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Topics covered

» Reducing costs through better
guality services

» Can targets improve services?

* Proving your worth: the value of
performance data

» Avoiding perverse targets.

What is lean ...

Lean is not about reducing cost or
getting rid of waste ...

It is about understanding your service
from the user's point of view and
designing the service around user needs.

As a by-product this will identify the areas
that don't add any value to the user and
enable you to reduce costs and waste
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Insurance Claims Example

* Insurance company gets 150 calls per hour
on average to its claims department

» Average waiting time 5 minutes - up to 12
minutes at busy times. Many complaints.

* Calls take 4.5 minutes on average

* 15 staff available

* The manager is considering two options:
employ 2 extra staff or reduce average
call time to 3 minutes

What would you recommend?

Lean Thinking: Insurance Claims Example
Two stages: analyse data. Take action!

Chasing up due to non- 18

response

Don't understand claim 22

form

Disagree with decision 18

Mistake in processing 12

claim

Informing company 25

about details of claim

Other 5

In addition you are told
that 28% of calls have to be
re-directed as they come
through to the wrong

person, while 5% of calls
are re-directed twice.

13:33
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Performance management is ...

‘proactively managing the relationship
between resources consumed, activity
and outcomes’

John Thornton

Performance measurement is ...

‘evaluating how well organisations are
managed and the value they deliver for
service users and other stakeholders’

Max Moullin

Why Measure Performance - three reasons

IMPROVEMENT

"Implement measurement systems
for improvement that reveal the
true performance of the system
and the impact of any changes

made in real time"
NHS Modernisation Agency

Why Measure Performance - three reasons
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reveal the true performance of the system and the
impact of any changes made in real time"
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ACCOUNTABILITY

"Objective, measurable indicators of
success allow governments to be
accountable”

Rudy Giulani




Lean systems, performance and largels
Lean, Mean & Frontline Seminar, Llandrindod Wells, June 2010

Why Measure Performance - three reasons

IMPROVEMENT
"Implement measurement systems for improvement that
reveal the true performance of the system and the
impact of any changes made in real time"
NHS Modernisation Agency

ACCOUNTABILITY

"Objective, measurable indicators of success allow
governments to be accountable”

Rudy Giulani

AND CHANGE
“Measuring performance is one of the
strongest drivers for change”

Alan Underwood,
Royal Berkshire Ambulance Service

©Max Mouliin 10

Hospital waiting times in England-thousands
of people waiting a number of months
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No of English schools where No of English schools where
less than 25% of pupils gain  more than 70% of pupils gain
5 A*- C GCSEs 5A*- C GCSEs
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TUNNEL GAMING MEASURE
VIS‘ION \ F]X@JKTION

Emphasis on 5 A-C \ %.0f offences brought to

GCSESs. Schools focus justice target led to more
on those on C-D margin efforts on easy to solve
13 week target for . crimes
planning applications
'led to more reje%ctions' UNINTENDED

/ 7/ EFFECTS
3.5 hour'wait for

Auditors found 12 NH  A&E is OK
Trusts had adjusted
waiting lists
‘inaippropriately‘

Follow-up appts for
ophthalmology delayed to
meet fargets for new ones

DATA MIS- COMPLACENCY MYOPIA  Based on Brooks
REPRESENTATION Concentrating (2007), Ch 3.
on short-term

TUNNEL GAMING  MEASURE

VIS}ON \ FIXATION

Emphasis on 5 A-C %‘a}of offences brought to
GCSEs. Schools focus justice target led to more
on those on C-D margin efforts on easy to solve

13 week target for crimes
planning appl‘i‘pations
led to more rejections' UNINTENDED

/ 7 EFFECTS
3.5 hour wait for

Auditors found 12 NHS A&E is OK
Trusts had adjusted

Follow-up appts for
ophthalmology delayed to

waiting lists i i
‘inapbropriately' meet targets 1or new ones
.
DATAMIS- COMPLACENCY MY{)PIA Based on Brooks
REPRESENTATION Concentrating (2007), Ch 3.

on short-term

"All performance
targets are flawed,
some are useful"

Max Moullin, "What's the Score",
Public Finance, 22 May 2009

with due acknowledgment to the quality
management guru Deming who said:

"all models are flawed, some are useful"
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Measuring performance — some pointers

1. Develop a performance
management culture focussed
on improvement, accountability
and change - and not a top-down
blame culture

2.Focus on outcomes, not activity

Examples of Outcomes *

»>Young people are successful learners

»>Better educated and skilled workforce

»More and better employment opportunities

»Improved life chances

» Strong, resilient and supportive communities

»People safe from crime, disorder and danger

»Reduced inequalities
* Scottish Government’s National Performance Framework

Focussing on outcomes,
not just activity

"Focusing on your outcomes and
being able to measure them is
not a substitute for knowing and
being able to measure your
outputs, but it allows you to
measure what your activities are
actually achieving."

Charities Evaluation Servic‘es
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Focussing on activity rather than outcomes

Measuring the time taken to handle an
application for benefits or planning application.

Time from receipt to either giving decision or
informing claimant that form is incomplete.

Is this a good measure?

... of staff performance YES *
... of the claimant's experience ~ NO
... of management performance NO

* but potential perverse effects

©Max Moullin 19

Focusing on activity - an example from
road improvements in New Zealand

« Meeting government targets - 81% service
requests completed on time

* However 30% of requests were transferred
to another organisation FOUR TIMES OR

MORE
e Each time the request was transferred the
time frame was reset re

Result: poor service but meets targets, &
. . . ==
incentive to pass on service requests

e

— ©Max Moulin 20

3. Use a balanced set of measures:
NHS Performance Assessment
Framework (PAF) *

 Health improvement
 Fair access

« Effective delivery of appropriate
healthcare

- Efficiency
 Patient / carer experience
 Health outcomes of NHS care

* from the NHS Plan (2000)

©Max Moullin 21
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NHS PAF* Key Targets for
Acute Hospitals

Health ?7??
improvement
Fair access 18 month inpatient waits

15 month inpatient waits
26 week outpatient waits
Cancelled operations
Two week cancer waits
Effective delivery |Hospital cleanliness

of appropriate Improving working lives
healthcare Clinical governance reports
Efficiency Financial m’'ment

Patient / carer 12 hour trolley waits
experience

Health outcomes  |??7?

of NHS care

4. Measure performance across

organisational boundaries
NEETs are

disproportior;?e’\y/ \
kely fo mistse Teenage \\
Substance ] regnancy d/
young

t )
misuse 71% 1

Strong link
between
substance
misuse and

voLth orima
youtin crime

between 16 &
18 are parents
by 21

60% of | * Not in education,
excluded L
young peopl MPLQKNEAH PR ARIRRY
report havifig | P nearly 10 times

offended \\exdusion S~ more likely to be
NEET at 16
— Source: Youth Matters (Jan 2006) DCSF

5. Integrate risk management

'identifying and addressing key risks are
essential for any high-performing
organisation and therefore any
evaluation of performance without
considering risk is incomplete’

Moullin, 2006

©Max Moullin 24
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6. Take account of the cost of measurement

"The National Audit Office has estimated that
the cost of monitoring and inspecting local
government is in the region of £2bn per year

In my own council we have estimated the cost
of complying with nationally required
performance monitoring and inspection at
more than £7m per year."

Clir David Parsons,
Chair LGA Improvement Board

The Public Sector Scorecard

OUTCOMES The Public Sector Scorecard is

a performance management
| framework which adapts and

extends the balanced scorecard

AAAAAAAAA to the public and third sectors
PROCESSES ~

Three aspects
1.Developing strategy

CAPABILITY 2. Improving quality

3. Measuring performance

©Max Moullin 26

The Public Sector Scorecard

OUTCOMES \What are the outcomes we
really want to achieve for our
service users and stakeholders?

PROCESSEs How effective are our processes
I in achieving these outcomes?

How can we improve them?

CAPABILITY How can we best support our
people and processes to
achieve the outcomes required?

©Max Moullin 27
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The Public Sector Scorecard

STRATEGIC

OUTCOMES key performance
SERVICE USER/ ) outcomes INANGIAL
| STAKEHOLDER

P

PROCESSES OPERATIONAL

\ EXCELLENCE
I 71

INNOVATION PEOPLE,
CAPABILITY \

PARTNERSHIPS

) & RESOURCES
LEADERSHIP

©Max Moullin 28

How the Public Sector Scorecard works

N
—
=

Strategy maps

» Strategy maps depict the relationships
between capability, processes and
outcome elements

* They are the vital link between strategy
and performance measurement
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*?thf',lﬁ!x strategy map

e%’s change4l

Reducing obesity in children & families
Satisfied Better diet Increased Value for money
stakeholders & nutrition physical activity & sustainability

How the Public Sector Scorecard works

Using the PSS across organisational boundaries -
Case Study: Ethnic Minority Employment Task Force

Improving ethnic minority

employment
Building Connecting Equal
employability people opportunities

to work

©Max Moullin 33
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Case Study: Ethnic Minority
Employment Task Force

Improving ethnic minority (EM) employment
Employment rate, ILO unemployment rate,
inactivity rate (all depts)

71N

Building Connecting Equal
employability people to work opportunities
Attainment gaps at Self-employment (DTI) Racial discrimination

different stages, EM outreach outcomes (DWP) at work (DTI)
low attaining groups EM employment in public Perceptions of racial
(DfES) sector (HO) prejudice (HO)

Employment rates in areas with
high EM populations (ODPM)

©Max Moullin 34

How the PSS reduces impact of perverse
incentives

» Measures user satisfaction
» Focuses on outcomes, not activity
» Works across organisational boundaries

* Involves staff, users and other
stakeholders in developing measures

» Much more selective approach to targets,
not top down

» No blame culture — appraisal model

©Max Moullin 35

Challenge for local government
managers and councillors ...

» Most of you will work in areas that are being
monitored by central government and will have
many concerns about how they monitor your
performance

Similarly you will all be responsible either for
subcontracting services or ensuring that in-house
services deliver what you require.

Can you identify a way of managing
performance that will work in both situations?




Lean systems, performance and largels
Lean, Mean & Frontline Seminar, Llandrindod Wells, June 2010

Improving Quality & Performance -
A Final Word

» Make sure you focus on the outcomes that matter
to users and other key stakeholders

* What about your processes? Can they be more
effective in delivering these outcomes

» How can your organisation improve its capability
to support its people and processes in meeting the
outcomes required

» Develop your performance measures around
desired outcomes, processes and capability

» Develop a culture of continuous improvement
and not a blame culture

» Use the Public Sector Scorecard to help you!

Recommendations

1. National performance measures and targets
should be developed jointly with the public bodies
that are being held to account.

2. If measures are not directly related to outcomes
or evidence-based drivers of those outcomes,

than thav chanld ha gorannad
Uit uiTy Srivuiu Ut suiappcu.

3. If performance is below a target, then
organisations or departments should be able to
offer an explanation of any exceptional
circumstances that have affected performance.

4. Public and third sector organisations need to
develop their own integrated service improvement
and performance measurement frameworks.
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