professional associations, regulatory bodies, existing statistical networks, policy-makers, local authorities, Community Planning partners, Scottish Government and other key stakeholders, in order to identify areas where new / refined outcome indicators / data sources would be desirable;

· Ensuring consistent application of project methodology across all policy themes;

· Ensuring linkages are made across policy themes on cross-cutting issues;

· Exploring the feasibility and resources involved in developing new outcome indicators/ data sources;

· Reporting progress to the Project Board;

· Making recommendations to the Project Board in relation to the development of outcome indicators / data sources; and
· Developing thinking and bringing forward proposals to the Project Board for addressing each of the main issues identified in section 2.3.

Improving Local Outcome Indicators Project           Appendix 4
Policy Area Themes to be covered by Project
	Policy theme


	Key issues within theme
	Purpose Targets / NOs covered

	Economic 


	This will cover areas such as economic development, business start-up, business growth, sectoral development, employment, adult education & training, infrastructure (incl transportation).

	Economic Growth, Participation and Productivity Purpose Targets;

NOs 1,2 and 3: 

· We live in a Scotland that is the most attractive place for doing business in Europe; 

· We realise our full economic potential with more and better employment opportunities for our people;

· We are better educated, more skilled and more successful, renowned for our research and innovation.



	Children and Young People


	This will cover areas such as early years and pre-school education, educational attainment, maximising the potential of individual children, children’s health, child safety, support for families and children and child poverty


	NOs 4, 5 and 8: 

· Our young people are successful learners, confident individuals, effective contributors and responsible citizens;

· Our children have the best start in life and are ready to succeed;

· We have improved the life chances for children, young people and families at risk.



	Health and Social Care 


	This will cover areas such as health improvement, health inequalities and quality of life.

This will also cover areas such as community care
	Population Purpose Target;

NO 6:

· We live longer, healthier lives.



	Policy theme 


	Key issues within theme
	Purpose Targets / NOs covered

	Inclusion / Tackling inequalities


	This will cover addressing social and economic inequalities across all policy areas
	Solidarity Purpose Target;

NOs 7 and 13:

· We have tackled the significant inequalities in Scottish Society;

· We take pride in a strong, fair and inclusive national identity.



	Community Safety 


	This will cover areas such as crime, road safety, fire safety, home and community safety, anti-social behaviour and quality of life

	NO 9:

· We live our lives safe from crime, disorder and danger.



	Community cohesion
	This will cover areas such as neighbourhoods, amenities and community participation.  It will also include overall quality of life / happiness.
	Cohesion Purpose Target;

NOs 10 and 11:

· We live in well designed sustainable places where we are able to access the amenities and services we need.

· We have strong, resilient and supportive communities where people take responsibility for their own actions and how they affect others;

	Environmental 


	This will cover areas such as waste management, ecological footprint, energy consumption, housing, transport, biodiversity and townscape.

	Sustainability Purpose Target;

NOs 12 and 14: 

· We value and enjoy our built and natural environment and protect it and enhance it for future generations;

· We reduce the local and global environmental impact of our consumption and production.


	Policy theme 


	Key issues within theme
	Purpose Targets / NOs covered

	Cultural
	This will cover areas such as Arts, Culture and Sport.
	NOs 7, 10 and 13

· We live in well designed sustainable places where we are able to access the amenities and services we need.

· We have tackled the significant inequalities in Scottish Society;

· We take pride in a strong, fair and inclusive national identity

	Public Services


	This will cover responsiveness, etc of public services.
	NO 15
· Our public services are high quality, continually improving, efficient and responsive to local people’s needs.




Note
Inequalities.  It is proposed that inequalities be addressed under each policy theme, as a cross-cutter.  In addition, however, it is proposed that inequalities is also considered as a stand-alone issue.  This proposed dual approach is designed to reflect the relative importance that has been given to addressing inequalities across the SOAs. 
Appendix 5

Improving Local Outcome Indicators Project
Outline Project Plan / Methodology for Developing Outcome Indicators

Summary overview of key stages 
(To be conducted for each of the main policy areas)

Phase 1 (now until Oct 09)
· Desk research:-

· Review of status quo regarding existence of robust outcome indicators for each of the main policy areas.

· Consider removing / replacing unsuitable indicators.

· Consider addition of other suitable indicators identified as high quality, based on existing available data.

· Provision of improved metadata on all indicators included in the menu (e.g. precision and accuracy estimates, risks to quality; geographic availability; equalities groups availability).
· Assessment of current gaps / areas of weakness and initial consideration of solutions. 

· Initial assessment of good practice identified from elsewhere.

· Initial status report produced from above and presented to Project Board.
· Identify and consult with key stakeholders across each policy theme
(Likely combination of face-to-face interviews, online consultation and consultation workshops).
· Assess technical feasibility / resource implications of potential new indicators/data sources.

· Publication of updated menu (Oct 2009)
Phase 2 (Nov 09 – Spring 2010)
· Prioritisation of gaps.
· More detailed consideration / analysis / costing of potential solutions re gaps.
· Report to Project Board on recommended solutions.

    
Improving Local Outcome Indicators Project                                              Appendix 6
Summary Risk Register outlining main risk areas identified
	Risk 

No.
	Risk Description
	Risk 

Probability

(H/M/L)
	Risk Impact

(H/M/L)
	Risk Reduction Measures
	Risk

Owner

	1
	Failure to achieve buy-in to project aims / outputs across key organisations within public sector.
(incl. risk of not taking opportunity to address fundamental questions regarding most appropriate outcomes/indicators surveys)
	L
	H
	· Formation of Project Board involving senior executives from main sectors.
· Implementation of project Communications Strategy.
· Encouragement to Project Board members to disseminate info / advocate for project across their sector.
· Inclusive nature of project methodology providing multiple opportunities for widespread input.
	Project Board

	
	
	
	
	
	

	2
	Failure to marshal sufficient resources to enable project aims to be delivered within required timescale and to acceptable quality standard.

	M
	H
	· Discussions with SG regarding staff resource input from ASD / OCS, etc.

· Discussions to be undertaken with other key stakeholders regarding input to project.

· Co-ordination Group to assess any potential funding requirements (i.e. in addition to in-kind contributions to be made by partners).
· Communications strategy encouraging partner organisations to participate in project.
	Project Board  (advised by Chair of Co-ordination Group)

	Risk 

No.
	Risk Description
	Risk 

Probability

(H/M/L)
	Risk Impact

(H/M/L)
	Risk Reduction Measures
	Risk

Owner

	3
	Failure of Co-ordination Group to meet work package commitments in terms of quality/ quantity / timescales.

(Also linked to 2 above - resources)
	M
	H
	· Ensuring key individuals are recruited onto co-ordination group with requisite skills, contacts, time and commitment to ensure delivery. 
· Emphasising hands-on nature of Co-ordination Group when finalising nominees.

· Development and management of detailed workplan, specifying resources, milestones, etc.

· Ensuring strong link to Project Board via discussion with Chair and regular update reporting.
	Chair of Co-ordination Group

	
	
	
	
	
	

	4
	Range of potential data challenges (e.g. creating inconsistencies in data time series through refinement of indicators; Resource implications of new surveys, larger samples; unwillingness of survey owners to adapt survey questions, etc.)

	M
	M
	· Co-ordination Group to assess issues as they are identified.

· Where required, issues to be escalated for Project Board consideration.
	Project Board  (advised by Chair of Co-ordination Group)

	5.
	Failure to take this opportunity to significantly transform the use of policy indicators to encourage more effective working and achievement of outcomes.
	M
	M
	· Ensuring high level and widespread buy-in to project  (per 1 above)
	Project Board


� For the avoidance of doubt it is noted that the final decision regarding selection of indicators for use within an SOA will remain a matter of choice for each individual CPP.





� Contribution analysis is a technique that can help to articulate and aid understanding of the causal linkages between the inputs, activities, outputs and outcomes associated with any area of policy.  The analysis applied in contribution analysis can help to tease out the relationship between, short, medium and long-term outcomes.  It can also help to clarify the most relevant indicators and targets for use in measuring progress in achieving desired policy outcomes.





� It is noted that, by necessity, the refinement of the menu of indicators is likely to be an iterative and additive ongoing process.  This project aims to significantly drive improvement / refinement of outcome indicators over a relatively short term, whilst recognising that continual ongoing refinement will be required over the longer term.
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