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Foreword

Excellent public services
lie at the heart of any
civilised society. They
express our core values
of fairness and common
endeavour and they
underpin a strong
economy. But more than
that, they are essential
if we are to meet our
commitment to improve
social mobility - supporting every family in Britain

as they strive to make a better life for themselves
and their children. That is why putting in place the
investment and reforms necessary to create world-
class public services will always be a key priority for
the government that | lead.

When Labour came to power in 1997, we were faced
with the impact of decades of under-investment.
Standards were unacceptably low in most of our
secondary schools; crime had been at record levels;
and waiting times for treatment in many hospitals
were longer than a year, leading some to question
whether the NHS and other public services could
survive.

So our first task was to put in place a programme of
investment and repair to remedy years of neglect and
to establish, at a national level, basic standards below
which no school, hospital or other service would be
allowed to fall.

These national standards, together with big increases
in the numbers of front-line staff, meant that we
could then focus on a greater diversity of supply

- more providers from the voluntary and private
sectors, more choice and, in many areas, more
competition — in order to foster innovation and
strengthen incentives for high performance.

As a result of these changes, together with the hard
work of millions of public servants, we have seen
major improvements. We have more and better

qualified teachers than ever. Children no longer

have to use outside toilets at school. Patients do not
have to wait months on end for operations. Police
numbers are at a record high and every community
has its own neighbourhood police team. Overall, we
have restored our nation’s pride in our public services
and they are more firmly than ever part of the fabric
of British national life.

Some of our public services have done even better.
Our top schools, hospitals, universities, and police
forces — as well as our armed forces - are admired
around the world. But we should also not shy away
from the fact that in some places public services are
still not good enough. And if we are to build a fairer
Britain, we must extend to everyone — not just those
who pay privately — the advantages of personalised
public services.

Our first objective for reform must be to combine
excellence with fairness. Everyone has a right to
expect a first-class service, wherever they live and
whatever their background. It is unacceptable that
those in our most deprived communities too often
experience our worst public services, or that hard-
working families cannot always rely on the services
they depend on.

So we will act to end unfair postcode lotteries by
enshrining universal entitlements to basic standards,
for instance, through a new NHS Constitution.

We will guarantee minimum standards for
neighbourhood policing. And we will do whatever it
takes to eradicate the remaining pockets of serious
underperformance - with radical proposals to ensure
that when a hospital or other health care provider
falls below acceptable standards new powers will
be used to turn them around, just as our National
Challenge programme will tackle low attainment in
secondary schools.

Having ensured the removal of underperformance,
our second objective is to respond to people’s rising
aspirations for high-quality services that are shaped













Greater freedoms for high performers

76. New professionalism requires high performers
to have the freedoms and flexibilities to
respond to the needs of those who use the
service and to drive innovation and higher
standards. For example, modern matrons are
already showing how strengthened professional
leadership can improve standards within
hospital wards; and neighbourhood policing
teams are providing police officers with the
dedicated resources and freedom to innovate
required to address the particular concerns of
local residents.

77. This freedom starts at the organisational level.
Alongside a much smaller set of national
targets, public services are moving to a model
of presumed autonomy in which, for those
organisations that are high performing, there
will be less inspection and central control.”? For
example, in October 2007, the Government
announced a reduction in the overall number
of crime targets, designed to free up the police
to focus on the most serious crimes and on
local priorities, with the emphasis on minimum
standards to allow greater flexibility for
professionals at the front line. The Government
is implementing the recent recommendations
of Sir Ronnie Flanagan aimed at reducing
bureaucracy in the police service, but further
steps are required to free up high performers
so they can excel on the front line.” Central
government will break down the barriers that
prevent well performing institutions from
expanding, such as with the establishment of
Foundation Trusts, which develop new services
to take over underperforming hospitals and
begin to provide primary care services.

78. Professionals, in turn, are given much greater
freedoms to run their own services. In the
NHS, for instance, this approach has the
potential to deliver real benefits for patients.”

New professionalism

Foundation Trusts are now beginning to pass
their autonomy down from their management
boards to the clinicians who deliver front-line
services.”® The ‘productive ward’ programme,
available across England, asks every ward team,
including nurses, health care assistants and
others, to take responsibility for the services
delivered on their ward. Early indications show
a significant increase in the time spent with
patients where staff have been empowered in
this way.”®

Modern matrons: Ward-level leadership

In 2001, as part of the NHS Plan, modern
matrons were introduced to provide strong
leadership on wards and be highly visible and
accessible to patients.

Modern matrons lead by example in driving up
standards of clinical care and empowering nurses
to take on a greater range of clinical tasks to help
improve patient care. Crucially, they have been
given the authority to get the basics right for
patients — clean wards, good food, quality care.

One study found that the introduction of
modern matrons in 2002 led, in some instances,
to an 11% reduction in cases of MRSA in the
following year.

There are now more than 5,500 modern
matrons working in the NHS.
Dealey et al. Auditing the Impact of Implementing the

Modern Matron Role in an Acute Teaching Trust, Journal
of Nursing Management, 2007

79. In welfare, more people will be helped back
to work by allowing front-line professionals to
make decisions and give advice based upon
the particular circumstances of each individual.
So where a claimant has a temporary health
problem, the doctor and employment adviser
will be able to decide what treatment and
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80.

81.

30

support they need and when they should be
reassessed; where they have poor skills, they will
be offered a tailored training programme; and
where they have a drug addiction problem they
will be referred to a treatment course.

The opportunities to drive more personalised,
more effective services by asking professionals
to run and manage them themselves is one of
the reasons why social enterprises and other
third sector organisations have such potential
to deliver public services, alongside more
empowered public sector providers. And it is
why innovations such as Foundation Hospitals
and City Academies and Trust Schools are so
important. Over time the Government is keen
to see far wider development of these sorts

of organisations, run at arm’s length from
government, not for profit, with significant
scope for staff and professionals to run services
directly responding to users and commissioners.
Indeed, one of the best ways that government
can promote a new professionalism is by
enabling more of these organisations and
ensuring their governance arrangements
provide professional staff with a major role

in management and service delivery. This is
one reason why, for example, from 2010 all
Probation Boards will be replaced by Probation
Trusts.”

Greater diversity of provision, whether through
social enterprise or foundation or academy
status, or a private company, should never be

a race to the bottom on costs or quality, but
rather a way to encourage greater innovation
and harness the dynamism of professional staff.
That is why the Government is committed to
ensuring that the terms and conditions of staff
are protected if the management of services
changes.

Nurses take control

Central Surrey Health was created by nurses

in 2005, when the Primary Care Trust was
separating its community nursing service from
its commissioning responsibilities. Director of
Nursing Jo Prichard and her colleagues came
up with an alternative to splitting the service
between several practices. The 700 nurses
and other staff created a new not for profit
social enterprise, in which all surpluses are
reinvested in care and all workers own an
equal penny share. The consequence has been
an improvement in overall performance, a
host of professionally led innovations in how
to work with patients and a better work-life
balance owing to greater control over shifts and
timetabling.

More information can be found at
www.centralsurreyhealth.nhs.uk

Rewarding success

82. Services will also need to encourage the
best professionals to work in the most
challenging areas and recognise those that
deliver the most outstanding results. Too often
the incentives work in the opposite direction.
For example, the best schools find it easy
to attract high quality teachers whereas the
schools in the most disadvantaged areas can
struggle to attract applicants. In addition, public
service leaders will be increasingly judged by
their contribution to the skills and motivation of
their workforce, how they encourage innovation
and how they bring on talent.

83. At the same time, the Government will look
to professional leaders and managers to take
more responsibility themselves for dealing
with those who are not up to the job. In
the best systems, not only is there continuous




improvement but also the professions
themselves set high standards and ensure

they are consistently met. In future, those
professionals who are struggling must be better
helped to improve, while those who still do not
match up to acceptable standards should be
moved out of the profession.

Rewarding success

In Denver, Colorado, the Professional
Compensation System for Teachers (ProComp) is
the product of a seven-year collaboration among
the teachers’ union, the district and city hall. The
scheme rewards teachers through a variety of
different performance-related mechanisms both
at the individual and school level.

For example, a maths teacher in a struggling
city school is rewarded if she and her school
meet all their goals, including: if students in her
school exceed expectations on the state exams;
if she meets professional academic objectives
she helped set in the beginning of the year; if
she earns a good evaluation from her principal;
and if her school is judged to be a ‘distinguished
school’, on the basis of a mix of criteria that
includes parent satisfaction.

Half of Denver’s 4,555 teachers voluntarily
signed up to the scheme in its first year.

See www.denverprocomp.org for more details
Maths teacher example taken from Wallis C,
How to Make Great Teachers, TIME magazine,
13 February 2008

New professionalism

Excellent leadership and management

84.

85.

Excellent leadership and management
are central to the quality of public services. A
recent study of NHS hospitals found a strong
link between better management practices
and external performance indicators such as
clinical quality and financial and operational
performance.”

In every service, the Government and
professions collectively have a responsibility to
grow the next generation of leaders. Services
must build on the success of organisations like
the National College of School Leadership,
which is widely regarded as world-leading,

to ensure the highest quality leadership
development and support is available to all our
future and current public service leaders. For
example, in September 2007 the Principals’
Qualifying Programme for further education
was introduced and, more recently, a new
Masters in Learning and Teaching is being
established, both of which should become
benchmark teaching qualifications in years
ahead.” In health, the NHS will ensure that
more clinicians are supported to take up
management positions. In police, the Home
Office is working with the National Police
Improvement Agency to significantly strengthen
the training of future leaders. Across leadership
training programmes, the Government will
encourage services to work more closely
together, pooling resources, sharing experience
and enabling future leaders to learn from the
experience of those in a range of services.
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Operation QUEST: Police leadership and
management

The Police Service and the Home Office have
demonstrated tangible success through
Operation QUEST, which mirrors the best
management practices developed in the United
States, Japan and Europe.

There are three central strands to Operation
QUEST:

e empowering front-line staff to take
responsibility for understanding and
reforming everyday working practices,
including developing new systems of
accountability for performance;

e developing management and leadership skills
locally, so that an expectation is created that
working practices will change rapidly and the
right environment is created to achieve and
sustain that; and

e focusing government attention on
public service outcomes with the explicit
expectation that local managers and staff
will have the knowledge and skills to deliver
those outcomes reliably and cost-effectively.

The police have been able to achieve substantial
improvements in performance, particularly

in customer service, while also reducing unit
costs. For example, in its Northern Division,
Lancashire Constabulary reduced the number of
pending ‘open’ incidents by 91% and saved the
equivalent of £420,000 a year of police officer
time; and in Bristol West, Avon and Somerset
Constabulary, the average speed of victim
contact was reduced from 8.5 days to 0.5 days
for actual bodily harm.

Excellent school leadership

Excellent leadership in schools makes a
difference to children’s lives and the overall
success of educational institutions. Ofsted
reports that there is a close link between the
overall effectiveness of schools of all types and
the quality of their leadership and management.

The guiding principle of the National College
of School Leadership (NCSL), which was
established in 2000, is to transform children’s
achievement and well-being through excellent
school leadership, both now and in the future,
so that they can have a positive impact within
and beyond their schools. The NCSL runs a
wide range of programmes for professionals,
including the flagship National Professional
Qualification for Headship, which has more
than 30,000 graduates. A ground-breaking
Leadership Network of over 5,500 school leaders
has also been set up to represent the profession
in the drive for transformation.

Ofsted, Excellence in Cities: Managing associated
initiatives to raise standards, 2005, Ref HMI 2595.

DfES, Leadership Incentive Grant Guidance, 03/2003, Ref:
DfES/0139/2003
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Professionals defining excellence

86. The final element of new professionalism
involves professionals themselves defining
what ‘excellence’ constitutes and how it
can be achieved, complementing the work
of government in setting high minimum
performance standards.

87. Professionals have much of the knowledge,
understanding and experience to know what
works in the present and what is achievable
in the future. These invaluable resources must
increasingly be drawn upon by individuals and




88.

89.

90.

networks of professionals in setting high but
achievable objectives, sharing best practice,
improving cost-effectiveness and tackling
underperformance. The Government’s aim

is that professionals are even more active in
defining the standards expected in world class
services.® For example, in the NHS, a clinician-
driven process in the South West has produced
plans for improving access to local services
which include a local maximum A&E waiting
time of two hours and local plans to further
reduce waiting times for surgical procedures.

This approach to a new professionalism will
extend to more strategic influence over the
future of services.

The right approach to issues of strategic
planning is to make far greater use of
professionals and expert evidence. This will
allow public services to move from a system

in which professionals are consulted to one in
which their views are at the heart of designing
the approaches which will deliver world class
outcomes.

An example of this has been Lord Darzi's Next
Stage Review of the NHS. Rather than seek

to design a Whitehall national blueprint for
services, he has instead sought to empower
clinical groups in every area of the country

to review existing practice and draw up
recommendations for change, putting clinical
decision-making at the heart of the NHS. This
has simultaneously allowed local clinicians

and NHS bodies to produce some of the most
radical proposals for improving services to world
class levels in the history of the NHS and given
a greater confidence to patients and public that
these changes are not driven by anything other
than the quest for quality.

91.

New professionalism

This requires a fundamentally different approach
from government. As with the NHS, it requires
the centre to find the right structures to
empower professionals, as expert partners. In
key sectors the Government will work with
public sector leaders to create forums in which
world-class standards can be identified, debated
and agreed. Building on the Darzi report in
health and the Children’s Plan in education and
children’s policy,®' government departments will
ensure that leading professionals are right at the
heart of the drive to improve services.

Conclusion

92.

93.

New professionalism is about a shared
commitment between the Government and
public professionals to create world class
performance right across the country. This
represents a major strengthening of the
Government’s approach to enabling high quality
services. It means maintaining high standards
of service and performance, and strengthening
user choices and voice, but at the same time
providing space for the best professionals

to manage and run their own services. It

will require a constant dialogue between
government and professional staff on how to
achieve the world class standards people want.

New professionalism also rests on redefining the
relationship between professionals and citizens.
Professionals are no longer simply accountable
to their managers or to the Government. Users
of public services and other citizens should have
the primary role, empowered to demand service
improvements where performance falls below
expectations and bring more of their own
expertise, time and energy to solving problems
collaboratively with professionals.
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94. Government will look to professionals to
challenge each other, share knowledge and
learn from one another to continuously drive
up performance. The Government will now
expect professionals themselves to take the lead
in addressing underperformance and to ensure
they have the skills necessary to meet people’s
needs and aspirations. Where high minimum
standards are met they will have the freedoms
to innovate and strive for world class outcomes.
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Strategic leadership

95.

96.

97.

98.

No country in the world offers excellent

public services to all its citizens without active,
enabling government. This means government
that provides both a clear sense of direction

as well as the freedoms for front-line staff to
innovate; that guarantees minimum standards
without putting a ceiling on quality; and that
ensures value for money without controlling
how each pound is spent. In short, government
that provides strategic leadership.

Governments cannot simply leave the provision
of services to the market or individuals. If

left simply to private markets, excellent and
equitable outcomes would not be achieved in
health, education or welfare. As the health
care system in the United States demonstrates,
such approaches can be more expensive, less

equitable and lead to poorer outcomes overall.
82,83

Nor should governments seek to micro-manage
the performance of front-line public services.
The establishment of national minimum
standards — and clear national targets which
reflect the views of the public — have played an
important role over the last decade in rebuilding
public confidence in the NHS and the state
education system. But getting from 'good’ to
‘world class’ cannot be mandated from the
centre. Instead, central government should
increasingly play a less interventionist, more
strategic role.

The best performing systems in the world
encourage innovation at the front line and
create the conditions under which services can
be responsive to the aspirations of citizens.

In these systems, central government’s role

is to ensure that bottom-up accountability
mechanisms and incentives are in place, and
power is devolved to local organisations and
local government where they can help citizens
most. Direct intervention by central government
is reserved for situations when local systems
underperform or are in crisis.

99.

Under this more strategic approach, it is

often not central government’s job to provide
services directly, but to ensure that the system
delivers services to meet both existing social
needs and newly emerging ones. Thus, central
government’s role is:

e as a leader, using its democratic mandate to
provide vision and direction for improving
existing services as well as responding to new
forms of social need;

¢ as a guarantor of standards and fairness,
establishing the overall framework and
accountability systems for the public services
and then devolving extensive responsibility to
the front-line;

e as along term investor, providing funding
stability, allocating resources to areas of
greatest need, and rewarding outcomes and
innovation so services improve themselves;
and

* 3s a capacity-builder and connector,
encouraging leadership, unlocking talent
within services, protecting and sharing
information, encouraging skills development
and building coalitions for change.

The elements of strategic leadership

Leading change

100. The first role of government in a world class

system is to provide the vision and direction
of change for public services, so that everyone
working in them understands the guiding
principles within which they should be
operating. Such leadership lies at the very heart
of the strategic role of government.
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101. This does not mean micro-managing the
detail of implementation but rather setting
out priorities and how they will be achieved.
Government’s vision should inspire and energise
leaders and front-line professionals, engage the
public and challenge the system to continually
raise its game. To achieve this, government
must focus on assessing where public services
need to adapt and policy needs to change to
meet new circumstances.

102. For example, childcare, pre-school education
and tackling youth unemployment were
identified as major priorities a decade ago.
Tackling antisocial behaviour, speeding up
asylum claims and making policing more

locally responsive have been similar major
developments in the last five years. In the
decade ahead, establishing new approaches to
funding and delivering social care for the elderly
is likely to become increasingly significant, as
will ensuring that those who have suffered from
long term sickness are supported to return to
work.

103. Government has an important role to play

in leading changes in people’s attitudes and
behaviours. For example, the success of the
‘Think!” road safety campaign has helped the
UK to have one of the best road safety records
in the world. Current campaigns include
educating people about the warning signs of
heart attacks and encouraging the public to
pay closer attention to the number of units
in different alcoholic drinks. In doing this the
Government will work more closely with civic
organisations, such as campaign groups, and
with local agencies.
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104. The lesson from around the world as well as in

105.

106.

the UK is that public services thrive when local
and national leadership operate in tandem.
Central government retains an important role
in promoting minimum standards, reducing
postcode lotteries, and intervening where
local systems fail. However, local leadership
and accountability become more important

as the agenda shifts from simply raising core
standards to a greater emphasis on increasing
responsiveness to the users of services. As the
Local Area Agreement negotiations on local
targets and funding show, local leaders are
well placed to bring services together and help
professionals weigh up competing priorities,
bringing legitimacy to difficult local decisions.

The Government is committed to building up
the capacity and powers of local leaders in
health, education, policing and welfare and
other services. Local authorities and cities

are gaining greater responsibilities for local
economic development and transport and
more freedoms to set local priorities for public
services.

In turn, local commissioners of services,
including local government, must also act
strategically rather than micro-manage or
control front-line services. For example, recent
legislation gives local authorities a crucial

role for commissioning schools and children’s
services, managing the local market for
childcare, supporting people to manage their
own social care services and ensuring that no
local schools are below nationally set minimum
standards. Direct intervention from central
government is only necessary where local
organisations and authorities lack the will or
capacity to act.



Measuring what matters

The Government’s priorities for the next three
years are now set out in a streamlined set of 30
Public Service Agreements (PSAs). There are now
fewer national targets, fewer indicators and,
instead of being constrained by the boundaries
between Whitehall departments, the PSAs are
focused on the outcomes that matter to citizens
and public service professionals. This allows a
greater role for local communities to set local
priorities and more space to deliver personalised,
flexible services.

Alongside reforms to the PSAs are changes to
the way local authority performance is measured.
Local Area Agreements (LAAs) are three-year
agreements between local authorities, other local
partners and central government which set out
key priorities for a local area. A limited number of
core outcomes are agreed, linking to the national
priorities set out in PSAs and local areas are given
the freedom to deliver. Local control of funds is
being increased — from 2008 the LAAs no longer
have funding ‘ring-fenced’ for specific priorities,
there is a single pot of money, with fewer
conditions on how it is spent.

In this way LAAs allow greater flexibility and
capacity for the development of local solutions
to local problems, rather than having policies
implemented in a top-down way from central
government. Local authorities are encouraged
to innovate and to work with government to
remove any barriers to innovation.

For more information on the new Local Performance
Framework see An Introduction to the Local Performance
Framework — Delivering Better Outcomes for Local
People, Department for Communities and Local
Government, November 2007, Ref: 07 LGSRU 04949.

For more information on the new PSA framework see
2007 Pre-Budget Report and Comprehensive Spending
Review — Meeting the aspirations of the British people,
HM Treasury, 2007 and www.hm-treasury.gov.uk/pbr_csr/
psa/pbr_csr07_psaindex.cfm

Strategic leadership

Guaranteeing standards and fairness

107. The providers of public services enjoy many
freedoms in world class systems, allowing
them to innovate and raise standards further.
These freedoms exist within a clear framework,
established by the Government, in conjunction
with regulators and inspectorates. This
framework must, among other things, set the
standards below which providers must not
fall and clearly state the implications of failure.
In short, as services in this country seek to
match the best in the world, the Government
will set high floor standards but no ceiling on
quality.

108. Minimum standards are particularly important
for ensuring that services help those in
greatest need. Historically, poor performing
schools, hospitals and other services have been
clustered in deprived areas, compounding the
disadvantage already faced by residents.®* This
approach applies equally to regenerating entire
areas as well as single services.

109. The Government is clear that its priority must be
to eradicate such underperformance, as recent
announcements have demonstrated.

e The Department of Health recently
announced proposals to ensure that when
a hospital or other health care provider falls
below acceptable standards new powers will
be used to turn them around, including by
bringing in new management.

e The new National Challenge programme
sets out how local authorities will work
with schools where attainment is low. This
has been combined with greater freedoms
to build new academies, merge schools
or deploy excellent head teachers to help
struggling institutions.
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110. The Government will apply this approach more
widely and support swift action to ensure high
standards for all.

111. But high minimum standards alone are not
sufficient to ensure that services are fair

or world class. World class services exceed
minimum standards by encouraging diversity
and experimentation while still ensuring equality
of access. The Government will therefore
continue to ensure that fair access to schools,
NHS treatment, social housing and support for
victims of crime is embedded in services, such as
through the recently revised schools admissions
code, the new NHS Constitution, the Code of
Practice for Victims of Crime, and expanded
entitlements to student grants that help pay
university tuition fees.®> And we will ensure that
local people have the comparable information
necessary to scrutinise performance and the
local accountability systems necessary to
challenge those services that need to improve.

Investing for the long term

112. All governments have a responsibility to ensure
that taxpayers’ spending achieves value for
money and that public services are as efficient
as possible. World class systems achieve high
levels of productivity but they do so without
dictating how every pound should be spent.
Resources are often allocated through multi-
year funding settlements and without ring-
fencing. Expected outcomes are described
rather than inputs. Clear accountabilities are
established so that each part of the system
knows what is expected of them and who is
responsible for what.
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113.

114.

115.

116.

Over the last five years, the Government has
developed a number of ways to develop a more
strategic relationship with service providers,
transferring direct accountability to local people
and service users and unlocking the insights and
motivation of those working on the front line.

We have significantly reduced the number

of central targets and introduced greater
autonomy for local authorities to work with
other services to set local priorities (see the box
— Measuring what matters).

The Government is now developing this

long term framework further. Multi-year pay
agreements covering over 1.5 million employees
have already been negotiated to give greater
certainty to both front-line staff and service
managers.

Increasingly, departments will ensure that
incentives are in place to encourage innovation
and prevent problems occurring rather than
spending large sums on dealing with them
after the event. For example, as set out in

the budget, the Government is exploring a
new funding mechanism to reward private
and voluntary sector specialist providers for
investing in helping long term incapacity
benefit claimants into work. And over time,
the Government’s strategy is for investment in
prevention to become a far greater priority for
the NHS.



Getting people into work and on in
work

In future it will no longer be the shortage of jobs
but the shortage of skills that will be the biggest
barrier to full employment. Jobseekers therefore
need seamless services that both help them get
back into work and, in the process, start to give
them the skills they will need for the future.

In the West Midlands, approximately 75,000
customers who remain unemployed for

more than six months will be able to benefit
progressively from enhanced and tailored
provision at all stages of the flexible New Deal,
starting from April 2009.

The programme will build on the existing
City Strategy Pathfinder and the forthcoming
Integrated Employment and Skills trials to
develop a co-commissioning approach. It will
bring Learning and Skills Council funding,
including Train to Gain, together with the
flexible New Deal, and link employment and
skills with wider services, such as health.

See Work Skills, DWP and DIUS, 2008

Strategic leadership

118. In the past, too many new initiatives have been
introduced from the top down — rather than
testing out reforms first. To become world
class, services must take a more systematic
approach in which new ideas are developed
by professionals in conjunction with service
users, tested on a small scale and, if successful,
implemented more widely. Personal budgets in
social care are such an example — originating
from the demands of services users, tested
by pioneering councils and now adopted as
government policy.

Capacity-building and connecting

117. The quality of the professionals working in
public services is a key determining factor of
world class performance. Government therefore
has an important role to play as a capacity-
builder — ensuring sufficient numbers of skilled
staff are recruited and developed; and that
incentives are in place to encourage innovation
and appropriate levels of risk taking.® In
Whitehall, the Department for Innovation,
Universities and Skills is responsible for public
sector innovation and will support government
departments in responding to this challenge.

Building service capacity in Canada

Canada is a world leader in building the capacity
of public services. For example, they have
invested heavily in providing rapid analysis and
dissemination of policy evaluations and statistics,
and in ensuring that public services measure
customer satisfaction in standard ways. In 2004,
Canada established the Canada School of Public
Service, providing a focal point for training.
Since 2006, all senior managers in the public
service have had a responsibility for ensuring
that their staff are trained and for promoting
innovation within their organisation.

Lindquist E, A Critical Moment: Capturing and Conveying

the Evolution of the Canadian Public Service, Canada
School of Public Service, 2006

119. Central government is one of the few actors
able to take a system-wide perspective,
which means it is well placed to bring
organisations together to broker agreements
and build coalitions of change. Government
has successfully worked, for instance, with
manufacturers to reduce car crime and with
charities to invest in science and medical
research.
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120. This perspective also means that government
is best placed to change the organisational
architecture — changing the type of
organisations that deliver services and how they
relate to one another. This is important given
how fragmented public services can be from the
citizen’s point of view — especially for the most
disadvantaged. The value of a more joined up
and integrated approach to public services is
already established: examples include Children’s
Trusts, the UK Border Agency, and current
pilots involving HM Revenue and Customs and
Jobcentre Plus that make it easier for people
to claim tax credits and housing benefit when
returning to work. New rules for sharing
information safely between agencies also
promote integrated approaches. PSAs and LAAs
also require collaboration and joint working
across government.

121. In turn, these changes will require central
government departments to renew themselves
and improve performance. They need to be
able to identify long term challenges; establish
overall operating frameworks; develop external
partnerships that can create change; understand
the aspirations of citizens; foster a culture of
innovation; and avoid the temptation to dictate
change. They require the agility to address
crises and intervene if basic standards are
under threat, and step back quickly when these
problems are addressed.

122. This means that the next stage of public service
reform will be as much about improving the
work of central government as about change
among front line services, establishing a more
highly qualified, flexible and smaller civil service.
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Building the capacity of public services to exploit new technology

Technology enables personalisation and precision in public services not dreamed of in 1945. Supporting
organisations to make the most of this potential will remain a critical role for government in the years ahead.

Decades of underinvestment in technology was made good in the 2002 Spending Review with an
injection of £6 billion of new money. Today’s public services would not function without some of the
world’s biggest information processing operations running in the background.

There has been a dramatic increase in public access to technologies like mobile phones, home computers
and the internet. In 1997, only 10% of people had used the internet, now around 70% have done so.
This has fundamentally changed the way people consume all sorts of services including public ones.
Nearly half the population want more access to government services online, and equal numbers want to
communicate by phone, online and face to face.?

This is changing the way people engage with public services. In 1997, NHS Direct was a phone-based
service, now it receives more visits online than telephone calls. People increasingly belong to online
communities, providing support to one another on issues important to public services like parenting,
health and caring. Government has a role to play in fostering and supporting these communities.®

Technology also changes the nature of the services that government can offer the public. Technology
enables public services to offer personalised support to millions of citizens efficiently and in real time —
such as helping with more than one query while someone is on the phone, as well as sharing information
more safely and reliably in order to improve and protect people’s lives.©

With the necessary funding now in place the challenge for technology in public services is a continued
focus on the needs of the end user, joining up between public service systems instead of duplicating and
increasing complexity, and increasing professionalism in applying technology to the business of public
services. There are already 10,000 IT professionals, led by Chief Information Officers, working on small
and large projects in public services ensuring that technology is used effectively and efficiently to improve
public services.

Government's overall strategy for how technology can enable government services can be accessed at
www.cio.gov.uk/transformational_government

2 Work Foundation, Public Services and ICT - Final Report. How can ICT improve quality choice and efficiency in public
services, 2005

5 NetMums.com is a successful example of a large online community, partially funded by government but still an
independent space where the public can support one another and do things for themselves.

¢ Government response to Power of Information review Cm7157 www.cabinetoffice.gov.uk/reports/power_of_information.aspx
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It is clear that for public services to be

driven more by users and professionals, the
Government’s own role will need to evolve.
The new focus will be on setting the overall
direction — identifying the biggest priorities,
providing the necessary resources and working
with professionals, users, local authorities

and private and voluntary sectors to speed up
innovation and change.

Alongside retaining the capacity to intervene
rapidly and effectively to address failure or a
crisis, the Government will play a more strategic
role:

e establishing overall strategy but holding
back from micro-managing the detail of
implementation, exemplified by a new
constitution for the NHS;

e providing stability, such as through multi-year
pay settlements in preference to annual pay
deals;

e sharing leadership, learning constantly from
those at the cutting edge of change as has
been undertaken through the NHS Next
Stage Review and the way professionals,
parents and young people were involved in
the development of the Children’s Plan; and

¢ not controlling everything from Whitehall but
giving schools, hospitals, local government
and local communities more power and
responsibility to decide what is right for their
area and to join up services in ways that
make sense to them.

125. From setting the overall objectives, agreeing
funding and monitoring minimum standards to
intervening to tackle failure, central government
still plays a crucial role. But in future it must
take a different approach — facilitating and
empowering not directing and controlling to
achieve truly world class public services.



Conclusion

126. Only strong, reformed public services can
deliver the personal opportunities and the
secure communities Britain needs to thrive in
the coming decades. Achieving this will require
a new set of relationships at the heart of our
public services; between empowered citizens
and professionals; between professionals and
government; and between citizens and the
state.

127. This does not mean rolling back the investment
and reforms of the past 10 years. Instead we
must build on the progress already made. This
means empowering citizens not only by further
extending choice, but also by strengthening
accountability mechanisms and radically
increasing transparency. It means unlocking
the creativity and ambition of public sector
workers to innovate and drive up standards in
partnership with service users. And it means less
micro-managing and more strategic leadership
from central government.

128. Last autumn, the Children’s Plan included
measures to empower parents and raise the
quality of teaching. For example, the Plan
proposed new rights to regular, up-to-date
information for parents and the introduction of

a Masters level qualification for teaching.

129. Measures announced in June to raise people’s
skills will offer a more personalised and
responsive approach, with stronger local
providers of advice and training and greater
devolution of decision-making to local

authorities.

130.

131.

132

133.

The forthcoming NHS Next Stage Review

will outline how patients and their families

will be increasingly empowered to shape the
health care services they receive to meet their
individual needs. There will also be significant
new proposals to devolve far more decision-
making powers to nurses, doctors and other
front-line health care professionals, encouraging
innovation and improving the quality of services,
with central government focusing on strategic
issues such as reducing health inequalities.

In the next few weeks the Home Office will

be publishing a Policing Green Paper that will
include proposals to dramatically increase the
accountability and responsiveness of police
forces to local communities as well as investing
in the skills of the workforce.

. The Department of Communities and Local

Government's empowerment white paper, to be
published this summer, will transfer power from
government to citizens and communities. It will
create more opportunities and easier ways for
people to influence local decisions.

It is through these new measures and the
further development of these approaches in the
forthcoming months and years that excellent
outcomes, more personalised approaches,
better value for money and greater fairness and
equity can be achieved. This agenda is how we
will move towards world class services across
the country.
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For example, as part of Lord Darzi’s NHS Next Stage Review
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change when things are not good enough.

The Swedish healthcare system is one of the best in the
world - performing very highly on OECD quality measures
(see Health at a Glance, OECD, 2007) and levels of patient
satisfaction (90% satisfaction rating with quality of
hospitals - Health and Long Term Care in the European
Union, Eurobarometer, 2007). The system is characterised
by high levels of citizen empowerment, for example users
have rights to choose where to have treatment, alongside
good access to large amounts of information about
healthcare. There is also a significant degree of devolution
to local/regional government whereby healthcare is
organised according to the needs of local residents. These
forms of citizen empowerment are combined with a high
level of professional autonomy and self-improvement

(for example, National Quality Registers, a tool used

to disseminate best practice among professionals, are

run and owned by professionals themselves) as well as
strategic leadership by government - the government sets
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Quality of Health Care Systems, OECD, 2002.
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of 28 European countries (European Foundation for

the Improvement of Living and Working Conditions,
2004); crime is reported as falling by 11% (International
comparisons of criminal justice statistics http://www.
homeoffice.gov.uk/rds/pdfs2/hosb1203.pdf) between

1997 and 2001 - the second largest reduction in the EU).
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with plans such as creating a single account for financial
transactions with citizens. The stimulation of innovation is
mutually reinforcing increased citizen empowerment — one
idea which exemplifies this is the ‘Danmarks Debatten’
project. This is an online discussion forum designed to
allow citizens and elected representatives in Denmark

to contribute to debates on current topics affecting

them locally and nationally. Local authorities and other
government bodies can use the system to instigate debates
based around a current issue facing citizens in a locality.
Citizens are then able to engage in an exchange with their
elected representatives by submitting their views through
DanmarksDebatten. From summer 2007 the site has been
combined with a new web portal for Danish citizens

- borger.dk (meaning ‘citizen.dk’) (see Organisational
Change for Citizen-Centred Government, 2007).
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priority, and (b) develop strategies involving both police
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by requiring them to document their problem solving

and by regular checks to ensure that the groups have not
been captured by vested interest groups. In Chicago, many
categories of crime peaked in 1991 and then declined
sharply. Over the 1991-2002 period, violent crime declined
significantly, as did property crime and robbery.
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Chapman, J. System Failure: Why Governments Must

Learn to Think Differently, 2004) that public services can
be described as adaptive systems because they contain
many actors whose individual decisions are a function

of the decisions made by other actors in the system. The
behaviours displayed by such systems are often difficult

to predict, meaning the systems cannot be ‘controlled’ in
the traditional sense. Instead, improvements will come
from effective use of incentives, investment in capability
and enabling solutions to be generated from the many
interactions in the system.
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35 For example, Caroline Hoxby (see, for example, Hoxby, C.
School choice and school productivity: could school choice
be a tide that lifts all boats?, National Bureau of Economic
Research, 2002). And Choice in Public Services, The Audit
Commission, 2004 also reports that choice is one of the
means of achieving the delivery of services that are more
responsive to users’ needs.

36 The forthcoming Public Service Industry Review will be
considering contestability in public services.
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proposals for maintained school inspections from

September 2009 that inspectors will in the future take
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element of the assessment framework and indicators

of customer satisfaction are components of four of the

Government's key PSA targets that commenced in April

2008. The current set of Public Service Agreements are

available at http://www.hm-treasury.gov.uk/pbr_csr/psa/

pbr_csr07_psaindex.cfm.

42 In England, the vast majority of local authorities report
that greater public engagement in their service has led
to improvements. Around nine out of ten report that
such engagement makes service more responsive to the
needs of users: 79% reported quality improvements
and 59% suggested that engagements improved value
for money for taxpayers. See Bovaird, T. and Downe, J.
Meta-Evaluation of the Local Government Modernisation
Agenda — White Paper Policy Paper: Innovation in public
engagement and co-production of services, forthcoming.
And Improving Delivery of Mainstream Services in
Deprived Areas: The role of community involvement.
SQW Consulting/ODPM, 2005, which found increases in
satisfaction, in outcomes such as health and crime levels,
and reductions in costs from community involvement.

43 Engaging Communities in Fighting Crime, The Casey
Review, 2008, reports that putting neighbourhood
policing teams and approaches in place ‘has been a huge
undertaking for the police and a major achievement for
both the police and for the Government. It prepares the
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way for a major shift in the way policing is delivered — but
it is only the beginning of the story.’

Every household in England and Wales now has access to
a dedicated neighbourhood policing team who provide
communities with a visible, accessible and accountable
presence. See http://police.homeoffice.gov.uk/community-
policing/neighbourhood-policing/.

Community Call for Action was originally announced

in Strong and Prosperous Communities — The Local
Government White Paper, CLG, 2006.

Cahn, E. No More Throw Away People, Essential Books
2000. Mulgan, G. Innovation, improvement and the
empowered user in public services, 2007.

For example, increased self-care in health services can

lead to large reductions in visits to GPs (up to 69% fewer),
hospital admissions (up to 50% fewer) A&E admissions and
outpatient admissions, as well as improvements in health
outcomes including life expectancy. Self Care Support — The
Evidence Pack, DH, 2007.

Putting Prevention First, DH, 2008.

Real-time reporting means parents will be able to access
frequently updated information on children’s achievement,
progress, attendance, behaviour and special needs
wherever, whenever they want — using secure, online
systems. ‘All Parents to Get Regular Online Reports on their
Children’s Progress’, DCSF, 2008.

Support will be provided for parents who undergo a skills
audit and take up training to improve their job prospects.
The Expert Patients Programme is a lay-led self-
management programme that has been specifically
developed for people living with long-term conditions.
The aim of the programme is to support people to increase
their confidence, improve their quality of life and better
manage their condition.

NetMums started as a local online group, but has now
become a national online community, with 400,000
registered members. It is partly funded by DCSF and
corporate sponsorship.

Nursing quality to be measured for compassion of care,
DH, 18 June 2008.

For example, Directgov is already becoming the digital
destination of choice for accessing government services
online and assisting citizens in navigating services and
information available to them.

For example, the King’s Fund has recently consulted with
doctors about their changing role in the NHS. Levenson,

R. Dewar, S. Shepherd, S. Understanding Doctors: staff
harnessing professionalism. King's Fund, 2008.

Although professionalism is a term traditionally associated
with formal professional groups such as doctors and
teachers, it is increasingly used to categorise a much wider
range of people who work in public services. Throughout
this document, we will use the term to refer to all people
who work in public services.



57 For example, while the effects of general IT on crime
fighting are statistically insignificant, this effect becomes
relatively large when IT adoption is undertaken as part
of a whole package of organisational changes. New York
recorded falls in crime of 8%. These results are a clear
endorsement of the complementarity hypothesis. Police
departments, like firms, are likely to enjoy the benefits of
computerisation only when they identify the specific ways
the new information and data availabilities interact with
existing organisational practices and make adjustments
accordingly. Garicano and Heaton, Information Technology,
Organisation and Productivity in the Public Sector:
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2007.

58 For example, the Swedish health care system is
characterised by significant innovation driven by the front
line, often spread through their National Quality Registers
system. Improving the Performance of Healthcare Systems:
From Measures to Action, OECD, 2002.

59 Employer-led Sector Skills Councils can play an important
role in leading on standards and ensuring their sector’s
needs are met by the services offered. For example
Lifelong Learning UK played a crucial role in workforce
reform in further education, including defining national
occupational standards for teachers and learners.

60 For more information on the Neighbourhood Policing

Initiative visit: www.neighbourhoodpolicing.co.uk.

Home Office Research Development and Statistics

Directorate, Acceptable Behaviour Contracts addressing

antisocial behaviour in the London Borough of Islington,

Home Office Online Report 02/04, 2004.

62 For example, since April 2006, victims of crime have had
the legal right to receive a high standard of service from
the Criminal Justice System. The Victims' Code sets out the
key steps agencies must take to work together to support
victims and keep them up to date with how their case is
progressing. Vulnerable and intimidated victims receive
an enhanced service under the Code. The Code also gives
victims the right of complaint if their needs are not met -
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difference in pupil learning and achievement across
schools, becoming about one quarter of the difference
after controlling for pupil intake and background
factors. If teachers improved abilities in all 21 leadership
responsibilities this would represent a 10 point increase in
pupil test scores. Margo, J, Those Who Can?, IPPR, 2008.

64 For example, head teachers in small schools in the best
performing systems spend 80% of their day focused on
improving instruction and building the capacity and
motivation of their teachers to constantly improve. Margo,
J, Those Who Can?, IPPR, 2008.
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76 The Productive Ward programme, designed by the NHS
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of the programme can be found at: www.institute.nhs.uk/
quality_and_value/productivity_series/productive_ward_
profile_%26_comments.html.
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Maps on this website show the relationship between
poverty and poorly performing schools in two US cities.
The concentration of these schools is greatest in areas of
greater poverty. See: http://webpages.charter.net/jcory17/
geotech/pic_lib/census2k/pic_lib.htm.

On student grants see: www.dius.gov.uk/press/05-07-07.
html; on victims code of practice see: www.homeoffice.
gov.uk/documents/victims-code-of-practice; on school
admissions see: www.dfes.gov.uk/sacode/.

An important part of this is to encourage commissioners
of public services to commission outcomes rather than
activities — thus encouraging innovation in how providers
meet these outcomes.



Glossary

Cabinet Office

Department for Communities and Local Government

HM Revenue & Customs

Department for Children, Schools and Family
Department of Health

Department for Innovation, Universities and Skills

Home Office

Learning and Skills Council

Ministry of Justice

Office for Standards in Education

Office of the Deputy Prime Minister

Organisation for Economic Co-operation and Development
Programme for International Student Assessment (OECD)
Progress in International Reading Literacy Study

Public Service Agreements

Social Exclusion Task Force

Strategic Health Authority

HM Treasury

Department for Work and Pensions

co
CLG
HMRC
DCSF
DH
DIUS
HO
LSC
MOJ
Ofsted
ODPM
OECD
PISA
PIRLS
PSA
SETF
SHA
HMT
DWP

49



Cabinet Office
Admiralty Arch

The Mall

London SW1A 2WH

Telephone: 020 7276 1881
Fax: 0207276 1408

E-mail: strategy@cabinet-office.x.gsi.gov.uk
Web address: www.strategy.gov.uk

Publication date: June 2008

© Crown copyright 2008

The text in this document may be reproduced free of charge in any format or
media without requiring specific permission. This is subject to the material not
being used in a derogatory manner or in a misleading context. The source of
the material must be acknowledged as Crown copyright and the title of the
document must be included when reproduced as part of another publication

or service.

The material used in this publication is constituted from 50% post consumer
waste and 50% virgin fibre

Ref: 288002 / 0608

Prepared for Cabinet Office by COl Communications





