Government performance management systems:

1. The UK’s Prime Minister’s Delivery Unit in the 2000°s — slides 2-22
2. The implementation unit 2012 onwards — slides 23-39
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Why look at PMDU: delivery successes

’/ ------------------------------------------------------------------------------------------------------------------- ‘\‘
! London Challenge: GCSE Performance of 5§ key Boroughs vs National . !
bl (Percenage o 16 ear s svving 5+ A-) Improving the performance of London Schools. i
! ) 5 key boroughs [ National —&—London [ . N o . !
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- 7__’,_._-—‘/? | - .
b | | i | _ | gap of 17.5 percentage points. i
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. | | teachers, went into the schools i
. . 1
e B8 8 | Used best practice to construct a tailored package. i
1
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'I’ ------------------------------------------------------------------------------------------------------------------- N\‘
1
i Reduced waiting times — 98% of patients treated or A & E Performance i
1 . . . %
i admitted within 4 hours. b | |
1 1
i Weekly monitoring was introduced; % ]
1 1
i A proven best practice encouraged “see and treat” o |
i dealing with minor injuries promptly 8% | i
1 o 1
i Failing programmes refocused or bypassed. 0% | i
1 1
, . : . . . ]
i Best practice was identified and increasingly adopted. | 7 | IHHLEVS ook oS 2006 | |
i Struggling hospitals got extra support from experts. oo WLLLLRLELRRARRRRTRNET] !
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\\ /’

Source: Panchamia, N., and Thomas, P., Civil Service Reform in the Real World, Institute for Government, 2014.
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Why set up a unit: legacy

_________________________________________________________________________________________________________
/’ ~o

* The reform fundamentally changed the accountability of civil
servants and ministers for delivery — they accept that delivery
IS @ major part of their day job.

* The use of objectives, performance indicators and
measurement to make progress transparent

e Greater value placed on the quality of leadership and
Mmanagement

* Learning and adopting new ways of working and good
performance ‘routines” which outlasted the reform that
introduced them.

* A more outward-facing organisation connected to other
organisations, perspectives and ways of thinking to inform the
policy development process

N
____________________________________________________________________________________________________________

o i B e
S.
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Public Service Agreements and PMDU

CSR +PSAs SR 2000 - Labour Prime Minister’s SR 2002 - 130

re- Delivery Unit set re-modelled
announced 160 PSAs clected PSAS

Phase \\I\/Iay Mar

1 /97 98 S 2004 SR—
/ 9 110 PSAS

New
labour
elected

600 PSAs
published

Coalition 5 Labour re-
abolishes Ray Shostak rown elected
new head becomes

PSAs and of PMDU PM

PMDU Michael

Barber leaves

, .
e New cross CSR 207 HMT lead major
i e cosition cutting 30 cross cutting PSAs review of

Business Plans forms
introduced government

: erformance
governance and delivery &anagement

established agreements framework

Source: Panchamia, N., and Thomas, P., Civil Service Reform in the Real World, Institute for Government, 2014.
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Phase 1: The accidental birth of PSAs

_____________________________________________________________
- ~,

~~~~~~~~~ The aim E
~~~~~~~ e define clear, long-term, outcome-focused goals |
o e a transparent contract with the public i
] e promote equity and efficiency - minimum i
: standards i
‘,Sp"\'a\‘get ys’tem e Enable a discussion about how to achieve i
\um S nog them. !
the aSY17 )y fle€l :
OCUS e inety ' ;
ose 9¢ raking

n ‘t)\;\’secut\ k\?\Y(»Ja\\ty \"'::.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'.'::::\
eedv I edUC\n 4 “

S d r/de%

de%\S\onS g\’\ \,\r\fOUn g " Phase 1: Characteristics:
W * Aims were not clear enough
m e The ambition was low
e The agenda fitted the context.
e Degree of challenge modest.

e Leadership & reform design poor

N

o

~< e
________________________________________________________
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Phase 2: PMDU electrlfles PSAs

o B

Prime
S Minister's

Phase 2: Characteristics \
Prime ministerial support ~ TTTTTTTee—eel B
Increased ambition -

Barber had credibility and leverage
Support of the Treasury.

A strong operating model

Diverse - collaborative

-
-
-
-
-
-
-
-
____——
-
-
e
-
e
-
e

Four key elements of the Barber
Model

———

4
I

People

Strong external

o o o

Source: Panchamia, N., and Thomas, P., Civil Service Reform in the Real World, Institute for Government, 2014.
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Keep asking 5 very good questions...

" Question 1: What are you trying to do? \We wanted clear priorities and a clear
definition of success. Our goals were intentionally ambitious. Whether not it is a
target | secondary.

Question 2: How are you trying to do it? We wanted plans that drove action.
Our requirement for a visual trajectory forced clarity about the link between
actions and impact. They allow progress to be monitored and enable lessons to
be learned.

Question 3: How, at any given moment, will you know you are on track? We
introduced monitoring “stocktakes,” between the ministers and Blair. We
examined the data, had an honest conversation, and made decisions.

Question 4: If you are not on track, what are you going to do about it? Some
problems are relatively simple to fix; others are much harder. For the latter, what

matters is that you try something—and if that doesn’t work, try something else,
and keep trying until you get a result.

Question 5: Can we help? The PMDU rolled up its sleeves and helped solve
problems. We never yelled at people. Instead we built trusting relationships. We
shared responsibility for the outcomes but didn’t take credit for success.

Source: Barber, M., The Origins and Practice of Delivery, McKinsey on Society, vol. 5.
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Priorities, trajectories, actions, plans

Question 1: What are you trying to do? We wanted clear priorities and a
clear definition of success. Our goals were intentionally ambitious.
Whether not it is a target | secondary.

Question 2: How are you trying to do it? \We wanted plans that drove
action. Our requirement for a visual trajectory forced clarity about the link
between actions and impact. They allow progress to be monitored and
enable lessons to be learned.
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What action will deliver the priority?

Trajectory (visual plan showing impact of actions)
Actual performance

Monthly Asylum Applications (principal applicants only)

|

: 2002 2003 2004 2005
Freight
search v1 - Sangatte
closure

8,000

7,000 e i RN B wws NSA phase 1

\ NSA phase 3

search v2

!, Full juxaposed

controls v2
,-//

6,000

5,000 |-

Juxtaposed
controls v1
4,000 |- B W—

New business
3,000 _ E model

NSA phase 2

2,000 |

1,000 —Fastrack

pilot Country
action plans

0

Source: Panchamia, N., and Thomas, P., Civil Service Reform in the Real World, Institute for Government, 2014.
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Assessing likelihood of delivery

We started by assessing their plan: this is the start of the dialogue and relationships that
are at the heart of the PMDU model.

LIKELIHOOD OF DELIVERY DEGREE OF CHALLENGE
Department Areas toconsider _ Example questions Worst caso <ummmm—p Bos! caso
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15y majr rganistonsl chango requred o Malorcrganisascnsl o
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S Action plan rascaios and

cloar? Aro trmascales & responsibates clear?
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N
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Barber, M., et al., Deliverology 101: A Field Guide for Educational Leaders, Corwin, 2011.
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Monitoring, accountability and action

Question 3: How, at any given moment, will you know you are on track?
We introduced monitoring “stocktakes,” between the ministers and Blair.
We examined the data, had an honest conversation, and made decisions.

Question 4: If you are not on track, what are you going to do about it?
Some problems are relatively simple to fix; others are much harder. For
the latter, what matters is that you try something—and if that doesn’t
work, try something else, and keep trying until you get a result.

There were three elements to understanding progress, holding people to account for
progress and agreeing action to get on track.

_ _ Delivery Stocktakes —
Six monthly delivery face to meetings with

reports the Prime Minister and

Monthly delivery update
notes to the Prime

Minister
lead Ministers and

officials

Source: Etheridge.Z & Thomas.P, Adapting the PMDU Model, Institute for Government, 2015.
Slides produced by Peter Thomas and Ailsa
06/04/2024 Kirkland 2016
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Six monthly delivery report

This report was a big deal — a lever that made departments take action and make sure

their minister had a good story to tell.

Progress against )
the trajectory

Asylum Intake Trajectory - October 2003

[ Published Actual Intake|

= Realistic Intake

|

\ T

700

600

500

Forecast Intake

400

300

200

100

Month of Application

4 Analysis of R
progress —why

are things going
well —or not?

Good progress continues on a wide front

DCA/IND met the target to reduce intake by 50
and turning down the upward trend that develo|
summer. This is an excellent achievement that
unrelenting focus on intake reduction as the t

Key achievements over the last six month
‘what works’ in NSA and fast track proce
strong local delivery planning and performance
systems for removals and continued relentless i
and new actions to reduce intake; strengthened management
capacity; increased effectiveness of programme management.
We rate prospects for delivery at green overall. Performance
on removals continues to improve; proportion processed in 6
months is on track as are quality and speed of decisions.
Substantial progress on fast turnaround of unfounded claims
is offset by technical issues around the target but the NSA
process continues to have the desired impact on intake.

What success looks like by July 2004
Success requires outcomes more ambitious than those set
out in the PSA:

« Asylum applications reduced to 3000 by July 04 and
credible plans in place to deliver further reductions by
2005

« Proactive deployment of ‘country analysis’ that targets

actions at specific behaviors from priority countries;
\qcreased proportion of priority applicants is
ed, fast tracked and removed - alongside

-

Areas for joint action with PMDU over the next 6 months
1. Development of new intake reduction strategy.

2. Improving further the proactive management of
displacement and changed behaviour at borders.

3. Joint work to resolve the need for, and optimum use of
different types of controlled accommodation.

4. Support and challenge the development of c
and action plans - supported by approp

Clear,
measurable
statement of
‘what success

looks like” in 6
\ months time

06/04/2024

lans for further expansion over next 2 years.
red priorities across the business have been
ed and are constantly updated to ensure best
ontrolled accommodation for fast track

sing and enforcement activity.

rs to removal have been successfully overcome
re priority countries to make fast track processing
le for new populations.

structures and processes

5. Continue to support implementation of the
review and action to tackle removal barrier

6. Part of project team exploiting the potential

7. Support the development of appropriately f
streams to best manage the local impact of

Slides produced by Peter Thomas and Ailsa
Kirkland 2016
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necessary to
achieve that
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Face to face accountability

The ‘prime ministerial stocktake” approach was designed to:

* ensure that there was focus,
clarity and a sense of urgency
on issues affecting delivery

 hold individuals to account

e update the Prime Minister on
progress

e discuss options and gain
agreement on key actions
needed (often on the basis of
a priority review report)

* identify new policy needs

* ensure cross-departmental
co-operation

e celebrate success when key
milestones were met

Source: Etheridge.Z & Thomas.P, Adapting the PMDU Model, Institute for Government, 2015.
Slides produced by Peter Thomas and Ailsa
06/04/2024 Kirkland 2016
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Regular assessment and follow-up

We started by assessing their plan, and then regularly assessing progress in six monthly
delivery reports.

December 02 July 02 December 03
- Mg 0 4 0 b 8 ¢ Do 0 - 0 b . ) - 0
Assessment of Delivery AR RSN R S R | M s R S
5 o g | o |5 a o PrETgl o a [ wd |3 Q) p S ag® e 085 0na 50
Ensure effective asylum process H \\K\ 2 H AG AG 2 AG H AG AG 3 4
Reducing significantly unfounded asylum claims i 2 H G G 3 A6 H AG 4 3 G
Fast tunaround of manifestly unfounded cases " NWEE " NN iR 2 NN
By 2004 75% of substantive asylum applications are decided within 2 months . G 6 3 s L G 6 3 G L 6 (4 4 4
By 2004 a proportion (tba) of substantive asylum applications including final appeal,
are decided within 6 months r \ % \\ 2 \\\ r 6 6 2 AG
Taking high quality decisions v | L © 0 3 6 L 6 6 3 6
Remove a greater proportion of failed asylum seekers H ) HONRLR 2 RN I 6 A 3 6

This is an increasingly well managed and sustainable organisation. Our assessment shows that their capacity and performance
has been transformed over the last 12 months. Leadership has rightly focused effort on increasing the capacity of the
organisation to deliver. There is impressive progress on the eight challenges identified in the last delivery report:

1. Maintain ambition and challenge - JPB is leading by example and used evaluation of key projects to provide challenge to
priorities, structures and processes. It is critical these challenges are carried through into the new strategy. They have provided
the clear signal that further progress on intake is required.

2. Accelerate effective performance management - The programme boards have matured to provide increasingly effective
challenge to performance, drive new actions and identify key strategic issues for resolution. The review of programme
management identified the need for an effective mechanisms to deal with cross cutting issues. The most important of these is a
‘country focus’ to challenge strategy, actions and impact across all programme boards.

3. Establish effective corporate management to join up the organisation - JPB collaboration, focus and performance
continues to improve. An outstanding challenge is to find the right way to lead cross cutting issues/projects.

4. Engage and energise staff - some progress has been made at more senior levels but there remains a major challenge to
align staff more widely with clarified priorities. Success will depend on developing more effective internal communications and
requires a stronger approach to organisation development that gets regular direction, drive and challenge from JPB.

5. Strengthen and develop middle management - substantial progress has been made - targeted on critical business areas
with some excellent new managers in place.

6. Re-build the big picture to shape the next delivery plan (and make time to evaluate, learn, and inform strategy) - well
underway as part of the strategic planning cycle. High quality evaluation of NSA & fast track has provided a crucial platform for
the new delivery plan. But there remains a lack of capacity to support strategy thinking and cross cutting work.

7. Managing the impact of SR2002 settlement - The JPB has taken a grown up approach to this challenging area.

Slides produced by Peter Thomas and Ailsa
06/04/2024 Kirkland 2016



Joint problem solving ‘priority reviews’

Question 5: Can we help? The PMDU rolled up its sleeves and helped solve

problems. We never yelled at people. Instead we built trusting relationships.
We shared responsibility for the outcomes but didn’t take credit for success.

Key features of ‘priority reviews’

" 1. A partnership to engage departments and create
commitment to action

Pace and urgency - a report in 6-12 weeks

Proven tools and methods

A strong team approach — mix of expertise and skill
Outside challenge to stress-test existing strategies
Sharply focussed on the key delivery issues
Fieldwork that tracks delivery down to the front line
Firmly rooted in evidence and data

Produces results through a prioritised action plan

L ooNO LA W

Source: Etheridge.Z & Thomas.P, Adapting the PMDU Model, Institute for Government, 2015.
Slides produced by Peter Thomas and Ailsa
0670472024 Kirkland 2016
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The priority review process

The approach uses key tools that bring rigour and is obsessive about building in
engagement throughout the review.

Inception and set- Launch review Familiarisation and
up team engagement

Scope Issue Key
sheet tree guestions

Field visits and Structure findings, Implement and

interviews engage and report follow-up

Building Killer
the story charts

Source: Etheridge.Z & Thomas.P, Adapting the PMDU Model, Institute for Government, 2015.
Slides produced by Peter Thomas and Ailsa
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6 tools bring focus, discipline and impact

Six review tools are essential to deliver the insights and impact...

Scope and problem
statement

Basic question to be resolved
The basic question brings focus to the analytic work. It should be succinct and
ensure that the findings can be acted upon. The more specific the statement
the better — but not so narrow that key levers to solve the problem are missed

1. Perspective/context
Comments on the “situation” and
“complication” facing the delivery

chain, e.g. recent performance

2. Decision makers
Identifies who decides whether to act
upon the Priority Review
recommendations

3. Criteria for success
The basis on which Decision Makers
will decide whether or not to act on
the reviews recommendations, e.g.
timeliness, practicality, impact etc

4. Other key stakeholders
Identifies who else could support/
derail the Priority Review and who

else is influential

5. Out of scope
Indicates what will not be included in the Priority Review

Frontline visits to understand

and map the system

Legisiators
o)

. /
S }‘i?o Relgaodies
- I

/

O
PHealthept

06/04/2024

Issue tree - structured
problem solving

Breakdown
of Sub
question
Sub question
Breakdown
of Sub
question

Breakdown
of Sub
question

Breakdown
of Sub
question

Sub-question

Breakdown
of Sub
question

Telling a story

Orthopaedics is
an outlier in
terms of risk to
the target

Ithas the
largest number
of 6 month+
waiters

Ithas the
highest

clearance time
(and is over 6

months)

DH needs to radically
rethink the way it is
managing orthopaedics

Planning the analysis and field
work - key questions

Responsibility/
.

Hypothesis Analysis Source iming End product

Description * Anissue s typically * Thehypothesisisa * The analysis defines  * The source * Responsibilty  * Theend
n important statementof the the work necessary  identies the identiies the productsis a
of statement of

phrased so that it

prove or disprove the  means of obtain the data  the output from
can be answered i

the issue; it
includes the reason  hypothesis or resolve  oblainingdatato  andundertake  the analyss.
foransweringyes  the issue inderlake nalysis.
orno analysis.

‘completion due

Yes, Virgin Bank s+ Assessment of Analyst reports + Financial April 3, Tunde
the best option for  organic options for on Nigerian forecast and

growih -~ time, isk bankingindustry  value of
establishskilsand et In-house investment
assets quickly Comparison of other  financial and
compared with both ba
organic growth and specialists
other acquisition acquisition options + M&A valuation
options. m

Killer charts

6 MONTH+ WAITERS (TOTAL AND % REDUCTION SINCE 1997)

Sreduction in 6 month+ waiters (Q1 97/98 - Q1 03/04) Total 6 month+ waiters (June 03)

——

Current
strategies for
managing
orthopaedics
are failing

Alternative
strategies for
managing
orthopaedics are
available

o I - [ o

708

19,99

Asignificant

1. Increase the ncentives on the service
tofocus on orthopaedics
2. Maximise Impact of existing intatves
on orthopaedics
3. Ramp up risk-based performance
management for orthopaedics
4. Direct, taiored support t tum round
There is limited highest ik trusts
evidence of any
positive effect of
any of these
programmes

oy Peter Thomas and Ailsa
Kirkland 2016

e
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g

In contrast to . A a
considerable efforts of several recent programmes covering over 70% of trusts “Impact on inpatient /
+ “Action on’ Orthopaedics - 67 lrusts daycase walts has.
+ Better Care Without Delay - 43 high risk trusts been limited to date”
+ Orthopaedic collaboratives - 20 teams, 100+ trusts so far Mod Agency, Nov 03




Lessons from reviews

The reviews were key to the credibility and effectiveness of PMDU...

. They help you to build trust and good relationships with
ministers and officials

* You have helped them succeed and they will want to work
with you again

* The strong focus on action to tackle evidenced problems —
not just hunches or treating symptoms

* They create clear actions with timescales that can be
monitored

* You keep looking at your delivery trajectory to see if the
actions are working

* By doing things —you learn about what works and what
doesn’t

* You are building capability in the people, departments and
organisations you work with

Source: Etheridge.Z & Thomas.P, Adapting the PMDU Model, Institute for Government, 2015.
Slides produced by Peter Thomas and Ailsa
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Approach, way of working

PMDU valued partnership working, frontline know-how and impartial,
evidence based problem solving

Strong partnership with to ensure a shared understanding of issues and a
departments shared commitment to action :
Engagement with the front line and to understand the impact of existing policy and
all levels in the delivery system the benefits and risks of proposed action
Impartial, external challenge to to add real value to delivery planning and
departments implementation
High quality analysis and evidence to monitor progress against trajectory, identify
based data the impact of key policy elements and focus What
matters most
50urce;Etheridge,z&Thomas.p,AdapﬁngthepMDUMOdel,|n3tituteforGovem.r;;.n.t,.z.o.;s._..."".......""........"...."........""...."""""""""".":
06/04/2024 Slides produced by Peter Thomas and Ailsa 19
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People

High quality staff in teams with right skill and knowledge mix. Trained and
coached to use unit tools.

Head of Unit Office

et
Head of Unit
E—

1

Civil servants

lmr—-l

I)ch\‘crly Team | Delivery Team 2 Dch\:r:' Team 3 Dch\'cr[y Team 4 -'\Ml],\'-"ls
| CabinetOffice | I M[won | | = . | McKinsey Consultants I " |
Consultants =
wsionwasms ||| Accenture ||| | CabinetOffice |||| CabinetOffice |||i wresun]

I T e el || I
ICabinuOfﬁce | | A2 ion I |_- | c.u,mofﬁcel

Ir'g’ MM TREASURY lm“ﬁwwm I l‘l HNHEASUR1

I McKinsey Consultants

Regulators, auditors [T ||[[omer comman m—
Seciarat | CabinetOffice | | CabinetOffice |
Fro nt ||ne se rV|CeS Support Team: I CabinetOffice I l Temporary | -I I Temporary I | CabinetOffice

Training for all staff in core tools and skills: problem solving; facilitation; presentation;
negotiation; and, engaging the front line

Source: Etheridge.Z & Thomas.P, Adapting the PMDU Model, Institute for Government, 2015.
Slides produced by Peter Thomas and Ailsa
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Delivery unit success factors

Appetite to
build
capability

Prioritisation
Good Ml
Rigorous analysis
Performance Frontline intelligence
framework Constructive challenge
and set of Supportive relationships
priorities Problem solving
Impactful presentation
Persistent follow-up
‘ Tracking actions
and

Political
authority

sponsorship

Source: Implementation Unit, Cabinet Office 2015

06/04/2024 Slides produced by Peter Thomas and Ailsa
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Setting up a delivery unit

What are the key steps?

Barber describes three key
components of the PMDU
approach, with a fourth strand
that runs throughout:

 establishing a small team

focused on performance

e gathering performance data
to set targets and
trajectories

* having routines to drive and
ensure focus on
performance.

e Through each of these
components runs a critical
thread: relationship building.

We have added to this and
broken parts of it down into 11
elements or stages of creating a
delivery unit. Some overlap or
run in parallel.

e ONE: SET UP A SMALL TEAM FOCUSED ON PERFORMANCE =N

* making the case for a delivery unit
 establishing the delivery priorities
* designing the operating model

 establishing, staffing and training the unit

g TWO: GATHER DATA TO CREATE TRAJECTORIES

* engaging and communicating with leaders of
delivery priorities

e clarifying ambition, success and measures

» developing and assessing delivery plans and
delivery trajectories

-~

aw |HREE: ROUTINES TO DRIVE AND FOCUS ON PERFORMANCE

* regular reporting and updates on delivery
* delivery stocktakes
* priority reviews to solve delivery problems

e continuous engagement with delivery leaders.

THROUGHOUT: RELATIONSHIPS BUILDING

Source: Etheridge.Z & Thomas.P, Adapting the PMDU Model, Institute for Government, 2015.

06/04/2024
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The implementation unit:
departmental plans, and task forces

Slides produced by Peter Thomas and Ailsa
Kirkland 2016
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Implementation Unit reinvents PMDU

Performance
plans

Support
structures

Accountability

06/04/2024

1998

Birth of PSAs

Ed Balls designs PSAs shortly

before 1998 CSR
* Replacing proposed
Output Performance
Analyses (OPAs)
e 600 targets hurriedly
developed

Departments supposed to
manage performance
overseen by HMT

Little traction

e Little attention from Blair

or Brown
* No accountability
mechanisms

2000

Blair

Priority PSAs and
PMDU

Effort to align 15-20 PM
priorities with HMT PSAs

Good buy-in from depts:
* Barber's personal
relationships

* PM support

PMDU established after 2001
election under Michael Barber
* Tosupport 17 priority
PSAs across 4 depts
» Sufficient team (~40)

Accountability through:
* PMDU RAG ratings and
league tables
* Regular PM stocktakes

Progress slowed
* PM interest waned
Michael Barber left

2007

Brown

Comprehensive &
cross-cutting PSAs

30 cross-cutting priorities
developed
* Reduce top-down targets
¢ Aim to fix complex issues

2010

2010 PMDU
ABOLISHED

Coalition
Business Plans

Coalition government abolish
PSAs and PMDU

Departmental business plans
with no targets developed in
2010

2012 1U
ESTABLISHED

Shared governance for each
PSA:
* Delivery board reporting
to Cab cttee
¢ Shared delivery
agreement

PMDU now responsible for all
30 PSAs

Less intense reporting
* 6-monthly delivery
reports
e Little time with PM

Even less attention after 2008
financial crisis

Slides produced by Peter Thomas and Ailsa

Kirkland 2016

Little support to 2012

Implementation Unit
established in 2012

* Priority chasing

* Performance reporting

Parallel reporting structures
evolve in order to report
effectively

Frequency and quality of
reporting increases from 2012

2015



Implementation Unit in UK Government context

\ 4
Prime Minister

Policy Decisions & ;

Secretaries of State

. . . The Implementation
Ministerial Departments Unit (1U)

24 ministerial

departments Other Govt Cabinet Office Taxes, spending

Departments HM Treasury &ecolr‘momic
policy

300 public bodies & agencies

Slides produced by Peter Thomas and Ailsa

06/04/2024 Kirkland 2016
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IU in relation to the rest of the Cabinet Office

Cabinet Secretariat -EDS? GDS, CCS?, etc.

General consulting Follow up on Cabinet

Rapid response
Deep Dive Projects

Expert technical advice

Convene cross-
departmental meetings

Tracking & reporting
performance Secretariat for

Implementation Task Forces Implementation Task
Single Departmental Plans Forces
Manifesto Delivery
Monthly PM reporting

Implementation
capability building
Implementation Insights

Virtual Profession
Departmental [Us

1. Economic and Domestic Secretariat — Cabinet Secretariat; 2. Government Digital Service, Crown Commercial Service

Slides produced by Peter Thomas and Ailsa

06/04/2024 Kirkland 2016

Infrastructure and projects

Authority

Formally MAJOR PROJECTS
AUTHORITY

Formal project assurance

Expert PPM /
construction technical
advice

Co-ordinate project peer
review

Project management
capability building

Portfolio status
transparency




IU Reporting structures for 2015-20

Key  Performance Spend

No. 10
2

A A K G
MPP
/ ,r Single Deptl TMontNy PM  Stocktakes $GMPP
o Ad hoc Plans " | = Nofe Ad hoc Single Deptl
oC \ Manljest Ad hOC Plans
/ 9 j Vs
Implementation
. MPA |  EDS Mi :

Unit \ Public
T T Stocktakes T Sten d

Ad hoc

Single Deptl } Gateway reports
PI i
ans reviews Headline ﬂ

QDS \ \ Manifesto Ad hoc \ Ad hoc / indicators
\ n >4 5 —— /
e QDS

Treasury

Departments
—  <f£25k ——>
A A AMA A AL AAAL M A4 =
Depart tal Local Executive jArms Length '
PTG Authorites  *  Agencies Bodies

* Programme for Government
Source: IU analysis

Slides produced by Peter Thomas and Ailsa
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Single Departmental Plans

The plans describe the objectives for this Parliament and how each department is fulfilling
the commitments that we have made to the public. The plans aim to improve the way in
which the government monitors its performance and allow the public to track progress.

SINGLE DEPARTMENTAL PLAN (SDP)

To be developed in parallel with Spending Review

EFFICIENCY
PORTFOLIO

Ope
+  Setout essontial ot business, such
as delivery of services, which are not a
10p polecal prority, but wil passidly
Include the majonty of spend.
+  Inchude outcome/output Indicators

Metrics
o bo st out In Perdormance Matrics Tabio !
Parformance assessed using a seres of meaningul indicators, including:

outputs and oUlCOMes, Service delivery standards (volumes, tmelness, qualty)

producsity
eardy warning / predictive (prodictive incicators wil act as an early waming and risk
management systam, enabling aarly intarvantion)

Slides produced by Peter Thomas and Ailsa
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There is a dual track reporting system

Formal performance mgmt framework

Informal performance mgmt framework

Government Regional
Manifesto Manifestos

Single
Departmental
Plans

Annual
refresh

06/04/2024

Implementation Task
Forcesx 11

Slides produced by Peter Thomas and Ailsa

Kirkland 2016

PM personal
priorities

\4

IU monthly

report



Single Departmental Plans

Strategic Objectives Operational Objectives Corporate Objectives

Outline strategic goals of Set out essential core Detail people and

workforce priorities, as
well as major changes to
corporate operations

department linked to business, such as delivery
manifesto of services, which are not
a top political priority

e Strategic objectives and Operational objectives should be SMART, between
them cover all of the important activity of the department, and where possible
be mutually exclusive.

e Supported by Implementation Timetables setting out the key programmes and
policies with actions and key milestones and deliverables for achieving these.

e Strategic objectives should encompass every Manifesto Commitment for which
the department has responsibility.

Slides produced by Peter Thomas and Ailsa

06/04/2024 Kirkland 2016
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Key roles of Delivery/Implementation Units

Tracking & * Monitoring performance against targets; progress on

_ - milestones :
challenging - » Providing Ministers with data and evidence to make decisions
JOIIIEES - » Helping hold departments and other organisations to account :

* Generating new insight through analysis and local intelligence
* Uncovering and unblocking barriers to impact on the ground
. * ‘Deep dives’ to understand problems and find solutions

Solving problems;
maximising impact

* Sharing implementation tools and techniques
* Helping with implementation planning
- * Supporting developing of wider implementation units

Building capability;
sustaining change

Slides produced by Peter Thomas and Ailsa

06/04/2024 Kirkland 2016
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Implementation Unit structure and functions

The Group is divided into six teams, each of which is lead by a Deputy Director. Three
of the teams focus on specific policy areas while the other three perform cross-cutting
roles. It has a headcount of 45.

Policy Implementation Teams Cross-cutting functions

Key areas: Key areas: home affairs; Key areas: local Key focus: government Key focus:
reform of the immigration and visas; enterprise zones, policy monitoring; statistical, quant
NHS; changes broadband and mobile energy, taxation, coordinating regular and qual analysis
to welfare and infrastructure; defence public sector land reporting to the Prime across policy
benefits recruitment. sales Minister and Cabinet portfolio
Secretary; all corporate
support functions
06/04/2024 Slides produced by Peter Thomas and Ailsa 32
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Recruiting and equipping staff

We recruit talented Implementation Leaders who are passionate about making a
difference and committed to their own development; we equip them with the right
culture, training, experience and tools to achieve their goals

Translator Understand views & experience
of public, patients, clinicians

Navigate the department and its

ALBs & centre of government

See the big picture and
demonstrate political judgment

Dig into the detail of the
evidence; apply rigour to
analysis

Challenge implementation through Support implementation

analysis through expertise

Slides produced by Peter Thomas and Ailsa
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How do we get involved and how do we work?

® We can be commissioned by the Prime Minister or by the Senior Minister in the
Cabinet Office — Oliver Letwin

® This has traditionally involved a “deep dive review” with a strong emphasis on
front line intelligence and data analysis

® Work can be generated in support of the Implementation Task Forces
e \We also offer a “whack-a-mole” rapid response approach
® We aim to work openly with departments and share our findings.

Slides produced by Peter Thomas and Ailsa

Kirkland 2016 34
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Implementation Insights

Set the goal |:> Implement agreed plan |:> Monitor impact & respond
Is there aclear, shared Who needs to be involved in Are systemsin place to judge
understanding of what the delivering the outcomes? Why whether real world impact is
desired outcomes are? would they do whatis needed? being achieved?
Why is action needed? _ Why are thesethe best
How will the outcomes be 5
: measures:
delivered?

Why s this the best way?

When must outcomes and
actions be achieved?
Why are these datesright?

Which are the best actions to take in response? Why are these right?

Keep asking why

Continuously test against data and frontline intelligence

Slides produced by Peter Thomas and Ailsa
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Assuring progress : implementation task forces

10 Task forces

Purpose : to monitor and drive delivery. They
bring together key ministers and officials to

® Track progress

Spot potential problems and blockages
Agree plans for resolving

Make sure actions are followed through

Report to Prime Minister and Cabinet on
regular basis

Cabinet still deal with issues requiring collective
agreement

06/04/2024 Kirkland 2016

The 8 task forces in 2016 are:

Housing

Health & Social Care
Earn & Learn
Immigration
Childcare

Tackling Extremism
Digital Infrastructure

Syrian Returnees

Slides produced by Peter Thomas and Ailsa
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Terms of reference of an Implementation Task Force

Earn or Learn

Terms of Reference: Help businesses to create two million new jobs to achieve full
employment,; support three million new apprenticeships, make sure that all young

people are either earning or learning.

Minister for the Cabinet Office, Paymaster General (Chair)

(The Rt Hon Matt Hancock MP)
Chancellor of the Duchy of Lancaster (The Rt Hon Oliver Letwin MP)
Secretary of State for Work and Pensions  (The Rt Hon Iain Duncan Smith MP)
Secretary of State for Communities and Local Government

(The Rt Hon Greg Clark MP)
Secretary of State for Education, Minister for Women and Equalities

(The Rt Hon Nicky Morgan MP)

Chief Secretary to the Treasury (The Rt Hon Greg Hands MP)
Minister of State for Employment (The Rt Hon Priti Patel MP)
Minister of State for Business, Innovation. and Skills

(Nick Boles MP)

Parliamentary Secretary for the Cabinet Office
(Lord Bridges of Headley)

Slides produced by Peter Thomas and Ailsa
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Example of a task force: Earn or Learn

® [ooking at the implementation of 8 key policies that will deliver the priority
® Meets on a 6 week cycle

Week 6

e Task force
meets — 1
hour

Week 3 Week 4 Week 5

* Prep of papers e Officials * Papers sent
by depts and meeting with out
Cabinet Office draft papers e Chairis

Week 1 Week 2

* Minutes from e Agree final
last meeting agenda with
with actions Chair (1U)

(EDS) (EDS and 1U) e Prepare Chairs briefed

Brief EDS with
input from U

* Focus next
meeting agree
e Forward plan

Slides produced by Peter Thomas and Ailsa
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Sample task force agenda pack

One pack of papers agreed by all containing

1. Agenda - Listing Ministers, Officials, Secretariat in attendance
2. Actions tracker from last meeting

3. Qutstanding Actions
4

Performance Pack

* Dash board of leading indicators using Ml

* Trajectories

* Annex with more detailed analysis on performance

Following the meeting minutes of the meeting
e tight distribution list

* Concise record of discussion
* Allocated actions

Slides produced by Peter Thomas and Ailsa
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