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TNA / CALGG Seminar How to Survive a Service Review

In 2013 TNA and CALGG organised a seminar on How to Service a Service Review which was delivered in York on 14 June and London on 12 July 2013.  The seminar was designed to equip Chief Archivists in Local Government to prepare for a service review. They were an opportunity to engage with Archivists working in Local Government to understand their current and anticipated future challenges and for attendees to share the range of approaches to addressing these that are currently being and to identify what further support TNA could usefully provide
The Seminar was led by Sue Thiedeman and Howard Simmons of STAR cic with case studies delivered by Richard Tayor (York) and Caroline Sampson (London).

The presentation from event. http://www.nationalarchives.gov.uk/archives-sector/service-review-workshop.htm
The Context. 
	Title 
	Description
	Signpost / link

	Reduction in public spending set to continue
	· Changes to the way Councils are funded – Councils disproportionately affected

· Comprehensive Spending Review Targets

· Very low growth / weak recovery = growing gap

· Demands from adult social care set to rise


	LGA Funding Outlook for Councils

	Corporate Priorities
	· Overarching strategic outcomes

· Resources follow priorities


	

	New Ways of Working
	· Alternative models of service delivery emerging

· Strategic options appraisal to identify pros and cons

· Dependent on political appetite for risk and control


	When the Salami’s Gone - Solace

	The Service Review
	· Different approaches –Leaner / six sigma
· Different levels - transformation -/thematic

· Internal or External Challenge and change agents
· May be simultaneous or appear continuous


	

	Lessons Learned
	· Understand the Context
· Clear Statement of Purpose and Outcomes
· People/Staff are key to Improvement
· Consult Staff, Users, Community
· Challenge Attitudes and Performance
· Support Management of Change – different ways of organising/delivery
· Clear Evidence Base

	

	Key Questions
	· Need for the Service?
· Clear and Challenging Aims?
· Contribution to Corporate Priorities?
· Effective Performance Management?
· Comparison with Similar Services – performance and cost?
· Scope for Improvement – Direction of Travel?

	

	Survival Guide
	· Be Proactive
· Be Strategic
· Be Systematic
· Understand the Evidence base
· Demonstrate Outcomes/Value Added
· Identify Champions and Advocates
· Build Partnerships

	

	Preparing for a Service Review
	· Understand the basis for the review 

· Know your service and it’s relative performance
· Utilise Peers and support networks

· Make sure you have the right kind of evidence

· Be able to articulate the impact of your service

· Emphasise your statutory responsibilities

	Culture and Sport Improvement Tool

	Meeting Strategic Priorities 
	· Demonstrate how you meet strategic priorities and outcomes

· Logic Model
· Outcomes Triangle
· Evidence
· Performance Indicators
	LGA Culture and Sport Outcomes Framework
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	Rise your Profile
	· Stakeholder Mapping- develop a communication and engagement plan to target the right message to the right people

· Develop key messages

· Engage Local People
· Make News

· Advocate effectively and ask others to support you

· Equalities Impact Assessment


	Evaluation toolkit
http://www.nationalarchives.gov.uk/archives-sector/service-review-workshop.htm
York case study: securing senior support for an archive service 


Key Issues and Challenges Identified by Participants
· Savings targets are a key driver

· In many cases Archives have been seen as too small to warrant attention so far as Councils seek quick wins from bigger budgets first but they are now being included

· Change or some kind of review is continuous in Local Authorities and in some cases there are simultaneous multiple layers of change

· Resources are needed to effect change and reducing capacity to engage presents a real challenge

· Alternative models and working in new ways are emerging – eg shared services, mutual, co -location
· Alliances and partnerships are developing

· There is a need to remain positive and bring staff with you

· Challenge can be useful

· Examples of capital investment to achieve longer term efficiencies

· Utilise support available 

· Different levels of involvement and empowerment have been experienced

· Knowledge and awareness varies amongst senior managers and Members making decisions about Archives
· Bear in mind the political situation in which you are operating

· Look for income generation opportunities

· The statutory basis for the service is being questioned
Pitfalls of a Service Review Identified by Participants
· Some lack of definition or a clear purpose for service reviews or no real understanding of what the outcome will be makes it difficult to engage with and provide relevant evidence
· Lack of co-ordination between different reviews being undertaken simultaneously

· Lack of understanding of Archive services by people undertaking reviews, especially if Archives have been included in a wider review

· Having enough capacity to engage with the review process can be difficult

· Having capacity to advocate for Archive services and promote good news stories

· In a large authority access to decision makers can be difficult

Potential Opportunities Identified by Participants

· Possible to modernise and improve

· Challenge and external scrutiny can be positive

· Reorganisation can raise the profile of the service

· Demonstrate how the services contributes to wider priorities

· Relationship building with other services and partners 

· Utilise friends and to forge new alliances

· Focus and prioritise and to motivate staff

· Income generation and innovation

Richard Taylor, City Archivist, York
Richard’s presentation outlines the journey made in York, which turned around the perception of the archive service to ensure it is now valued as a civic asset and benefitting from a major investment and development programme 
Caroline Sampson: Ten Strategies for Survival

Many archive services are in the throes of negotiating and implementing changes as a result of the public sector cuts. Many will see reductions in their annual budgets of up to 30% over the next three years.
Other, bigger services than archives will also be facing devastating levels of change, to much higher levels of public concern, and archives have no grounds for claiming special protection. Many of us are trying to develop an approach to steer a professional path through the budget setting process, cuts negotiations and discussions with elected members.
I offer these personal set of ten strategies for survival:

	1
	Honesty 
	Be up front with senior managers, elected members, colleagues and users. It engenders trust and credibility

	2
	Avoid evangelical crusades
	Decision-making is likely to be based on facts and dispassionate analysis

	3
	Pick your fights
	Try to show you are willing to concede some ground if you can, and save your energy for the areas that really count

	4
	Play to your strengths
	Be accurate and honest when describing your statutory functions, and deal in facts rather than emotion

	5
	Beware ‘too good to be true’
	Alternative governance models, easy money. Be clear eyed and realistic about whether these really can solve your problems

	6
	Dodge the bandwagons
	You know your service and your political environment better than anyone does. Will a consultant add anything meaningful?

	7
	Share to protect
	Explore opportunities for operating your more generic activities in tandem with others (museums, libraries and so on

	8
	Selling your wares
	Consider providing enhanced or additional services for a fee. Diversify your income sources

	9
	Get your service known
	Stray beyond your comfort zone and match what you offer to others’ needs

	10
	Opportunities to re-grow
	In defining how you will downsize, have an eye to how you will re-grow your service when things improve in the future


For full presentation go to http://www.nationalarchives.gov.uk/archives-sector/service-review-workshop.htm
Support form TNA
The National Archives supports archive sector development via its Engagement Team. The Engagement Team works across England to support archive development by:

· Sharing expertise from within TNA and across the sector and beyond

· Showcasing innovations and examples of good practice

· Developing networks

· Working as advocates for archives to stakeholders including local and central government, parent bodies, funders  and decision makers 

· Helping archives to access funding and grants

· Encouraging partnerships

The Team’s priorities include support for:

· Planning for sustainable services

· Audience development

· Broadening funding base 

· Outcomes based planning and evidence
· Partnership between archive and Higher education sectors
There is an Engagement Manager in each region, to act as first point of contact, as well as staff with expertise on public records. Full contact details are available via the website: http://www.nationalarchives.gov.uk/archives-sector/ask-question.htm
	Title
	Description
	Signpost / Link

	TNA Accreditation 
	Archives Service Accreditation is the new UK wide standard scheme for archive services. The standard defines good practice and identifies agreed standards, thereby encouraging and supporting development. It replaces The National Archives' Standard for Record Repositories and its self-assessment programme for local authority archives in England and Wales. The scheme offers a badge of external recognition and endorsement of their service.


	TNA Archives Service Accreditation

	Peer Supported Improvement
	ARA are developing a peer programme to support the accreditation process. Archivists will be trained as peers and to validate accreditations. Recruitment of peers will be commencing in September 2013. The training and the development of a peer programme represents an opportunity for the sector to embark on peer supported improvement, learning from each other and driving improvement and innovation.
	ARA website from September 2013

	Guidance on Statutory Requirements/ Minimum Service
	The National Archives summary of the statutory basis for local authority archive services and Places of Deposit in England and Wales. 
	To be published autumn 2013. Draft version available from Isobel.hunter@nationalarchives.gsi.gov.uk


	Training on Developing an Outcomes Framework
	3rd October 2013, 15 October 2013.

To be repeated in 2014 
	Outcomes framework toollkit and guidance 

	Explore Your Archive Toolkit
	Explore Your Archive is a toolkit designed for archives of all kinds throughout the UK and Ireland, to help you create events and promote stories relevant to your collections and communities. The aim of the toolkit is to increase public awareness of the essential role of archives in our society, to celebrate our network of collections and emphasise the skill and professionalism of the sector.
	Explore Your Archive Toolkit

	TNA Guidance on the Development of Trusts for Archives
	Guidance for local authorities and their staff to make decisions so that their archives and records are sustainably managed.
	Strengthening Governance


Recommendations for TNA and Archive Sector
· Utilise key events to raise the profile of Archives
· Develop Case Studies to demonstrate :

· alternative models of service delivery 

· the value of archives to the corporate agenda – and the potential savings ot other areas of the Council ( eg in records management, F.O.I.)

· income generation and innovation

·  best practice

· Provide a forum to share ideas and solutions with peers 

· Logic models as a guided whole group session
· Promote the Outcomes Framework Training and toolkits

· Provide support with models for how we work out costing for comparator purposes / benchmarking

· Consider Advocacy and Influencing Skills training

· Consider peer supported improvement as a way to take ownership of the agenda
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Resources Guide to Performance Indicators

This guide brings together useful information about performance indicators and aims to increase understanding and aid the development of indicators.

A performance indicator is a measure or test, used to compare achievement with objectives. Performance indicators help you judge the economy, efficiency and effectiveness of a service by measuring the inputs, outputs and outcomes of a service. Effective monitoring using a carefully developed set of indicators can help identify how and where to reduce costs.

The economy of a service can be judged by measuring the inputs to a service;

The efficiency of a service can be judged by measuring the outputs of a service;

The effectiveness of a service can be judged by how well it achieves its target outcomes.

Input indicators measure what goes into a service. On their own, input measures are not really indicators of 'performance'. But coupled with output and outcome measures, they can help judge cost effectiveness and value for money. 

· They may include:

· Unit cost measures (revenue and capital)

· Staffing full time equivalents (fte)

· Staff training per fte

· Use of premises.

For many services, unit costs may adequately summarise all the inputs to the service. For others, more input measures may be needed.

Output indicators measure what happens within the service, the way it does things to produce a particular result. There are two principle components to outputs of a service that can be measured. These are the process by which things are produced and the product which is produced by this process.

Performance can be measured by measuring the:

· Efficiency of the output 

· Quality of the output 

· Number of products produced 

· Quality of the products. 

Not all of these may be possible for a particular service, but it is important to think which of these measurement categories are relevant. In some cases, the difference between indicators of outputs and indicators of outcomes may be difficult to distinguish, particularly for indicators of quality of output, but it is important that both outputs and outcomes are represented.

Outcome indicators measure what happens as a result of the service. Ultimately, they should measure how well the overall aim of the service is being achieved, how effective it is at achieving its stated purpose. They can also measure outcomes that lead to the overall aim being achieved. For many services, the only way to measure outcomes may be to ask people who receive the service whether they think the outcome has been met. 

In many ways measures of outcomes are the most important performance indicators. It is almost irrelevant whether a service is running economically or efficiently if it is not achieving what it is supposed to be there to achieve. So to assess the cost effectiveness of a service, it is necessary to measures both inputs and outcomes, in order to assess how well a service is achieving its overall aim for the resources it uses; hence the need for a “basket” of different performance indicators.

Different aspects of performance



ECONOMY		EFFICIENCY		EFFECTIVENESS 



 (
INPUT
) (
OUTPUT
) (
OUTCOME
)    ££ 



        COST EFFECTIVENESS

Source Audit Commission

		Economy

		Acquisition of resources at an agreed level of quality for a minimum cost



		Efficiency

		Achieving objectives at minimum cost or, achieving maximum output for an agreed expenditure on inputs



		Effectiveness

		Achievement of specified minimum levels of service delivery as laid down in predetermined objectives



		Cost Effectiveness

		Compares cost with outcomes / effect of an action – value for money



		Equity

		Ensures a fair and even distribution of resources throughout all those entitled to them











Audit Commission:  six principles of a performance measurement system

		Clarity of purpose

		It is important to understand who will use information, and how and why the information will be used. Stakeholders with an interest in, or need for, performance information should be identified, and indicators devised which help them make better decisions or answer their questions.



		Focus

		Performance information should be focused in the first instance on the priorities of the organisation – its core objectives and service areas in need of improvement. This should be complemented by information on day-to-day operations. Organisations should learn how indicators affect behaviour, and build this knowledge into the choice and development of their performance indicators.



		Alignment

		The performance measurement system should be aligned with the objective-setting and performance review processes of the organisation. There should be links between the performance indicators used by managers for operational purposes, and the indicators used to monitor corporate performance. Managers and staff should understand and accept the validity of corporate or national targets.



		Balance

		The overall set of indicators should give a balanced picture of the organisation’s performance, reflecting the main aspects, including outcomes and the user perspective. The set should also reflect a balance between the cost of collecting the indicator, and the value of the information provided.



		Regular refinement

		The performance indicators should be kept up to date to meet changing circumstances. A balance should be struck between having consistent information to monitor changes in performance over time, taking advantage of new or improved data, and reflecting current priorities.



		Robust performance indicators

		The indicators used should be sufficiently robust and intelligible for their intended use. Independent scrutiny, whether internal or external, helps to ensure that the systems for producing the information are sound. Careful, detailed definition is essential; where possible, the data required should be needed for day to-day management of the services







Types of Measure

		Focus of Measure

		Conceptual Context

		What it Tells



		Acceptability

		Assess match of service with user/ participant preferences

		User satisfaction with services



		Accessibility

		Indicates if services can be obtained by appropriate groups

		Ease of reaching and using facility



		Appropriateness

		Correct type and amount of services rendered

		Is the quantity and / or quality of facility offered, that required



		Availability

		Amount and type of service required

		What can be obtained and when



		Awareness

		Knowledge of user population

		Who knows about what is available



		Efficiency

		Compares resource inputs with outputs

		How much resource was used



		Effectiveness

		Compares accomplishment with objectives- qualitative - comparable

		Characteristics, duration, content, effect, proportions served, variances from budget and / or  standards



		Outcomes / Benefits / Impacts

		Identifies social or economic benefit 

		Cost effectiveness







Examples 

Economy Measure:

Expenditure generated per staff per hour 	=	 Operational expenditure

          Total staff hours

Efficiency Measure

Operational recovery rate	=	Operational Income       X   100

  Total staff hours



Income generated per staff member per hour =	Operational Income

 									  Total staff hours

Effectiveness Measure

Operating Cost 	=	Operating Expenditure – Operating Income

Service subsidy 	= 	Total Expenditure – Total Income

Service subsidy per head of population	=	Total Expenditure – Total Income

								    Total Population



Equity Measure

Attendance by Target groups   x 100

Number of Target group in catchment area



Targets

Setting targets can be a helpful method to challenge the organisation or a specific service area to do better and to drive continuous improvement. Targets can provide a forward-looking perspective and information on not only the level of activity of a service but also on whether objectives are being achieved.

It is crucial that the targets are realistic (not constituting a ‘wish list’) but at the same time challenging. The targets should in other words be SMART (Specific, Measurable, Achievable, Relevant and Timed).

Targets could be based on:

· political priorities

· community and customer priorities or concerns

· previous performance

· internal comparison with other units within the organisation

· external comparison to identify good practice (either with other public organisations or with private sector organisations).

Targets can be:

· All-the-time targets, which promise the level of service to be delivered all the time.

· Percentage achievement targets, which are commitments to achieve a stated level of performance against a standard.

· Qualitative targets, which are descriptive targets of what level of service to expect.

· Time-bound targets, constituting a one-off promise for a certain area.

· National, regional or family targets, which are set for a demographic and/or service area

Baseline

The baseline is the starting point, the existing level of performance.

Benchmarking

Benchmarking is the comparison of performance with others.



Balanced Scorecard

The balanced scorecard is a performance management tool, designed to present a balanced view of organisational performance. It consists of a summary report of a mixture of financial and non-financial measures, each compared to a 'target.



Common pitfalls when setting up performance indicators and how to avoid them

		Pitfalls

		How to avoid them



		PIs that measure activity rather than performance will

provide less useful data and information overload

		A focus on the key objectives of the organisation will keep attention on the essential goals. From these key objectives, it is important to align indicators to the more operational levels.



		Focusing on short-term targets at the expense of long-term objectives is a risk, due to pressure for immediate good performance

		The balanced scorecard approach can help to ensure the inclusion of both long- and short-term objectives



		Lack of understanding of outcome measures might lead to this type of PI being underused

		It is worth spending time on developing good outcome measures, though this is not an easy task. The ripple effect can be a helpful method. Measures of processes associated with good outcomes may also be used if outcome measures are not available



		Too many financial measures compared with quality measures can lead to skewed performance and neglect of essential areas.

		The balanced scorecard or a similar approach should be considered to ensure the right balance.





		Manipulation of data to improve the measured performance is a risk especially when performance is published, ownership of the indicators is weak, or staff reward and censure depend on the indicators

		Perverse incentives can be minimised by setting up counterbalancing PIs, verification of data and by involving staff in the construction of indicators



		Danger of specifying data because they may be interesting rather than needed

		A focus on the key objectives of the service or function can reduce the risk of ending up with ‘nice to know’ rather than ‘need to know’ indicators. But organisations should recognise the possible need for context indicators.



		Risk of measuring job processes that are easy to measure rather than those that have the greatest potential value, for example, routine work vs. research projects

		Focus on key objectives and a cascading down to more operational measures can improve the insight into the valuable processes of the organisation



		Not targeting the PIs on the relevant stakeholder groups will often lead to the information not being used

		Stakeholder analyses along with clear information and communications strategies can improve the targeting of PIs to stakeholders by understanding their needs. Clarity of purpose is achieved.



		Not comparing like with like can lead to feelings of unfairness and lack of trust in the performance measures

		Data quality must be high and consensus established on the principles on which comparison is based. Trust can be enhanced by using PIs intelligently, to prompt questions rather than to jump to conclusions.



		Not understanding user needs may lead to the wrong PIs being collected and efforts put in the wrong areas

		Stakeholder analysis can again provide a useful tool



		Not revising the system in response to internal and external changes may lead to an outdated system not measuring the significant things and possibly sending the organisation in the wrong direction

		Regular refinement of individual indicators and the set of indicators should be included in the evaluation and review system of the organisation







Source: Audit Commission

Further Information

The Local Government Association Outcomes Framework for Culture and Sport Toolkit contains useful guidance for selecting performance indicators.

LGA Outcomes Framework for Culture and Sport: Selecting Performance Indicators
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