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Introduction 
hǾŜǊ ǘƘŜ ƭŀǎǘ ŦŜǿ ȅŜŀǊǎΣ ŀǘǘŜƳǇǘǎ ǘƻ ŘǊƛǾŜ ǳǇ ǎǘŀƴŘŀǊŘǎ ƛƴ {ŎƻǘƭŀƴŘΩǎ ǇǳōƭƛŎ ǎŜǊǾƛŎŜǎ ƘŀǾŜ ǊŜǎǳƭǘŜŘ ƛƴ 

a period of substantial reform. The aim is to improve public service performance by creating a 

clearer, simpler and more effective public sector that addresses socio-cultural, 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 aim of these two half-day workshops was to explore some of the insights that have started to 

emerge from the Economic and Social Research Council (ESRC) Public Services Programme and to 

¶ bring together policy makers, practitioners and academics to explore and discuss the 

meaning and value of these insights for Scottish policy and practice contexts. 

¶ provide a forum for networking amongst the different stakeholders involved in, and affected 

by public services reform. 

 

The workshops took place in Edinburgh on September, 24th, 2008. They formed part of the ESRC 

tǳōƭƛŎ {ŜǊǾƛŎŜ tǊƻƎǊŀƳƳŜ ǊŜǎŜŀǊŎƘ ǇǊƻƧŜŎǘ ΨtǳōƭƛŎ {ŜǊǾƛŎŜǎ wŜŦƻǊƳ ƛƴ {ŎƻǘƭŀƴŘΥ /ǳǊǊŜƴǘ YƴƻǿƭŜŘƎŜ 

ŀƴŘ CǳǘǳǊŜ tǊƻǎǇŜŎǘǎΩ ό9{w/ wŜŦŜǊŜƴŎŜ w9{-153-27-0015). Additional resources were provided by 

ǘƘŜ {ŎƻǘǘƛǎƘ DƻǾŜǊƴƳŜƴǘΩǎ Public Service Reform Directorate and the University of Edinburgh 

Business School.  

The programme for the day revolved around four presentations and two sessions of focused group 

discussions. The issues addressed in the presentations were: 

¶ What can be learnt from the divergence in performance testing regimes between the 

different countries in Britain? 

¶ Does the third sector deserve its reputation for innovation? How might government 

maximise its impact? 

¶ The evidence on public service performance, citizen and user satisfaction, and public 

expectations? 

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

Copies of the programme and presentations are provided in appendices one and two. 

¢ƘŜ ǇǊŜǎŜƴǘŀǘƛƻƴǎΩ ǘƘŜƳŜǎ ŀƴŘ ǘƘŜƛǊ ǊŜƭŜǾŀƴŎŜ ǘƻ ǘƘŜ {ŎƻǘǘƛǎƘ ŎƻƴǘŜȄt were taken up in the following 

questions that formed the basis for the group discussions: 

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

Scotland? 

¶ What should be the appropriate role of the third sector for public services reform in 

Scotland? 

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

¶ Does satisfaction with public services matter? Why? How? 

¶ What are the broader ƛƳǇƭƛŎŀǘƛƻƴǎ ŦǊƻƳ ǘƻŘŀȅΩǎ ǿƻǊƪǎƘƻǇ ŦƻǊ ǘƘŜ ǇǳōƭƛŎ ǎŜǊǾƛŎŜ ǊŜŦƻǊƳ 

agenda in Scotland? 
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This report outlines 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 organisations 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 underlying, and factors driving performance management 

regimes 
¶ While there 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 

ōŜ ŀ ŎƭŜŀǊŜǊ ŘƛǎǘƛƴŎǘƛƻƴ ōŜǘǿŜŜƴ ǎŜǊǾƛŎŜ ŀǳŘƛǘ όΨǿƘŀǘ ƛǎ ƘŀǇǇŜƴƛƴƎΩύ ŀƴŘ ǎŜǊǾƛŎŜ 

iƳǇǊƻǾŜƳŜƴǘ όΨǿƘŀǘ ƻǳƎƘǘ ǘƻ ƘŀǇǇŜƴΩύ. The two should not be used interchangeably. 

Scrutiny and performance assessment as control mechanisms provide a sense of comfort: 

they highlight the importance attributed to issues of quality and standards in the planning, 

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 regimes ς a 

ΨƴŜŜŘ ŦƻǊ ŎƻƴǘǊƻƭΩΣ ΨŦŀƛƭǳǊŜΩ ƻǊ ΨƭŀŎƪ ƻŦ ǘǊǳǎǘΩ ς they might actually stifle innovation and 

improvement. 

¶ Performance management regimes can give a false sense of security if the indicators used 

are not meaningful, or irrelevant. For example, the timeliness of data publication by a 

service organisation forms part of its overall performance. However, there might be no 

relation between timeliness and the actual quality and/or relevance of the published data.  

¶ From a legal perspective, performance regimes can be perceived as attempts at shifting 

responsibilities ς and potentially blame ς down the service delivery chain, with 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 management regimes 
¶ There is a feeling that there exist too many and too complex accountability arrangements. 

They penetrate all levels of service delivery and include both sector-specific and cross-sector 

performance management regimes. For example, organisations within the education sector 

might be accountable to well over 150 different professional bodies.  

¶ Due to the plethora, burden, and complexity of  performance management regimes, 

o there are serious concerns about the amount of resources used up by such 

arrangements . 
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o there is not always enough time to address issues of concerns that arise from 

scrutiny. 

o there is a danger that the whole approach turns into a mere ritual: instead of 

addressing existing shortcomings and improving future service delivery, the focus 

can quickly shift to one of simply ticking boxes. 

o regimes can conflict with other organisational responsibilities. It is difficult to 

balance and manage these. 

o there is a danger of indicator replication between different regimes. 

¶ There are terminological concerns. bƻǘƛƻƴǎ ǎǳŎƘ ŀǎ ΨŎŀǎŜ ƳŀƴŀƎŜƳŜƴǘΩ Ŏŀƴ ƘŀǾŜ different 

meanings between sectors and/or regimes. This can result in confusion amongst the 

assessed parties. There is also a ŘŀƴƎŜǊ ƻŦ ΨŎƻƳǇŀǊƛƴƎ ŎƘŀƭƪ ŀƴŘ ŎƘŜŜǎŜΩ ǿƘŜƴ looking at the 

insights that emerge from different sectors or are provided by different regimes. 

¶ There are worries that performance management regimes can have a negative impact on 

organisational relationships both within and across different sectors.  

o While there exists a need for checking and ensuring proper service delivery, 

performance management regimes should not lead to micro-management.  

o ¢ƘŜ ǇǊŜǎǎǳǊŜ ǘƻ ǇŜǊŦƻǊƳ ŀƴŘ ŜǎǎŜƴǘƛŀƭƭȅ ΨŎƻƳǇŜǘŜΩ ǿƛǘƘ ǘƘŜ ǉǳŀƭƛǘȅ ŀƴŘ ǎǘŀǘǳǎ ƻŦ 

other parties involved in the delivery of services might undermine collaborative, 

horizontal working arrangements. 

o There are questions on how different partners in service delivery contribute to the 

quality of a service and how this is reflected in the evaluation thereof. Of special 

concern was the question of how voters will hold community planning partnerships 

responsible for the performance in relation to single outcome agreements. 

o There is a Ψfear factorΩ associated with performance management regimes and the 

continuous, unreflective focus on change: periods of stability are often missing and 

new arrangements are not given a chance to settle in.   

 

How can performance management regimes be improved? 
¶ There was a feeling that there is a need for  

o accessible communication to clarify 

Á the aim of a performance management regime, 

Á how it sits in relation to other responsibilities such as citizen focus, 

Á how the regime will be applied, 

Á how the regime will be utilised, and 

Á how the regime will impact on future service delivery. 

o ƳƻǊŜ ǘƛƳŜ ǘƻ ΨǎǘƻǇ ŀƴŘ ǘƘƛƴƪΩ ŦƻƭƭƻǿƛƴƎ ŀ ǇŜǊŦƻǊƳŀƴŎŜ ŜȄŜǊcise.  

o applying context-specific, broad sets of indicators. These should incorporate both 

ΨǘŀǊƎŜǘǎΩ and softer evidence such as ΨǎǘƻǊƛŜǎΩ ŀƴŘ/or ΨǳǎŜǊ ŜȄǇŜǊƛŜƴŎŜsΩ ǘƻ ŜƴǎǳǊŜ 

that measurement is meaningful. 

o extended public consultation on the interpretation ƻŦ ŀ ǎŜǊǾƛŎŜΩǎ performance.  

o greater integration between performance management regimes. However, it is not 

clear how regime complementarity might be achieved. 

o an evidence-base on the actual impact of performance management regimes. While 

there is some indication that such regimes impact on the top and bottom 
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performing services, there is little evidence on the impact on medium/average 

performing services. It also needs to be clarified whether any ǊŜƎƛƳŜΩǎ potential 

benefits outweigh the burden placed on the organisation under scrutiny. 

 

What should be the appropriate role of the third sector for 

public service reform in Scotland? 
¶ Given the increasing contribution by and integration of the third sector into aspects of public 

service reform, it was felt that the third sector should be involved at all levels of debate 

including: appropriate strategies; effective processes; and service design and delivery.  

¶ There were concerns that some statutory organisations may lack trust in third sector 

organisations. As a result, they might be reluctant to involve third sector organisations in 

community planning and might ǘŀƪŜ ŀ ǾŜǊȅ ΨǇŀǘǊƻƴƛǎƛƴƎΩ ǾƛŜǿΦ It was felt that such an 

approach ignores ǘƘŜ ǘƘƛǊŘ ǎŜŎǘƻǊΩǎ unique position and experience in designing and offering 

personalised services, and the added value it can offer to public service reform processes. 

¶ 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 refocus on the ǎŜŎǘƻǊΩǎ existing 

expertise.  

¶ 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 participate in reform issues. Especially smaller third 

sector organisations can only provided limited, if any, contributions to reform issues. In part 

this is due to the associated administrative burden and the available levels of individual and 

organisational access. 

¶ There were concerns that a more active role and closer involvement in reform issues by the 

ǘƘƛǊŘ ǎŜŎǘƻǊ ƳƛƎƘǘ ōƻǘƘ ǳƴŘŜǊƳƛƴŜ ǘƘŜ ǇǳōƭƛŎΩǎ ǘǊǳǎǘ ƛƴ ǘƘŜ ǎŜŎǘƻǊ ŀƴŘ ƛǘǎ ŎƻƭƭŀōƻǊŀǘƛǾŜ 

working arrangements. 

 

What are appropriate ways for fostering innovation in the 

public services? 

General views and perceptions 
¶ ¢ƘŜǊŜ ƛǎ ŀ ǇŜǊŎŜƛǾŜŘ ŘŀƴƎŜǊ ǘƘŀǘ ΨƛƴƴƻǾŀǘƛƻƴΩ Ŏŀƴ ǉǳƛŎƪƭȅ ǘǳǊƴ ƛƴǘƻ ΨƛƴƴƻǾŀǘƛƻƴ ŦƻǊ 

ƛƴƴƻǾŀǘƛƻƴΩǎ ǎŀƪŜΩΦ Lƴ ǇŀǊǘ ǘƘƛǎ ƳƛƎƘǘ ōŜ ŘǊƛǾŜƴ ōȅ ǇƻƭƛǘƛŎŀƭ ƛƳǇŜǊŀǘƛǾŜǎΣ ǿƘŜǊŜ ΨŎƘŀƴƎŜΩ ŀƴŘ 

ΨƴƻǾŜƭǘȅΩ ŀǊŜ ŎƻƴǎƛŘŜǊŜŘ ŀǎ ŘŜǎƛǊŀōƭŜ ŀƴŘ ŀǘǘǊŀŎǘƛǾŜΦ ! ǎƛƳƛƭŀǊ ǘǊŜƴŘ Ŏŀƴ ōŜ ƴƻǘŜŘ ƛƴ ƳŜŘƛŀ 

reports on public serviŎŜǎ ǿƘŜǊŜ ΨŎƘŀƴƎŜΩ ŀƴŘ ΨƛƳǇǊƻǾŜƳŜƴǘΩ ŀǊŜ ƻŦǘŜƴ ŎƻƴŦƭŀǘŜŘΦ 

Consequently, 

o one needs to be cautious that innovation is not an end in itself but always has a 

specific focus. 
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o  it might be better to focus on continuous improvement instead of continuous 

innovation.  

¶ There is a danger that continuous innovation might lead to Ψre-inventing the wheelΩ ŀƴŘ 

mere replication of approaches that were fashionable decades ago. As such, the building and 

maintaining of an innovation databank might be useful. 

¶ There is a question as to whether continuous improvement as defined in abstract 

performance management regimes or generic guidelines is more important than  

o meeting ǳǎŜǊǎΩ ƴŜŜŘǎΦ  

o a continuity of service provision.  

o cultural preferences, such as an abhorrence of post-code lottery service provision. 

¶ 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 available evidence? 

 

Potential ways forward 
¶ 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 reducing existing ōǳǊŘŜƴǎ ŀƴŘ ǎǘŀǘǳǘƻǊȅ ŘǳǘƛŜǎ ƛƴ ƻǊŘŜǊ ǘƻ ŀƭƭƻǿ ΨǊŜǎǇƻƴǎƛōƭŜ Ǌƛǎƪ 

ǘŀƪƛƴƎΩ. 

o empowering service users and assistance for self-directed support agendas by users 

both of which might lead to innovative packages of support and new/more 

appropriate methods of meetƛƴƎ ǳǎŜǊǎΩ ƴŜŜŘǎΦ 

o further sharing of and support for learning and good practice. 

o changes in leadership and service restructuring. 

o addressing 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 levels of staff and support 

a culture of individual responsibility. 

o following the example of New York: major budget cuts might be a mechanism for 

innovation. While small cuts, such as 2%, will just leŀŘ ǘƻ ΨǘƛƴƪŜǊƛƴƎ ƻƴ ǘƘŜ ŜŘƎŜǎΩΣ ŀ 

major cut that would make innovation a necessity rather than an opportunity might 

spur widespread innovation 

Does satisfaction with public services matter? Why? How? 
¶ While there has been an increasing focus on userǎΩ satisfaction with service delivery, there 

was general agreement that satisfaction should only be considered alongside other 

measures of performance.  

¶ Focusing too much on satisfaction ignores that users' pre-existing expectations will influence 

their satisfaction with a service. Users with low expectations will be very satisfied by a 

service that exceeds their expectations and vice versa. There is usually little or no 
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consideration as to whether 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 performance as ƛƭƭǳǎǘǊŀǘŜŘ ōȅ ǿŀǎǘŜ ŀƴŘ ǊŜŎȅŎƭƛƴƎ ǎŜǊǾƛŎŜǎΦ CƻƭƭƻǿƛƴƎ ŎƻǳƴŎƛƭǎΩ ŎƘŀƴƎŜǎ ǘƻ 

the frequency of and arrangements for disposing and recycling waste user satisfaction has 

been very low. However, the services have been very good at achieving the actually desired 

outcomes such as recycling rates. It is therefore important that the insights gained from user 

satisfaction surveys are used in an informed way and not taken at face-value. 

¶ Lƴ ƻǊŘŜǊ ǘƻ ŀǊǊƛǾŜ ŀǘ ŀ ƳƻǊŜ ƛƴŦƻǊƳŜŘ ǇƛŎǘǳǊŜ ƻŦ ǳǎŜǊǎΩ ǾƛŜǿǎ ƻƴ ǇǳōƭƛŎ ǎŜǊǾƛŎŜǎΣ ƻƴŜ ǎƘƻǳƭŘ 

also consider that: 

Á uǎŜǊǎΩ ŦŜŜŘōŀŎƪ ƻƴ ǎŜǊǾƛŎŜ ǎŀǘƛǎŦŀŎǘƛƻƴ ƛǎ ƘŀǊŘ ǘƻ ƳŜŀǎǳǊŜ ƻōƧŜŎǘƛǾŜƭȅΦ 

Amongst others, influencing factors might ƛƴŎƭǳŘŜΥ ŀ ǳǎŜǊΩǎ personal 

circumstances and his/her reliance on a service ς a larger dependency might 

lead to a lower willingness to express dissatisfaction; who is asking the 

questions and how is the individual/organisation carrying out the survey 

perceived by the user.  

o there is a need to move away from quantitative perspectives towards a more 

qualitative assessment that asks detailed questions about the overall service 

experience.   

 

What are the broader ƛƳǇƭƛŎŀǘƛƻƴǎ ŦǊƻƳ ǘƻŘŀȅΩǎ ǿƻǊƪǎƘƻǇ 

for public service reform in Scotland? 
¶ There is a need to strengthen the role of Best Value Audit and to develop the capacity of the 

Improvement Service to support outcomes. 

¶ There is a need to develop measurable outcomes to complement existing health outcomes 

and focus on good processes. 

¶ It is important to draw on the existing expertise within the third sector to add value to public 

services. 

¶ There is a need to improve the nature and availability of information on continuous 

improvement at a local level. 

¶ There is a need to explore user satisfaction from both qualitative and quantitative 

perspectives. 

¶ There is a need to focus on sustainable policies and public service delivery, not on short term 

political gains or interests. 
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Appendix 1: Programme 

Lessons for Public Services Reform in Scotland: a workshop 

for policy makers and practitioners 
24th September 2008, Edinburgh 

 

Programme 

Morning Session  

9.30 Coffee and registration 

10:00 Introduction to the morning - Dr Tobias Jung 

10:10 The ESRC Public Services Programme - Prof Christopher Hood 

10:20 One size fits all? What can be learned from the divergence in performance testing regimes 

between the different countries in Britain? - Prof Sandra Nutley 

10:50 Managing to innovate. Does the third sector deserve its reputation for innovation? How might 

government maximise its impact? - Prof 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 afternoon - Dr Tobias Jung 

13:50 Still not satisfied? Evidence 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 implemented. - Prof Martin 

Smith 

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 Britain? - Prof 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

Centre for Local & Regional 

Government Research

Public Services Programme
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Performance regimes

ÅSystems of interconnecting institutions and 

instruments that ñsteerò performance

ÅCan be analysed at various levels

ÅWe focus on local government 

performance regimes and the role played 

by public service audit and inspection 

(PSAI) bodies

 

 

Key institutions Key instruments

Central 

government

Local 

government

PSAI 

bodies

Resource 

flows

Reporting 

arrangements

SPIs Targets

Institutions and instruments interact in the process of gathering 

information, setting standards and modifying behaviour 

(cf Hood et al 2001 on risk regulation regimes)

Concordats & 

agreements

Corporate 

performance 

assessments

Broader context

Local government performance regimes
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Project objectives

ÅTo Map 

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

ÅTo Analyse

ïKey similarities and differences

ïWhy different approaches have emerged in 
different parts of the UK

ïRelative success of different approaches in 
improving performance

 

Methods: 3 sources of evidence

ÅLiterature review (academic literature, 

government reports and PSAI 

publications)

ÅInterviews (PSAI bodies, central and local 

government, other stakeholders)

ÅStatistical analysis of sample of national 

performance indicators

 



CONFIDENTIAL DRAFT ς NOT FOR CIRCULATION 

Page | 13 
 

Best Value Audit (BVA) -

winning without scoring?

ÅIntroduced in 2003 ïall councils audited once 
by 2009

ÅConducted by a specialist team within Audit 
Scotland

ÅSelective and tailored audit in response to self-
evaluation and other information

ÅFocused on corporate arrangements

ÅPublished report but no scores or league tables

ÅSanctions for poor performance and limited 
support for improvement from Improvement 
Service

 

Comprehensive performance assessment 

(CPA) - the harder edged test?

ÅIntroduced in 2002, annual for unitary and higher 

tier councils (6 CPAs each)

ÅAuditor-led process, though element of self 

assessment

ÅUniform, rules-based scoring system for 

measuring corporate and service performance

ÅPublished report and league table of scores

ÅStrong sanctions for poor performance    

coupled with support from IDeA
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Wales programme for improvement 

(WPI) ïimproving from within?

ÅIntroduced in 2002 and annual since then

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

ÅFocused on corporate arrangements

ÅResulting report confidential to the local 
authority and WAO

ÅNo sanctions and limited support for poor 
performance; behaviour modification depends 
on internal accountability arrangements

ÅWAO now focusing on óGood Practice 
Exchangeô

 

Similar

ÅAll derived from duty of continuous improvement

ÅAll emphasise leadership and corporate capacity 

more than day-to-day service performance 

(corporate capacity presumed to be the root 

cause of poor performance)

ÅAll delivered by audit bodies

ÅAll evolved in form since inception

ÅAll continuing to change in response to demands 

for more holistic, citizen-focused, and cost-

effective approaches
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But different

ÅDegree to which inspections are tailored to local 

context

ÅIntensity of inspection (frequency and rigour)

ÅñWatchdogò versus ñguide dogò roles of audit 

bodies

ÅApproach to publishing comparative 

performance data

ÅConsequences of unfavourable assessments

ÅContext of central-local government relations

 

Why the differences of approach?

ÅCentral-local relations: legal status; closeness; 
relative power; emphasis on ñparity of esteemò

ÅConfidence/ standing of administration in each 
country

ÅScale of local government and óunified frontô

ÅWider context of public service reform in each 
country

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

ÅPost-devolution opportunity and desire to be 
different to England (policy ósidestepô as well 
policy transfer)
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Relative effectiveness of regimes

 

Relative success 1: statistical 

analysis of national PIs

ÅOnly 21 comparable PIs and these only available 2001-
2004

ÅMany services improved over period but differences in 
rates of improvement

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

ÅOverall Wales did less well.  England and Scotland more 
evenly matched

ÅNot a good test of impact of BVA, CPA and WPI.  Says 
more about wider performance regimes within which 
PSAI is embedded
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Relative success 2: interview 

and other data for BVA

ÅWidespread stakeholder view that the BVA has 
led to improvement

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

But

ÅConcerns about clarity of method, consistency of 
judgements and lack of improvement guidance

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

 

Relative success 3: interview 

and other data for CPA
ÅAudit Commissionôs analysis claims significant impact 

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

ÅIndependent analysis of trends in local government PIs 
over this period by Boyne et al provides mixed picture of 
impact

ÅStakeholder 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. 

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

ÅConcerns about scoring methods and indications that 
gaming has increased since 2002
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Relative success 4: interview 

and other data for WPI

ÅAbsence of hard evidence due to confidential 
nature of process

ÅProfound dissatisfaction with WPI amongst 
auditors

ÅMinisters also dissatisfied with lack of assurance

ÅLocal government officers and elected members 
report paying little attention to WPI

ÅStaunch defence of WPI from WLGAôs  national 
representatives and some civil servants ïmore 
on philosophical grounds than its effectiveness

 

Implications

ÅContext, choice and dynamic nature of 

regimes feeds diversity

ÅNeed to learn from diversity of approach

ÅBVA a good foundation on which to build

ÅBVA and CPA most impact on corporate 

systems and capacity. Big question about 

translation into improved service outcomes 
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Questions about PSAI in future

ÅGuided self-evaluationïis this a logical next step for 
good performers in Scotland or a retrograde move given 
experience of WPI?

ÅOutcome focusïA danger that single outcome 
agreements in Scotland will lead to insufficient attention 
to the processes and outputs of local government?

ÅArea focusïcan BVA (CPA or WPI) work at a level 
above individual local authority (what is the underpinning 
theory of improvement) ïlearning from the pilots of 
CAA?

ÅConstructive challengeïif this is the future role of 
PSAI, rather than independent assessment, will local 
and national datasets in Scotland be fit for purpose?

 

Project publications
Å 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

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

Å 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

Å Andrews, R. and Martin, S.J. (2007) ñHas devolution improved 
public services? An analysis of the comparative performance of 
local public services in England and Wales?ò,Public Money and 
Management 27 (2) pp. 149-156.

Å Andrews, R. and Martin, S.J. (2008) ñRegional Variations in the 
Performance of Public Services: The Impact of Policy Divergence in 
England, Scotland and Walesò, Working Paper submitted to 
Regional Studies

Related publication
Å 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 innovate. Does the third sector deserve its reputation for 

innovation? How might government maximise its impact? - Prof 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

ÅThe ómythô of the innovative capacity of 

VCOs in public service delivery asserted in 

public policy since late 19thcenturyé

Åé Because of their flexibility/closeness to 

users, lack of statutory constraint, etc.

ÅBUT little evidence to evaluate this 

capacity

ÅOsborne study in 1994 to test it out
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Osborne 1994 study

ÅResearched the innovative capacity of VCOs in 
social care services in England

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

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

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

 

Typology of innovation and 

change
ÅTotal innovation (involving working with a new client 

group and providing new services),

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

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

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

ÅTraditional/specialist provision (continuing to provide the 
same service

 



CONFIDENTIAL DRAFT ς NOT FOR CIRCULATION 

Page | 22 
 

1994 Findings

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

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

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

Å Innovative VCOs significantly more dependent upon government 
funding than other VCOs ïand this funding carried expectation of 
innovation
ï VCOs undertook innovative activity instead of other activity to ensure 

income stream

ï VCOs portrayed developmental work as innovative for same reason

Å SO ïkey contingencies of innovative capacity of VCOs are 
environmental and institutional not organizational

 

2006 Findings

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

ÅGrowth in developmental activity of VCOs 
(35.7%)

ÅTraditional activity at a ósteady stateô 
(48.2%/45.2%)

ÅContingencies have remained the same BUT
ïThe public policy context has shifted

ïInnovation has been óre-definedô

ïFunding priorities have shifted
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1994 and 2006 surveys 

compared
Å1994 survey
ïInnovative activity      

37.9%

ïDevelopmental activity 
13.9&

ïTraditional activity      
48.2%

Å2006 survey
ïInnovative activity       

19.1%

ïDevelopmental activity 
35.7%

ïTraditional activity       
45.2%                  
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The changing public policy 

context. From 1994é
ÅA 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

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

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

ÅVCO sector that encouraged the perception of itself as 
óinnovativeô in order to gain advantage over local 
government as the óprovider of first choiceô for public 
services
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é to 2006

ÅA re-formulation of innovation not as discontinuity but 
rather as ócontinuous (incremental) improvementô

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

ÅA move away from the competitive model of government 
ïVCO partnership  and towards a relational one with 
ópreferred suppliersô

ÅA changing orientation at the local level to emphasize 
central government targets and priorities for ócontinual 
improvementô towards  óworld class public servicesô

 

 

 

Some illustrative quotesé

Å1994
ï ó[VCOs] have a capacity to innovate, experiment and test new ideasô(local government)

ï óThings have to be innovative for the [funding body], whether they are needed or not. Itôs just 
dressing things up as innovative to get money. What we want is an appropriate response to 
an appropriate problemé but we have to dress it up as innovative for them. The process is 

tortuous.ô(VCO)

Å2006
ï óWe do need the voluntary sector to innovate. Local government doesnôt have the capacity. 

We are driven by statutory duties.  But now so is the voluntary sector through our 
commissioning. We need to re-create freedom to fail. Weôve lost it. Risk management and 
minimisation dominates our commissioning ïand this destroys the freedom to fail and the 
capacity to innovate.ô (local government)

ï óEverything is funding-led of course. It is impossible 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. Itôs all targets. And innovation is not one of them.ô(VCO)
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Conclusions for policy and 

practice
Å Innovative capacity of VCOs not an inherent capacity brought to co-

production but one contingent upon environmental and institutional 
factors

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

Å Appropriate innovation is important for VCOs BUT funding driven 
innovation risks skewing their role in delivering public services

Å 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 
ówrong trousersô are being sought

Å VCOs should not to adopt a strategic positioning strategy that is tied 
to one policy objective (such as innovation) ïin a real politic sense 
óall things must passô and the dynamics of the co-production of 
public services can (and will) change over time
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Still not satisfied? Evidence about public service performance, citizen and user 

satisfaction, and public expectations. - Dr 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

 

Does satisfaction with public 

services matter?
Satisfaction as an evaluative attitude towards public services

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

Å 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 both specific and óoverallô local government 
services in England as examples, but it is of broader relevance

Å Satisfaction with local government is important:
ï Influences voice (voting, lobbying): Boyne, James, John, Petrovsky (2008) 

(incumbent local governments are punished for poor performance)

ï Potentially influences exit (óTieboutô relocation processes)

ï A ósubjectiveô measure of local government performance to cross-check 
óobjectiveô measures used by managers and overseers
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Motivation for the research: puzzle of trends in óobjectiveô performance 

and satisfaction with local authorities

2001 2004

Index of citizen

satisfaction

(from BVPI 

data)

100

85

Index of

performance

(ODPM 

measure)

107

100

 

 

Why this trend?

ÅCould 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

-people not being aware of óactualô performance, eg 
ódistortingô media effects 

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

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

Å 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)

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

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

Å Include factors relating to the services, individuals and context as ócontrolsô 
eg council tax level, socio-economic factors, age, ethnicity

 

 

 

Modelling and findings

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

ÅContrast the findings for services overall with a specific 
near universal service: household refuse collection

ÅIndependent variables include: perceived performance, 
age, income, ethnicity, the two measures of expectations

ÅData from a survey of 4067 individuals in a YouGov 
panel 

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

ÅFindings and implicationsé
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Taking expectations into account

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

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

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

ÅSatisfaction 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)
ÅService performance, seems a positive relationship 

(such that good performance drives higher expectations)

ÅRange of socio-economic factors, so efforts to ócorrectô 
satisfaction scores may be effective

ÅIndividual or collective views of services: óanchoring 
vignettesô may be of use in satisfaction surveys

ÅAttitudes to public services more generally, perhaps 
information about services? 
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Provision of information about the 

performance of public services

ÅóObjectiveô information: whole of local government unit, relative 
performance compared to other similar units

Å Public information provided by an independent body (not a 
political party or the unitôs self-assessment) eg the 
Comprehensive Performance Assessment of local govt. in 
England 

ÅDoes it shift citizensô own assessments of unitsô 
performance and satisfaction with it (closing the gap 
between the óobjectiveô and subjective assessments 
noted in the ópuzzleô at the start?

ÅIn so doing, shift citizensô satisfaction with the unitsô 
services in the direction suggested by óobjectiveô 
performance (eg good performance raises satisfaction)?

 

Experimental method
ÅUse a ótreatmentô of provision of performance 

information in the CPA for England, compare 

survey responses to those in a control of no 

provision of information (500 in each group)

ÅProvide information on outcomes, efficiency and 

capacity (exactly as in the annual audit letters 

which are public)

ÅCase 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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Figure 1 Perceived performance and performance information

Provisional results only

Mann-Whitney statistic = 9208, Wilcoxon W = 20989 ,

Z approximation = -3.74 (two tailed test p =0.00), n=309.

H1:results in a more favourable assessment of 

the local governmentsô services?
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Figure 2: Satisfaction and performance information

H2: raises satisfaction with the local governmentsô 

services? 

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

ÅSatisfaction is not just about service provision 
but also other factors including expectations ïso 
use as a performance measure with caution

ÅInformation about óobjectiveô performance 
matters for perceived performance and 
satisfaction (note: provisional findings only)

ÅThe CPA ópublic informationô regime does seem 
to óworkô, but there are issues around the 
duration of the effect and provisional results 
suggest that it doesnôt appear to change political 
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

Â Prime Minister at centre but lack of 
institutional power

Â Centralised government without 
executive power.
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Political control vs. 
Administrative autonomy

Political Control Administrative Autonomy

Westminster Model 1

Political authority in centre ïbureaucrats implement central 

decisions

(Public Servants Knights)

New Public Management 1.

Principle- Agent model

Principle makes decisions  - agent delivers service 

controlled through markets and contract ( Public 

servants Knaves)

Westminster Model 2

Political authority in centre

Administrative authority delegated 

Re-imposition of central control though targets, regulation 

and direct political control (Public Servants Knights 

and Knaves)

New Public Management2 ïGovernance

Authority is delegated managers develop services to fit 

purpose controlled through markets, choice and 

contract (Public servants knaves)

 

Blair and institutionalisation

Â Blair commitment to strong centre

Â New policy capacity ïpolicy directorate

Â Performance and Innovation Unit

Â Bilaterals

Â Joined-up Government

Â BUT perceived failure to deliver ïthe 
machine did not respond on the ground
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PMDU and core executive

Â Centre involved in policy making

Â By pass departments ïchanges balance 
of resources

Â Outcomes not process

Â Empirical process ïsimple decisions 
and game playing

Â Highly institutionalised central capacity 
but with personalism

 

Street Crime Action Group

Central Committee chaired by Prime Minister .

Had representatives from all relevant government 

departments plus ACPO, Metropolitan Police, Magistrates 

etc. ( see Streets Ahead, p 20)

Policy input

Central Strategy 

Unit

Policy Unit

Prime Ministerôs 

Delivery Unit

Street Crime 

Action Team
Home Office team (c 

22 members) plus 2 

representatives from 

Delivery Unit.

Regional 

liaison officers 

(SCAT) and 

local ministers

Street Crime Partnership Groups
In each of the 10 street crime areas.

Had representatives from police, magistrates, probation 

etc. Composition (and name) varied according to area.

Analysing the delivery chain from the Home Office:

Street Crime Initiative (2002 - 03)

Government 

Office in 

regions: 

(finance and 

target 

monitoring)

Police at 

operation

al level

Officersô Group 
mirrored SCAG.

Arranged work, agendas etc

Noted: comments by Ruth Henig, Andrew Hooper, Sally Edmunds Chris Sims, Andy Male

Criminal Justice 

system

(courts, 

magistrates, 

district judges, 

LCJBs)

Other govt 

depts, eg 

Education 

ODPM, 

Health

Police Gold 

group 

(ACPO x 10)

Police Silver (co-ordination)
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Street Crime Manchester and 
Sheffield
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Prime Minister
Policy input

ÅCentral Strategy 

Unit

¶Policy Unit

¶Delivery Unit

Home Office

(Home 

Secretary and 

Minister of 

State)

Anti-Social 

Behaviour 

Unit 

(based in 

Home Office)Other departments, 

eg ODPM, 

Education, Health, 

Social Security

Crime and Disorder Reduction Partnerships

Eg Sheffield First for Safety - Membership: * Sheffield City Council *South 

Yorkshire Police Authority *Sheffield Drug Action Team *Sheffield Magistrates 

Court *Crown Prosecution Service *Sheffield PCTs *University of Sheffield 

*Sheffield Youth Offending Team *Sheffield Futures/Connexions *National 

Probation Service (South Yorkshire) *South Yorkshire Fire and Rescue Service

10 Trailblazers from 2003 plus another 50 action areas from 2004

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

ACPO and 

CJB 

(presumably)

Anti-social 

behaviour 

teams from 

other CDRP 

partners, eg 

City Council
Police at 

operational 

level

Inspectors

Constables

Local CJBs and  ASB Response courts

(within local criminal justice system)
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Number of Asbos

 

 

 


