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Introduction

h@SN) GKS fFad FS¢ @SINBRZ FGGSYLWia G2 RNAGS dzl) &l
a period of substantial reform. The aim is to improve public service performance by creating a
cleaer, simpler and more effective public sectthiat addresses socioultural, economic, and

political changes. While there is widespread agreement that reform and improvement are needed,

there is less agreement on how this can or should be achieved.

The am of these two halfday workshog was to exploresome of the insights that have started to
emerge from the Economic and Social Research Cq&8iRublic Services Programme and to

9 bring together policy makers, practitioners and academics to explore and digbes
meaning and value of these insights for Scottish policy and practice contexts.

1 provide a forum for networking amongst the different stakeholders involved in, and affected
by public services reform.

The workshop took place in Edinburgh on Septembéd™, 2008.They formed part of the ESRC

tdzof AO { SNBAOS t NRPINIYYS NBaSINOK LINRP2SOG Wt dzof ;
YR Cdzii dzNB t NP & LIS O {l1%897-0619){ Additional $e$oBrbS yiedeSprovided by

GKS {02 dA aKPublic23818idel/ReBry (DeEtorate and the University of Edinburgh
Business School.

The programme for the day revolved around four presentations masessions of focused group
discussions. The issues addressed in the presentations were:

1 What can be leart from the divergence in performance testing regimes between the
different countries in Britain?

1 Does the third sector deserve its reputation for innovation? How might government
maximise its impact?

1 The evidence on public service performance, citizen asdr satisfaction, and public
expectations?

T  Why do policy makers fail to see their policies implemented?

Copies of the programme and presentations are provided in appendizeandtwo.

¢CKS LINBaSydalridAazyaQ GKSYSa Iy Rweie KiSh Winkdollofigy y OS (2
guestions that formed the basis for the group discussions:

1 How can performance management regimes best enhance the delivery of public services in
Scotland?

1 What should be the appropriate role of the third sector for puldiervices reform in
Scotland?

1 What are appropriate ways for fostering innovation in the public services?

Does satisfaction with public services matter? Why? How?

f What are thebroaderA YLIX AOF A2y & FNRBY {(2RI&8Q& 62NJ] aKz2L.
agenda irScotland?

=
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This reportoutlines the content of and insights from the group discussions and is organised
accordingly.

The views expressed in this document are those of individual participants and do not necessarily
reflect those held by any of the organiigms represented on the day or involved in the organisation
of the workshop.

How can performance management regimes best enhance
the delivery of public services in Scotland?

Assumptions underlyingand factors driving performance management
regimes

1 Whilethere appears to be a widespread perception that performance management regimes
are both a way of assessing service delivery and a way of improving services, there needs to
6S I Ot SINBNJ RAAGAYOGA2Y 0683688y &ASNDAOS
iYLINEGSYSy il 6WgKI (. ThedKsbouldirbt b& bised JsigfcRangeably
Scrutiny and performance assessment as control meishas provide a sense of comfort:
they highlight the importance attributed to issues of quality and standards in the plgnni
management and delivery of public services. However, they should not be confused with
improvement. There is a danger that due to the implicit assumptions of such regiraes
Wy SSR FT2NJ 02y i NRf QX ¢ theF inight aaNByQstiflginvdvaddn lal| 2 F
improvement.

1 Performancemanagement regimes can give a false sense of sedtititye indicators used
are not meaningfyl or irrelevant. For examplethe timeliness of data publicatioby a
service organisatiodforms part of its overall pedrmance However,there might be no
relation between timeliness anthe actualquality and/or relevance of thgublisheddata.

1 From a legal perspective, performance regimes can be perceived as atatnphifting
responsibilitiesq and potentialy blame¢ down the service delivery chairwith each party
trying to cover itself against any accusations of wrongdoings. This in turn can impact on
collaborative service arrangements and stifle innovation.

The experience and impact of performance managementmegi

1 There is a feeling thahere existtoo many and too complex accountability arrangements
They penetrate all levels of service delivery and include both sspecific and crossector
performance management regimeSor example, organisationgithin the education sector
mightbe accountable to well over 15fifferent professional bodies.

91 Due to he plethora, burden, anccomplexityof performance management regimes

o there are serious concerns about the amount of resourcesed up by such
arrangements
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o there is not always enough time to address issues of concerns that faoise
scrutiny.

0 there is a danger that the whole approach turns into a mere ritirsdtead of
addressing existing shortcomings and improving future service delivery, the focus
canquickly shift to one of simply ticking boxes.

0 regimes can conflict with other cagisational responsibilitieslt is difficult to
balance and managhese

o0 there is a danger of indicator replication betweeifferent regines.

1 Thereare terminological concens. b 2 G A2y a &adzOK & WOI differev yI 3SY
meanings between sectors and/or regimethis can result in confusion mongst the
assessed partieJhere isalsoaR I Y3 SNJ 2 F WwWO2 YLIJI NAR y Bokigkatthe | | Yy R
insights that emerge &m different sectors oare provided by differentegimes.

1 There are worrieghat performance management regimes can have a negative impact on
organisational relationships both within and across different sectors.

0o While there exists a need for checkingdaensuring proper service delivery,
performance management regimes should not lead to mimanagement.

0 ¢KS LINBaadzZNBE G2 LISNF2NY FyR SaaSydaalffe
other parties involved in the delivery of services might undermindabolative,
horizontal working arrangements.

0 There are questions on how different partners in service delivery contribute to the
quality of a service and how this is reflectedthe evaluation thereof. Of special
concern was the question of how voters IWibld community planning partnerships
responsible for the performance in relation to single outcome agreements

0 There is afkar factoassociated with performance management reginagsl the
continuous unreflectivefocus on changeperiods of stabilityare often missing and
new arrangements are not given a chance to settle

How can performance management regimes be improved?

1 There was a feeling that there is a need for
0 accessible communication to clarify
A the aim of a performance management regime,

how it sits in relation to other responsibilities such as citizen focus,
how the regime will be applied,
how the regime will be utilised, and
how the regime will impact on future service delivery.
o Y2NB GAYS (2 WwWadz2L) IyR (kdeylQ F2tft26Ay3 |
o applying contexspecific, broad sets of indicator§hese shouldncorporate both

Wi I Na$softerCevidencesuch asWa (i 2 NJoSW d2a § NO RSP LIS A SWwEIZNS

that measurement is meaningtul
0 extended public consultain on the interpretatior2 ¥ | Zp&riddhanceS Q a
0 (greater integration betweemerformance management regimes. Howeviens not

clear howregime complementarity might be achieved.
0 an evidencebase on the actual impacif performance management regimes. While

there is some imication that such regimes impact on the top and bottom

A
A
A
A
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performing services, there is little evidence on the impact on medium/average
performing serviceslt also needs to be clarifiesthether anyNBS 3 A potedial
benefits outweigh the burdeplacedon the organisatiorunder scrutiny

What should be the appropriate role of the third sector for
public service reform in Scotland?

1 Given the increasing contribution by and integration of the third sertr aspects opublic
service reform, it was felt thathe third sector should be involvedt all levelsof debate
including:appropriate strategieseffective processes; and servidesignand delivery.

1 There were concernsthat some statutory organisations may lack trust timrd sector
organisations As aresult, they might bereluctant to involvethird sector organisationsin
community planningand might 4 I 1S I @SNE Witlvas R that :chyad Q DA S o
approachignoresii K S (i K A NiRqueap8stiich zidI@xperience in dgsing and offering
personalised servicesnd theadded valudt can offerto public service reform processes.

9 The third sector has a role in influencing reform processes by advocating and/or
campaigning on behalf of service users and there is a need to refodhe &nS O (e@ishdg a
expertise.

1 While the third sector seems keen to play an active role in the reform of public services,
there is a lack of capacity and funding to participateeform issues. Especially smaller third
sector organisationsan only provided limitedf any, contributions to reform issue part
this is dueto the associated dministrative burderand theavailable levels of individual and
organisationahccess

1 There were concerns that a more active role and closer involvement in reform issues by th
GKANR aSO02N) YAIKG 020K dzy RSNX¥YAYS (KS LJzoft A
working arrangements.

What are appropriate ways for fostering innovation in the
public services?

General views and perceptions
T ¢KSNE Aa | LISNOS2

4 ¥ AHNY G K bzk O1MAY Y G dzNY/
AYyy2@l GARY QBI Bl | 6RD
E A
N

S RNAGSYy o0& LRfA
RSaANIotS FyR I
Q YR WAYLNROGSY

Yy2@gStieQ NB O2ya
reports on public ser@®S & g KS
Consequently,
0 one needs to be cautious that innovation is not an end in itself buagdnhas a
specific focus.
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0 it might be better to focus on continuous improvemeintstead of continuous
innovatian.

f There is a dangethat continuous innovation might lead tde-inventing the whee I y' R
mere replication ofipproaches that were fashionable decades ag®such, the building and
maintaining of an innovation databank might be useful.

1 There is a quesin as to whether continuous improvemerdas defined in abstract
performance management regimes or generic guideliseaore important than

0 meetingdza SNEQ ySSRao®
0 a @ntinuity of service provisian
o cultural preferences, such as an abhorrence of mugtelottery service provision.

I There needs to be clarity about the basis on which decisions on innovation and
improvement are made: is it the latest trend that emerges from another sector/country or is
the decision based on a clear assessment of the avaiafiience?

Potentialways forward

1 In general, participants were hopeful that single outcome agreements might give local
government and its partners more scope for innovation. However, specific ideas on how to
foster innovation included:

o reducingexistingd dZNRSya |yR adl Gdzi2NBE RdziASa Ay 2
GFr1Ay3Q

0 empoweling service users and assistance for slfected support agendas by users
both of which might lead to innovative packages of support and new/more
appropriate methods of medty 3 dza SNEQ ySSRa o

o further sharing of and support for learning and good practice

0 changes in leadership and service restructuring.

0 addressng the large divergence in the scale and level of resources aimed at
fostering innovation in local authorities.

o fostering staff discussions/service reviews across different levelsafff abhd support
a culture of individual responsibility.

o following the example ofNew York major budget cuts might be a mechanism for
innovation. While small cuts, such as 2%, will justie G2 WiAy1SNAy3 2y
major cut that would make innovation a necessity rather than an opportunity might
spur widespread innovation

Does satisfaction with public services matter? Why? How?

1 While there has been an increasing focus on as@xtifaction with service delivery, there
was general agreement that satisfaction should only be considered alongside other
measures of performance.

9 Focusing too much on satisfaction ignores that users'gxisting expectations will influence
their satisfactbn with a service. Users with low expectations will be very satisfied by a
service that exceeds #ir expectations and vice versdhere is usually little or no
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considerationas towhether the received service actually achieves the envisaged outcome or
not.

It is important to consider various factors alongside satisfaction to get an appropriate sense

of performanceasA f £ dzZAa i N} § SR o6& ¢l aidsS IyR NBOeOfAy3

the frequency of and arrangements fdisposing and recycling wasuser satisfaction has
been very low However the services have been very good at achieving the actually desired
outcomes such as recycling ratasstherefore important thatthe insights gaineftom user
satisfaction surveyareused inaninformedwayand not taken at facealue

a

é
N

Ly 2NRSNJ 2 FNNAGS G I Y2NB Ay F2NN¥SR LA OO dzN

also consider that:

A uaSNAQ TFSSRol Ol 2y aSNBAOS aldGAaratl OGAa
Amongst others, rifluencing factors nght A y Of dzR S 'Y pefsonaldzd S N &

circumstancesind his/herreliance on a servicea larger dependency might
lead to a lower willingness to express dissatisfactiovho is asking the
questiors and how is the individual/organisation carrying out the survey
perceived by the user.
o there is a med to move away from quantitative perspectivéowards a more
qualitative assessment that asks detailed questicai®out the overall service
experience

What are thebroaderA YLIX A OF A2y a FTNRY
for public service reform in Scotland?

T

There is a need tarengthen the role of Best Value Audit atmldevelop the capacity of the
Improvement Service to support outcomes

There is a need toaVelop measurable outcomes to complement existing health outcomes
and facus on good processes

It is important to drawon the existing expertise within the third sector to add value to public
services

There is a need tomiprove the nature and availability of information on continuous
improvement at a local level

There is a eed to «plore user satisfaction from both qualitative and quantitative
perspectives

There is a need tawtus on sustainable policies and public service delivery, not on short term
political gains or interests

Page 8
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Appendix 1: Programme

Lessons for Public Saces Reform in Scotland: a workshop

for policy makers and practitioners
24" September 2008, Edinburgh

Programme

Morning Session
9.30 Coffee and registration

10:00 Introduction to the morningDr Tobias Jung
10:10 The ESRC Public Services PrograrRméChristopper Hood

10:20 One size fits all? What can be learned from the divergence in performance testing regimes
between the different countries in BritainProf Sandra Nutley

10:50 Managing to innovat®oes the third sector deserve its reputation fonovation? How might
government maximise its impactProf Stephen Osborne

11:20 Tea and coffee
11.35 Group discussions and feedback

13:00 Lunch and networking

Afternoon session
13:00 Lunch and registration

13:40 Introduction to the afternoonDr Tolias Jung

13:50 Still not satisfiedEvidence about public service performance, citizen and user satisfaction,
and public expectations.Dr Oliver James

14:20 Lost in translation? Why policy makers fail to see their policies implemerReaf. Martin
Smit

14:50 Tea and coffee
15:05 Group discussions and feedback

16:30 Close
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Appendix 2: Presentations

One size fits all? What can be learned from the divergence in performance
testing regimes between the different countries in Brita#PYof Sandra Nutley

One size fits all?
Lessons from the different
approaches to performance regimes
across Britain

Steve Martin, James Downe, Clive
Grace and Sandra Nutley

CARDIFF
UNIVERSITY
PRIFYSGOL
CARDY®
Centre for Local & Regional
eeeeeeeeeeeeeeeeee

Public Services Programme
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Performance regimes

A Systems of interconnecting institutions and
i nstruments that T#fste

A Can be analysed at various levels

A We focus on local government
performance regimes and the role played
by public service audit and inspection
(PSAI) bodies

Local government performance regimes

Key institutions Key instruments
R r Reportin
Central || Local esource eporting
flows arrangements
government government
Concordats &
agreements
PSAI
bodies Corporate
performance

assessments

SPIs '—| Targets

Institutions and instruments interact in the process of gathering
information, setting standards and modifying behaviour

Broader context

(cf Hood et al 2001 on risk regulation regimes)
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Project objectives

ATo Map

i Corporate PSAI in local government in
England, Scotland and Wales (BVA, CPA,
WPI)

ATo Analyse
i Key similarities and differences

i Why different approaches have emerged in
different parts of the UK

T Relative success of different approaches in
improving performance

Methods: 3 sources of evidence

A Literature review (academic literature,
government reports and PSAI
publications)

A Interviews (PSAI bodies, central and local
government, other stakeholders)

A Statistical analysis of sample of national
performance indicators

Pagd 12
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Best Value Audit (BVA) - £f

winning without scoring? 3‘;
I
A Introduced in 2003 i all councils audited once
by 2009

A Conducted by a specialist team within Audit
Scotland

A Selective and tailored audit in response to self-
evaluation and other information

A Focused on corporate arrangements
A Published report but no scores or league tables

A Sanctions for poor performance and limited
support for improvement from Improvement
Service

Comprehensive performance assessment
(CPA) - the harder edged test?

A Introduced in 2002, annual for unitary and higher
tier councils (6 CPAs each)

A Auditor-led process, though element of self
assessment

A Uniform, rules-based scoring system for
measuring corporate and service performance

A Published report and league table of scores

A Strong sanctions for poor performance ’
coupled with support from IDeA

o
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Wales programme for improvement
(WPI) T improving from within?

A Introduced in 2002 and annual since then

A Joint tailored process between Welsh Audit
Office (WAO) and the council, with high degree
of self assessment

A Focused on corporate arrangements

A Resulting report confidential to the local
authority and WAO

A No sanctions and limited support for poor
performance; behaviour modification depends
on internal accountability arrangements

AWAO now focusing on 6Go:«
Exchangeo

AT .. RIS
SR Similar SR
A All derived from duty of continuous improvement

A All emphasise leadership and corporate capacity
more than day-to-day service performance
(corporate capacity presumed to be the root
cause of poor performance)

A All delivered by audit bodies
A All evolved in form since inception

A All continuing to change in response to demands
for more holistic, citizen-focused, and cost-
effective approaches

Pagd 14
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r

' But different PB

A Degree to which inspections are tailored to local
context

A Intensity of inspection (frequency and rigour)

Aiwat chdogo versus fdgui d¢
bodies

A Approach to publishing comparative
performance data

A Consequences of unfavourable assessments
A Context of central-local government relations

Why the differences of approach?

A Central-local relations: legal status; closeness;

relative power; emphasi:
A Confidence/ standing of administration in each
country
AScale of |l ocal gover nme.l
A Wider context of public service reform in each
country

A Different actors & processes involved in design/
continuing oversight of the three regimes (inc
relationship between ministers & audit bodies)

A Post-devolution opportunity and desire to be
di fferent to England (p:¢
policy transfer)

Pagd 15
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Relative effectiveness of regimes

O

Q

Relative success 1: statistica
analysis of national Pls

A Only 21 comparable Pls and these only available 2001-
2004

A Many services improved over period but differences in
rates of improvement

A Some statistically significant differences between
England, Wales and Scotland (even when local context,
expenditure and past performance taken into account)

A Overall Wales did less well. England and Scotland more
evenly matched

A Not a good test of impact of BVA, CPA and WPI. Says
more about wider performance regimes within which
PSAI is embedded

Pagd 16
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Relative success 2: interview

and other data for BVA

A Widespread stakeholder view that the BVA has
led to improvement

A Independent review (Grace et al 2007) found
BVA to be credible, broadly effective, with
significant, if uneven, positive impacts on
councils

But

A Concerns about clarity of method, consistency of
judgements and lack of improvement guidance

A A desire to see more emphasis on service
outcomes than managerial processes

Relative success 3: interviewﬁ
and other data for CPA |

AAudit Commissionds analysis
since 2002 (most councils have improved their scores on
CPA)

A Independent analysis of trends in local government Pls
over this period by Boyne et al provides mixed picture of
impact

A Stakeholder interviews suggest that CPA has made local
authorities pay more attention to leadership and
corporate capacity and has also focused their attention
on service performance.

A First round of CPA may have had the biggest impact.
Overall seems to have built confidence in local govt
performance

A Concerns about scoring methods and indications that
gaming has increased since 2002

Pagd 17



CONFIDENTIAL DRARIOT FOR CIRCULATION

Relative success 4: interview
and other data for WPI

A Absence of hard evidence due to confidential
nature of process

A Profound dissatisfaction with WPl amongst
auditors

A Ministers also dissatisfied with lack of assurance

A Local government officers and elected members
report paying little attention to WPI

ASt aunch defence of WPI |
representatives and some civil servants i more
on philosophical grounds than its effectiveness

Implications

A Context, choice and dynamic nature of
regimes feeds diversity

A Need to learn from diversity of approach
A BVA a good foundation on which to build

A BVA and CPA most impact on corporate
systems and capacity. Big question about
translation into improved service outcomes

Pagd 18
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Questions about PSAI in future

A Guided self-evaluation i is this a logical next step for
good performers in Scotland or a retrograde move given
experience of WPI?

A Outcome focus i A danger that single outcome
agreements in Scotland will lead to insufficient attention
to the processes and outputs of local government?

A Area focus i can BVA (CPA or WPI) work at a level
above individual local authority (what is the underpinning
theory of improvement) 7 learning from the pilots of
CAA?

A Constructive challenge i if this is the future role of
PSAI, rather than independent assessment, will local
and national datasets in Scotland be fit for purpose?

Project publications

A Grace, C., Nutley, S.M., Downe, J., and Martin, S.J. (2007) Decisive
Moment: the Independent Review of the Best Value Audit Process.
Edinburgh: Accounts Commission

A Downe, J., Grace, C., Martin, S.J. and Nutley, S.M. (2007)
O0Performance regimes in England,
(ed) Comparing for improvement, London: Solace Foundation.

A Downe, J., Grace, C., Martin, S.J. and Nutley, S.M. (2008) "Best
Value Audits in Scotland: Winning without Scoring?" Public Money
and Management 28 (2) pp. 77-84

A Andr ews, R. and Masdevolation ingproved ( 200
public services? An analysis of the comparative performance of
|l ocal public ser vi ce sPullictMoeynand a n d
Management 27 (2) pp. 149-156.

A Andrews, R. and Megiondl ViajiatioBs idlthe ( 2 0 0
Performance of Public Services: The Impact of Policy Divergence in
England, Scotland and Wal esodo, Wor
Regional Studies

Related publication

A Grace C & Martin S (2008), Getting Better all the Time? An
Independent Assessment of Local Government Improvement and its
Future Prospects, London: Improvement and Development Agency
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Managing to innovateDoes the third sector deserve its reputation for
innovation? How might government maximise its impade?of Stephen
Osborne

The innovative capacity of
voluntary and community
organizations (VCOs) and the co-
production of public services

Stephen P Osborne (University of
Edinburgh, Scotland) & Celine Chew (Cardiff
University, Wales)

Stephen.osborne@ed.ac.uk

VCOs and innovation in public
services
AThe 6mythodo of the inr

VCOs in public service delivery asserted in
public policy since late 19"c ent ur y é

Aé Because of their f|
users, lack of statutory constraint, etc.

A BUT little evidence to evaluate this
capacity
A Osborne study in 1994 to test it out
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Osborne 1994 study

A Researched the innovative capacity of VCOs in
social care services in England

A Differentiated between innovative,
developmental and traditional activity of VCOs -
without any normative intent

A Key issue in innovation is that of discontinuity,
whilst development involved incremental
improvement and traditional activity meant the
continuance of existing (specialist?) services

A Surveyed the extent of innovative activity and
explored four hypotheses about its causality

Typology of innovation and
change

A Total innovation (involving working with a new client
group and providing new services),

A Expansionary innovation (involving working with a new
client group, but using the existing services/methods of
work of the organization),

A Evolutionary innovation (involving working with the same
client group, but providing new services), and

A Incremental development (involving working with the
same client group and providing the same services, but
incrementally improving them)

A Traditional/specialist provision (continuing to provide the
same service

Pagd 21
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1994 Findings

A Found innovation to be an important but not predominant activity of
VCOs (38%)

A Little evidence that innovative VCOs differed from other VCOs in
terms of their organizational structure or culture

A Innovative VCOs inhabited more complex environments, and
possessed more pro-active strategic intent towards their
environments, than did other VCOs

A Innovative VCOs significantly more dependent upon government
funding than other VCOs i and this funding carried expectation of
innovation

I VCOs undertook innovative activity instead of other activity to ensure
income stream

I VCOs portrayed developmental work as innovative for same reason

A SO key contingencies of innovative capacity of VCOs are
environmental and institutional not organizational

2006 Findings

A Found innovation has shrunk to a minority
activity of VCOs (19.1%)

A Growth in developmental activity of VCOs
(35.7%)

ATraditional activity at
(48.2%/45.2%)

A Contingencies have remained the same BUT
I The public policy context has shifted
il nnovation -dhefsi mhedcd® Or e
i Funding priorities have shifted
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1994 and 2006 surveys

compared
A 1994 survey

i Innovative activity

37.9%
100 i Developmental activity
28 13.9&
70 I Traditional activity
gg O Traditional 48.2%
W Developmental
40 @ Innovative A 2006 Su rvey
30
20 T Innovative activity
18 19.1%
1994 2006 i Developmental activity
35.7%
1 Traditional activity
45.2%

The changing public policy
context. From

A A government influenced by a distinctive version of the
market approach to the provision of public service and
the centrality of competition and innovation to this

A Subsequently, government public policy that required
innovation as a pre-condition of governmental funding of
VCOs

A Practice at a local level that reflected this national
context and provided a useful tool with which to ration
scarce public money

A VCO sector that encouraged the perception of itself as

6innovativeoO in order to ga
government as the Oprovider
services
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Vd

e to 2006

A A re-formulation of innovation not as discontinuity but
rather as oO6continuous (incr

A A re-evaluation of the role of VCOs in innovation in
public services to emphasize partnership under the
hegemony of government

A A move away from the competitive model of government
i VCO partnership and towards a relational one with
6preferred suppliersé

A A changing orientation at the local level to emphasize
central government targets .
i mprovement 6 towards owor |

Some 1 |l |l ustrat

i 6] VCOs] have a capacity to i nno(oelkgevernment)per i me
i 6Things have to be innovative for the [fundir

dressing things up as innovative to get money. What we want is an appropriate response to
an appropriate problemé but we have to dress

tort u@gaod . o6

A 2006

i 6We do need the voluntary sector to innovate.
We are driven by statutory duties. But now so is the voluntary sector through our
commissioning. Weneedtore-cr eat e freedom to fail. Wedve |
minimisation dominates our commissioning i and this destroys the freedom to fail and the
capacity to innovate.d (local government)

i 6Everyt hi n-lgdofceurse. lt is Bnpossiple to make a strategic decision to take a
certain direction, like to be innovative and then look for money. You have to follow the
money. ltds all targets. AN@)i nnovation is nc
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Conclusions for policy and
practice

Innovative capacity of VCOs not an inherent capacity brought to co-
production but one contingent upon environmental and institutional
factors

Government policy (and funding) is the key contingency i policy
makers need to take seriously the impact of co-production upon
VCOs

A Appropriate innovation is important for VCOs BUT funding driven

innovation risks skewing their role in delivering public services

Innovation (and indeed incremental development and specialist
provision) are not normatively good and evidence that in some areas
both the VCO sector is being strangled by its own rhetoric and the
owrong trousersd are being sought

VCOs should not to adopt a strategic positioning strategy that is tied

to one policy objective (such as innovation) 7 in a real politic sense
6all things must passo6prauctiondafhe dy
public services can (and will) change over time
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Still not satisfiedEvidence about public service performance, citizen and user
satisfaction, and public expectationrdr Oliver James

Still not satisfied?
Public service performance,
expectations and satisfaction

Dr Oliver James
Reader in Politics
& ESRC Public Services Programme
Research Fellow
Department of Politics

University of Exeter

The )
Public Services
Programme

Does satisfaction with public
services matter?

Satisfaction as an evaluative attitude towards public services

A A helpful concept? i perhaps better to focus on more specific attitudes eg
ratings of effectiveness of service interactions, depends on purpose

A However: there has been much investment in satisfaction measurement by
local and central government in UK and in other OECD countries. This
research takes satisfaction with bot
services in England as examples, but it is of broader relevance

A Satisfaction with local government is important:
i Influences voice (voting, lobbying): Boyne, James, John, Petrovsky (2008)
(incumbent local governments are punished for poor performance)

i Potentially influences exit (6Tieboutd
i A 6subjectived measure of | oc-eheckgovernn
6objectived measures used by managers a
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Moti vation for the research: puzzle ¢
and satisfaction with local authorities

Index of o7y
performance 100 '""\» 7100 Index of citizen
(ODPM 85 satisfaction
measure) (from BVPI
data)

2001 2004

Why this trend?

A Could be lots of reasons for this trend including:

-not measuring what people value, improvements may
not be important

-technical problems with the validity of measures
-inadequate surveys of satisfaction

-peopl e not being aware of 6
6di stortingd media effects

-Many factors influence satisfaction including: heaviness
of use, unemployment, membership of local groups

A But a neglected issue has been the role of expectations
about public services
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Role of Expectations

A Expectations about service quality in two senses:
-what should occur given the general context (tax, resources, area)

-what will occur eg in the next twelve months (will services get better,
stay the same or get worse)

A" Not currently looking at expectations formation processes, eg whether
rational expectations are evident (although this is of longer term interest to
explore)

A Hypothesis: test the confirmation/disconfirmation model (performance minus
expectation of what should happen influences satisfaction) eg the
disappointed will be less satisfied

Alnclude factors relating to the servi
eg council tax level, socio-economic factors, age, ethnicity

Modelling and findings

A The model uses binary probit to generate predicted
probabilities of individuals being satisfied with services
on the basis of their values on independent variables

Contrast the findings for services overall with a specific
near universal service: household refuse collection
Independent variables include: perceived performance,
age, income, ethnicity, the two measures of expectations
Data from a survey of 4067 individuals in a YouGov
panel

Uses instrumental variables because of endogenous
nature of perceived performance and expectations in the
disconfirmation model

AFindings and implicationsé

o o B> Do
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Figure 1: Probability of satisfaction with overall services

-4 = -2 =l 0 1
performance minus expectation
not low user ci lower
ci upper — — — low user
— —— - low usercilower - —'—- low user ci upper

Figure 2: Probability of satisfaction with household waste services

-

-2 0
performance minus expectation

waste services ci lower bound
ci upper bound
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Taking expectations into account

A Satisfaction should be used as a measure of performance
only with caution!

A Expectations matter: satisfaction can be raised by
lowering expectations as well as raising perceived
performance

A In principle, areas with higher expectations may score
lower on satisfaction surveys than other areas with similar
performance

A Satisfaction with overall services is different to the
specific service (and clearly not all specific services are
the same) There appears to be a ceiling on the prob. of
satisfaction with overall services even if expectations are
met

What influences expectations (and
perhaps also satisfaction directly)

A Service performance, seems a positive relationship
(such that good performance drives higher expectations)

A Rangeofsocio-economi c factors, so
satisfaction scores may be effective

Al ndividual or collective
vignettesd may be of wuse

A Attitudes to public services more generally, perhaps
information about services?
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Provision of information about the
performance of public services

A60Objectived information: whol e
performance compared to other similar units

A Public information provided by an independent body (not a

political par tagsesementtehtee uni t s s
Comprehensive Performance Assessment of local govt. in
England

ADoes it shift citizens®d own

performance and satisfaction with it (closing the gap

bet ween the 6objectived and
noted in the O6puzzled at th
Aln so doing, shift citizens
services in the direction s

performance (eg good performance raises satisfaction)?

Experimental method

AUse a O6treatmentd of prc
information in the CPA for England, compare
survey responses to those in a control of no
provision of information (500 in each group)

A Provide information on outcomes, efficiency and
capacity (exactly as in the annual audit letters
which are public)

A Case of a local district in England, a relatively
good performer (extreme information about
performance matters most (James and John
2007 found negativity bias in local election
results, so this research is a tough test)
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H1:results in a more favourable assessment of
the | ocal government sbé serv

Figure 1 Perceived performance and performance information

60.0% |

Perforamnce
Information

[ control
[ Treatment

Percent

1.00 2.00 3.00 4.00 5.00

Subjective performance assessment (1=a lot above
the average.. 5= a lot below the average)

Provisional results only

Mann-Whitney statistic = 9208, Wilcoxon W = 20989 ,
Z approximation = -3.74 (two tailed test p =0.00), n=309.

H2: rai ses satisfaction wit!@l
services?

Figure 2: Satisfaction and performance information

60.0%

Performance
Information

M control
[ Treatment

1.00 2.00 3.00 4.00 5.00

Satisfaction (1= Very satisfied, 5=Very dissatisfied)

Provisional results only

Mann-Whitney statistic =14954.50, Wilcoxon W = 30530.50,
Z approximation = -2.32, two tailed test p =0.02, n=370.
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Conclusions

A Satisfaction is not just about service provision
but also other factors including expectations i so
use as a performance measure with caution

Al nformation about 6éobj e
matters for perceived performance and
satisfaction (note: provisional findings only)

AThe CPA oO6public infor mai

to owor ko6, but there ar
duration of the effect and provisional results
suggest that it doesnot
behaviour
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Lost in translation? Why policy makers fail to see their policies implemented.
Prof Martin Smith

* Lost in translation

Why policy makers fail to see their
policies implemented

The paradoxes of British

*government

A Prime Minister at centre but lack of
Institutional power

A Centralised government without
executive power.
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Political control vs.

#dministrative autonomy

Political Control Administrative Autonomy

Westminster Model 1 New Public Management 1
Political authority in centré bureaucrats implement centralPrinciple Agent model

decisions Principle makes decisionsagent delivers service
(Public Servants Knights) controlled through markets and contract ( Public
servants Knaves)

Westminster Model 2 New Public Managemeni Governance

Political authority in centre Authority is delegated managers develop services to fit
Administrative authority delegated purpose controlled through markets, choice and
Reimposition of central control though targets, regulation contract (Public servants knaves)

and direct political control (Public Servants Knights
and Knaves)

*Blair and institutionalisation

A Blair commitment to strong centre

A New policy capacity i policy directorate
A Performance and Innovation Unit

A Bilaterals

A Joined-up Government

>

BUT perceived failure to deliver i the
machine did not respond on the ground

Pagd 35



CONFIDENTIAL DRARIOT FOR CIRCULATION

PMDU and core executive

A Centre involved in policy making

A By pass departmentsi changes balance
of resources

A Qutcomes not process

Empirical processi simple decisions
and game playing

Highly institutionalised central capacity
but with personalism

>

p-2

Analysing the delivery chain from the Home Office:
Street Crime Initiative (2002- 03)

aaaaaaaaa

uuuuuu

Street Crime Partnership Groups
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Street Crime Manchester an

*Shefﬁeld

12000

10000

8000

6000 @ Manchester
O Sheffield

4000

2000

0 2
1999/0 2001/2 2003/4

Appendix 2 Analysing the delivery chain from the Home Office :Anti-social behaviour policy 2003-05

Central Strategy (Home.
(based in
Education, Health, ACPO and
Social Security ce
(presumably)

Crime and pisorder Reduction Partnerships
Eq Sheffield First for Safey - Membership: * Sheffield City Council *South

Drug Action Team
Ani-social Coun*Crown Pmsecunmkemce “Sheffeld PCTs “University of Sheffeld
oo / *Shefield Youth Offending Team *Sheffield Futures/Connexions “National

teams from Probation Service (South Yorkshite) “South Yorkshite Fie and Rescue Service
other CDRP 10 Trailblazers from 2003 plus another S0 action areas from 2004
partners, eg
City Counci
Policeat
operational
level " L
Inspectors Local CJBs and ASE Response courts
Constables (withinocal criminal justce system)
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