PSIF

Public Service
Improvement Framework

Framework Guidance 2023




Contents

Introduction

Section 1 - Service Planning

Section 2 - Staff

Section 3 - Partnerships and Resources
Section 4 - Processes and Services

Section 5 - Leadership

Section 6 - Results

Red Threads

Frontline Checklist and PSIF

Best Value and PSIF

The Customer Service Excellence Standard
Education Scotland Improvement Framework
Care Inspectorate and Healthcare Improvement Scotland
Mappings to PSIF

Appendix A: PSIF 2023 Review Group

17
31
41
51
63
81
85
89
91
93
95
97

123



INntroduction



Introduction

This document should be used in conjunction with the PSIF 2023.

The PSIF is regularly reviewed to ensure that it reflects the changing public sector landscape in
Scotland, ensuring that the focus of any self-assessment activity is up-to-date. The review has been
led by the PSIF Review Group (Appendix A) comprising of organisations who use the Framework,
whose insight, hard work and patience in this process is gratefully acknowledged by the
Improvement Service.

A number of new statements have been introduced to reflect the current public sector landscape,
covering areas such as transformational change, financial climate, data maturity, wellbeing, climate
change, etc. Some statements, seen to be no longer pertinent, have been removed from the
Framework. The oversight and scrutiny of the PSIF Review Group, as in previous PSIF reviews,
ensures that the PSIF Framework statements reflect the current challenges and opportunities facing
the public sector in 2023.

This guidance document is considered an important tool to support PSIF facilitators in their role and
has been designed specifically for that purpose.

Each section of the PSIF is given a general introduction or summary page and a series of tables.
These tables provide the following information:

No The statement number in the PSIF Framework

Statement The statement in the PSIF Framework

Guidance Additional questions which can be posed by the facilitator to assist teams
to evaluate their approach, deployment or assessment and review of each
statement.

lllustrations This contains a description of what good practice could look like in a

practical organisational setting.

Evidence This is a list of potential sources of evidence which the team may identify
or could consider as an improvement action.

Results Link Each statement should link to at least one result subsection to ensure that
there is rigorous and robust measurement of performance which can be
linked to the cause of the performance level.

It is important to note that the purpose of the descriptions noted within ‘Guidance, lllustrations of
Good Practice and Evidence’ are not “the answer” but have been included to provide a guide for
consideration.
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Section 1 - Service Planning

Section 1in PSIF assesses the effectiveness of planning and performance management. The
assessment team will use the statements to evaluate how well the service identifies and achieves
outcomes it hope to achieve.

Why is service planning important?

Having a sense of purpose is important to any organisation, but having a plan to achieve the priority
outcomes is critical. Successful organisations have a sound understanding of what they are and
what they want to be, and it happens from planning. Successful organisations are such by design,
not accident. They know their customers, they know their capability to respond to change and
adversity and most of all, they know what they want to be.

PSIF provides a structure to evaluate how strategies and plans are formed and the context in which
they are created. This includes whether the service has established and embedded a
comprehensive planning process that is inclusive, focused on customer needs, challenged and
measurable. Service planning will challenge services to explain how they identify outcomes and
improvements and how they plan for the future, using management information. An integral part of
this will be engagement with communities, customers and stakeholders. There are 3 sub- section
parts in the Service Planning section, these are:

1a — Strategy and Plans

This covers how the service:

- develops policies, strategies and plans which support the delivery of outcomes;
« is structured and resourced to deliver outcomes;

« manages potential risks;

« considers opportunities and threats as part of the service planning process.

1b — Empowering and Involving Communities, Customers and Stakeholders

This covers:

« how information about the service is communicated;

« how the service involves customers, partners and stakeholders in planning and improving the
service;

« how the service demonstrates improvement and change as a result of engagement activity.

1c — Performance Management

This covers how the service sets, measures, reports, evaluates and shares its performance
indicators.

What are strategies?

Strategies are created to define the vision, values and outcomes in real service activities and
measurable indicators. They will outline the long-term objectives and identify a clear way in which
they will be achieved. For example:

« A Waste Service may have a waste management strategy that identifies the key national targets
for recycling and outlines the activities that will be undertaken over a 3-year period to achieve
this.



Section 1 - Service Planning

What are plans?

In PSIF, plans are created by services to manage the planned activities they will undertake to meet
customer and stakeholder needs. Plans will outline the key objectives, the measurable targets and
should outline resources and how the service will use its assets to achieve its outcomes. For
example:

« An annual management or service plan that defines the key service activities, improvements and
the activity budget, staff allocation and assets the service will have for the planning/financial
year.

What are policies”?

Policies support the strategies and plans by providing the framework for processes and services to
be delivered. They will typically include guidelines and rules for staff and managers to follow in
order to ensure the service complies with legal requirements or organisational protocol. Policies
referring to service delivery may also assign responsibility to individuals and set timescales by
which things should be achieved. Examples of policies/procedures include:

« Corporate policy: procurement policy, recruitment policy, employee code of conduct, health and
safety policy;

« Service policies: housing allocations policy, pupil placement policy, repairs policy, council tax
recovery procedure.

What is community engagement?

“Community engagement is a purposeful process which develops a working relationship
between communities, community organisations and public and private bodies to help them
to identify and act on community needs and ambitions. It involves respectful dialogue
between everyone involved, aimed at improving understanding between them and taking
Jjoint action to achieve positive change.”

National Standards for Community Engagement (2016)



https://www.scdc.org.uk/what/national-standards
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Section 2 - Staff



Section 2 - Staff

Section 2 in PSIF refers entirely to the staff who work in the organisation/service — this includes
full-time, part-time, fixed term, temporary or permanent. All staff should be included when
considering each statement including front line delivery staff, back office or support staff and all
other roles in the organisational structure. The participants will use the statements in this section to
assess how well staff are managed, developed, and empowered in addition to how well the
communication processes work and whether staff feel rewarded and recognised for their efforts.

Why are staff important?

It is the staff employed by the organisation/service who are responsible for delivering high quality
services and delivering outcomes. Staff who are well supported and motivated will provide a higher
quality of service on a more consistent basis which in turn affects the results that the service can
hope to achieve.

Staff who are well informed and empowered to deliver the service will act as positive
representatives of the service and the organisation when encountering all internal and external
stakeholders. There are five distinct sub-section parts in the Staff section, these are:

2a - Planning and Managing Staff

This covers how the organisation/service plans and evaluates its staff resources and ensures that
everyone is treated fairly.

2b - Developing Staff

This covers how the organisation/service:

« Ensures there is a process to identify and improve staff’s knowledge, skills and capabilities and
that staff have the necessary skills to deliver improved outcomes;

« Measures the impact investment in training and development has on staff’s performance and
service delivery.

2c - Involving Staff

This covers how the organisation/service involves, empowers and encourages its staff to be
creative and innovative to drive improvement and deliver excellent customer service.

2d -Staff Communication

This covers how the organisation/service ensures it communicates effectively with its staff and that
its staff understand how they contribute to the outcomes of the organisation/ service.

2e - Recognising and Caring for Staff

This covers how the organisation/service:

+ Recognises the contribution of its staff;
« Ensures its staff have a good work-life balance;
« Provides a working environment which is safe and healthy.

18



Section 2 - Staff

When you consider the statements in this section of the framework, think about your own
experiences as well as those of your colleagues within the organisation/service. Think about how
the organisation/service:

+ Recruits staff

«  Welcomes new staff

« Listens to staff

« Helps staff to do their job

« Helps staff understand how their contribution matters
« Provides learning opportunities

+ Treats staff fairly

+ Recognises staff for doing a good job

+ Rewards staff

« Encourages staff

19
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Section 3 - Partnerships and Resources

Section 3 in PSIF assesses how the service works in partnership to support the delivery of
outcomes and how it manages resources in the most efficient, effective and sustainable way,
including financial and information resources and assets.

PSIF provides a structure to evaluate the service in managing partnerships, financial, information,
assets and resources. The service will consider whether the use of resources is effective and
efficient and if this supports its key activities and outcomes.

What are partnerships and why are they important?

A partnership is a working relationship between two or more parties creating added value for the
customer. Partners can include:

« Community Planning Partners;
« Third sector organisations;

« Suppliers;

« Service providers.

Working collectively to achieve shared outcomes is a critical task for councils, their Community
Planning Partners and other local organisations in the private and third sectors, due to the complex
economic, social and physical environments in which they operate. The public sector is operating in
an era of tight public sector finances, increasing demands on services and rising customer
expectations. There is considerable potential for collaborative working to both tackle difficult policy
and operational problems faced by organisations and to ensure increasingly scarce resources are
used as efficiently as possible to deliver shared outcomes.

If partnerships and other forms of collaborative working are designed, led and managed well, then
they offer a potential to help organisations cope with these pressures in a more effective manner. In
particular, well-functioning collaborative working and partnership arrangements have the capability
to:

« deliver better outcomes for public services that would not be achieved by partners working
individually;

« tackle the so called “wicked” issues that cut across traditional organisational boundaries or are
too big to be tackled by one organisation alone;

- better co-ordinate and/or pool individual partner’s resources to achieve shared outcomes;
« co-ordinate activities making it easier for customers to access the services they need.

The three sub-Section parts in Partnerships and Resources are:

3a - Managing Partnerships

This covers how the service and its partners:

« deliver shared outcomes in a more efficient and sustainable way;
- establish effective governance arrangements;
« ensure resources are shared to deliver the service effectively.
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Section 3 - Partnerships and Resources

3b - Managing Financial and Information Resources

This covers how the service:

« manages financial and customer information and shares it with the appropriate staff
« ensures environmental sustainability is considered in procurement decisions.

3c — Managing Assets and Other Resources

This covers how the service manages assets in the most efficient and effective way.

Why do we focus on resource management?

An excellent organisation will have sound financial systems to ensure that it delivers efficient and
effective services to its customers and local community. Services should evidence how they
manage financial resources to support daily operations and fund improvements.

The service will evaluate how it manages data (raw facts), information (data with a context and
purpose) and knowledge (an understanding of information based on experience and insight) to best
effect. This may include how it collects, stores, secures and utilises information to inform service
provision and improvement.

With substantial non-financial assets held by public sector organisations in Scotland, PSIF looks at
how the physical assets (e.g. land, buildings, vehicles and equipment) of the service are managed to
the best effect. This will include evaluating the effectiveness of:

+ Asset Registers;

« Maintenance plans to optimise the life cycle of resources;

« Security provisions;

« The service in identifying new technologies to improve service provision and sustainability.

What do we mean by governance and why is it important?

Good governance combines the ‘hard’ factors of robust systems and processes, such as scrutiny
and accountability, with the softer characteristics of effective leadership and high standards of
behaviour. The ability to understand the environment in which we work and plan ahead in light of
any changes is crucial to success. Organisations with good governance arrangements in place have
the capacity to deliver high quality services and drive improvement.
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Section 4 - Processes & Services

Section 4 in PSIF assesses how well the service manages customer needs and expectations and
how customers are involved in reviewing and improving what we do. It will challenge you to explore
if we are meeting the needs of customers and stakeholders and if we are doing so in the best way.

Why are processes and services important?

Processes and services are the activities through which the needs of customers and/or statutory
obligations are met. This is the link that pulls together all the strategy, policy and resources and
uses them in a planned way to deliver services for customers.

This section will challenge staff to consider if their established services and processes are meeting
the needs of customers and stakeholders and if they are doing so in the best way. There are three
sub-section parts in the Processes and Services section, these are:

4a - Managing Customer Needs and Expectations

This covers how the service:

- designs its processes and services using customer insight and information to make sure they
meet the needs of customers and stakeholders.

4b - Developing Services Around Customer Needs

This covers how:

« processes and services are delivered to meet individual needs and preferences, providing
choice and ease of access for customers;

« processes and services are reviewed, using the experience and perception of customers,
stakeholders, to make them more efficient and effective.

4c - Reviewing and Improving Service Delivery

This covers how:

« the service learns from and contributes to good practice to identify opportunities to improve its
processes;

« deals with complaints;
« the service uses structured processes to manage change and realise benefits.

What is customer insight and why is it important?

Services have to be flexible and adaptive to the environment in which they operate and a critical
part of this is ensuring that the customer is retained at the heart of the process.

Developing insight about the customer, understanding their needs, preferences and managing their
expectations is critical to ensure customers receive a tailored, high quality and efficient service.

Efficiency and cost saving

Delivery of a high performing, customer focused service does not have to be at the expense of
efficiency and the demands of budget reduction. Although there are sometimes competing
demands between delivery and improvements and cost, there are also widespread examples of
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Section 4 - Processes & Services

services providing better value. This can include reviewing services and processes to reduce
avoidable and repeated contact, improving customer communication and reducing the number of
complaints by getting things right first time.

When you move through the statements, think about the way the service designs and reviews its
services and processes - are the relevant customers, partners, staff and stakeholders engaged?
This will allow you to identify the evidence or the areas for improvement.
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Section 5 - Leadership

Section 5 in PSIF assesses the effectiveness of leaders. The participants will use the statements to
evaluate how leaders:

« Plan for the future in relation to developing and communicating the vision, values, outcomes and
priorities of the service;

« Create a positive and supportive culture;

« Engage with customers, partners and stakeholders and support and participate in strategic
partnerships.

Why are leaders important?

Leaders are the people who shape the future of an organisation, who make change and
improvements happen. They are responsible for identifying a clear direction for the organisation
and for inspiring staff, customers, partners and stakeholders to work with them to deliver these
aims. Successful leaders design strategies and plans that balance priorities with the available
resources and try to find new and innovative ways to deliver services that are better, value for
money and responsive to the needs of customers. In addition to managing people, leaders have the
ability to inspire people by motivating and supporting them to provide high quality services.

There are three sub-section parts in the Leadership section, these are:

5a Planning for the Future

This covers how leaders:

« set and communicate a clear direction for the service/organisation;

« putin place clear and robust governance and scrutiny arrangements to manage and challenge
the service/organisation;

« promote a culture of efficiency, sustainability and accountability;
- drive and support change and improvement in the service/organisation.

5b Creating a Positive Culture

This covers:

« the behaviours that leaders demonstrate towards people that are inclusive, inspiring and
encourage success;

« how leaders promote and encourage a culture of equality and diversity;
. how leaders improve their own effectiveness.

5¢c Engaging Communities, Customers, Partners and Other Stakeholders
This covers how leaders:

« communicate with and involve customers, partners and stakeholders in service planning activity
to improve the service;

- actively build and participate in partnerships which contribute positively to the community;
« manage the reputation of the service.
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Section 5 - Leadership

Who are leaders?

Leaders include the people responsible for managing staff and resources, for example, service
managers, as well as senior people in the organisation that develop corporate strategies and plans
and make the decisions about the service, budgets and long-term outcomes. Consider the people
in your organisation and service who are setting the direction and driving change in the
organisation. These are the people that are to be assessed in the Leadership section of the PSIF.
Some of the people in a local authority that may be considered leaders are: the Chief Executive,
Directors, Heads of Service, Service Managers and Elected Members.

What leaders do

Key attributes effective leaders should have:

. Strategic awareness

- Team builder towards service/organisational goals
- Effective communicator

- Creator of a positive culture

« Proactive agent of change

- Enabling creativity and innovation

« Focusing on good practice

+ Inspiring and motivating colleagues and teams
- Effective coach and mentor

« Focused and supportive team worker

« Focusing on achievement

When you move through the statements, think about the behaviours of your leaders and if they
reflect the statements set out in the framework. This will allow you to identify the evidence or the
areas for improvement.
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Section 6 - Results



Results Overview

Results demonstrate what an organisation achieves. PSIF covers four areas — Customers, Staff,
Community and Key Performance Results.

An organisation will decide which measures are the most appropriate it needs to have in place to
manage the organisation and contribute to its success, whilst being able to share and learn from
best practice.

An organisation will decide the right level for targets to be set and continue to work towards those
targets.

In relation to benchmarking this is best thought of as a structured and focused approach to
comparing with others. The purpose of such comparison is to enable you to identify where and how
you can do better. Benchmarking is concerned with finding and implementing better practice and
performance wherever it is found.

In general, benchmarking is used:

. to share best practice;

« to provide accountability;

. to improve performance;

. to help determine expenditures and unit cost of operations.

In the Scottish local authority landscape, councils are required to use the Local Government
Benchmarking Framework (LGBF) to benchmark and share best practice within agreed Family
Groupings to drive improvements. The core purpose of the LGBF is to make comparisons on
spending and performance between similar councils so that councils can identify strengths and
areas for improvement, learn from others who seem to be doing better and improve their local
performance. That definition of purpose makes three core points:

1. Itis important to compare like with like;
2. The focus is on variations in spending and performance that Councils can directly control;
3. The aim is improvement and more cost-effective services across Scotland.

The use of the LGBF has been endorsed by the Accounts Commission in its 2012 SPI Direction

which stipulates that councils must report their performance in accordance with the requirements of
the Local Government Benchmarking Framework.
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Section 6a - Customer Results

Section 6a in PSIF asks services to consider how they gauge their impact through gathering
customer perceptions and the measurement of customer experience and what this tells them about
their performance.

Why are customer results important?

To ensure customers are at the heart of service delivery and
improvement, services must develop insight about what they “Assuming” or

“guessing” that we

think and what they need. Without gathering data over a
period of time and analysing the patterns and trends, these
services are neglecting valuable information that can be used know what our

when planning and making decisions. customers think is not

This section will evaluate the results that allow the service to the same as

understand, monitor and assess its customer needs and " . -
opinions. knowmg

Also, the service should be able to demonstrate that collecting and
analysing Customer Results, both quantitative and qualitative, is a
crucial part of the way it operates and informs changes and improvements.

6a - Customer Results

The perceptions gathered from customers through surveys, focus groups and comments/
complaints logs that show what they think about the service.

What is customer satisfaction?

It is important to be clear at the outset what we mean by ‘customer satisfaction’.

« ‘Customers’ are the people who directly receive or use services — they may also be known as
clients, internal customers, service users, pupils/parents, tenants.

. ‘Satisfaction’ is a term used to describe the extent to which internal and external customers feel
the service they received has met their needs, wishes and expectations.

Customer satisfaction measurement helps a service focus on its customers and should galvanise
managers, staff and partners around the aim of improving the customer experience. Services may
become preoccupied with internal processes and measures and this prevents them from attempting
to understand what their customers need and want. Good customer satisfaction measures can
provide essential information to empower decision makers — at all levels of the service and the
organisation.
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Section 6b - Staff Results

Section 6b in PSIF asks services to consider how they measure the effectiveness of their approach
to managing and developing their staff. This is assessed through the evaluation of staff perception
and the internal measurement of staff strategy and policy for the service.

Why is staff engagement important?

“Engagement is about creating opportunities for employees to connect with their colleagues,
managers and wider organisation. It is also about creating an environment where
employees are motivated to want to connect with their work and really care about doing a
good job...It is a concept that places flexibility, change and continuous improvement at the
heart of what it means to be an employee and an employer in a twenty-first century
workplace.”

(Professor Katie Truss)

Staff surveys

Evaluating staff perceptions through an annual or periodical survey is a useful management tool —
when used properly. There are benefits associated with undertaking employee surveys which
include:

« Ability to organise quickly and cost effectively [for example using online survey tools];
« Ability to tailor surveys to the specific needs of your organisation;
- Gaining a snapshot of staff perspectives.

There can also be limitations. For example:

« The survey will tell you what staff think, but not necessarily why;

« The survey will give you feedback from those that chose to complete it, but what about those
that do not?

« Organisations must ensure everyone can access the survey, by issuing paper versions, etc.

Staff surveys should be approached with rigour and structure. Staff surveys should be completed as
part of a planned approach to inform management decisions, services may wish to consider the
following factors:

« What do we want to know from our staff?

+ How do we ask them?

«  What methods can we use to capture feedback?

« What should the sample size be?

« How do we make sure the sample is representative?
« How do we segment our results?

«  What will we do with the results?

Measuring motivation and performance
The investment in developing staff approaches in every organisation or service is considerable.

There are strategies, policies, procedures and officers all dedicated to finding the most effective
way to manage staff and maximise their potential. With the weight of this investment and the time
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Section 6b - Staff Results

expended in making it all work, services must consider how effective it all is and whether there is a
positive link with the other key performance indicators.

Segmenting staff

A ‘one-size-fits-all’ approach is not always the most effective way to manage and develop staff.
Services should consider that employees may have different needs and requirements and that in
order to get the best from them, they may have to find a way to tailor their approach.

This is also the same when analysing and interpreting staff results. Segmenting data to align to
different staff groups can be a way to derive more representative and meaningful information from
performance consultation. Some examples of the way that services may segment staff groups are:
team; job role/position; job grade; location; gender; age; and disability. These groups may not be
appropriate in every instance, but can be used as appropriate.

What this section covers

This section will evaluate the results that allow the service to understand, monitor and assess its
staff level of engagement and motivation. Also, the service should be able to demonstrate how
interrogation and analysis of Staff Results has informed changes and improvements to staff
approaches (strategy and policy).

6b - Staff Results

The perceptions gathered from staff through surveys, focus groups, interviews and structured
appraisals that show what they think about the way they are planned, managed and developed.

Evidence examples for staff results

This section should be the performance indicators that the service has for staff results. The
evidence in this section should be tables, graphs, charts and feedback from staff. Evidence of
approaches, policies, strategies and procedures should not be included in any of the results
sections.

The chart below shows the % of sickness absence in a service. The data presented provides 4
years of trend information, shows that targets are set and the relevant benchmark has been
identified. The chart has been created using a performance management system which can be
used to monitor, manage and report.
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Section 6b - Staff Results

Pl Example 6b: % Sickness Absence Level

P —5 ")
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Section 6¢ - Community Results

Section 6c¢ in PSIF asks services to consider if they are achieving outcomes in their strategies and
activities relating to key strategies and policies, for example: Working with Communities;
participation and engagement; environment; sustainability of services and how they measure and
assess perception of their organisation in the community.

PSIF asks services to consider how it is engaging with the community and how it is using the
feedback from this engagement to drive service improvement, delivery and design in communities.

Why are community results important?

As a result of the Community Empowerment (Scotland) Act 2015 there is an expectation of greater
engagement and participation of the community across the public sector. The legislation makes it
clear that community participation and engagement in service design and delivery is now the
expectation for services. Previous approaches that may have involved periodic consultations with
communities is no longer seen as enough. Organisations now are not only expected to increase
working with communities, but also to support communities and hard to reach groups in the
development of their capacity to engage.

It is important to take account of areas relating to this which are over and above your core work
activities. Services that operate with consideration for community engagement and ethical practices
may:

« Monitor and maximise their positive impact on the local community;

« Monitor and ensure their compliance to legislation, regulation and ethical standards;
« Monitor and minimise their impact on the environment;

- Monitor and emphasise responsible procurement and use of resources;

« Monitor and manage their reputation/image as a service in the wider community.

Responsible services will not only enhance their reputation in the community and with stakeholders,
but also as an employer and a partner.

This section will evaluate the results that allow the service to understand, monitor and assess its
impact on its community and its reputation or image in the wider community (not directly related to
key activities or key customer groups.)

6c Community Results

The community perception of the organisation and its reputation obtained, for example from:
surveys, reports, public meetings and media coverage. Results from community feedback can be
used to drive improvements in service delivery and link to organisational priorities. Indicators set by
the organisation (aligned to strategy and/or activity) in order to monitor, understand, predict and
improve how it impacts upon the community.

Defining the community

The term “community” refers to any individual or group that is impacted by the existence of the
service - that is not a customer, supplier, partner or employee. This can include local residents, local
groups, local businesses, media and lobby groups and professional organisations.
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Section 6¢ - Community Results

Services may not consider social and environmental responsibilities in terms of importance to
service delivery, but a service’s image in the community is crucial to improving customer
relationships and developing new partnerships.

Why measure impact on the community?

A service may have an internal perception or notion that it is, for instance, environmentally friendly
and socially aware, but has never sought to qualify this beyond having an assumption. This may be
because the service considers the activity and not the measurement to be important. A good
service will understand the value of this activity and understand that it should have a corresponding
measure(s) of success, at minimum, to ensure the resource invested has a positive return in either
positive impact or reputation.

Debating how the workplace could be more environmentally friendly in the use and disposal of
resources, such as: heat, electricity, recyclable material, photocopy toner, printer cartridges, etc.,
carries a message to employees about their own personal responsibility. Playing their part in
reducing their carbon footprint and restricting the use of non-renewable resources can be
motivational for staff and reassuring to partners and customers.

People generally are more aware of the environmental and societal implications of their day-to- day
consumption of resources and are therefore beginning to make decisions based on these values
and concerns. As a service provider and employer, services must consider their individual impact on
society and what people think of them.

Evidence example for community results

The evidence in this section should be tables, graphs, charts and feedback. Evidence of
approaches, policies, strategies and procedures should not be included in any of the results
sections.

The chart below shows the level of materials recycled by the service. The data presented provides
4 years of trend information, shows that targets are set and a challenging benchmark has been
identified. The chart has been created using a performance management system which can be
used to monitor, manage and report.
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Section 6¢ - Community Results

Pl Example 6c: % of materials recycled

e
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Section 6d - Key Performance Results

Section 6d in PSIF asks services to consider if they are achieving
targets/aims in their key activities. This means delivering the

short-term results to support the longer-term outcomes that they
have defined in their strategies, plans and policies.

“Everything a
service does

i ?
Why are key results important produces an

Everything we do produces an effect. If a service is to be outcome or a
successful, it must clearly define what it is trying to achieve and .
drive its staff, partners and stakeholders towards that goal. result...

A successful service will gain this singular focus by identifying at the
very beginning what it is trying to accomplish, in short - begin with the
end in mind.

In public services this type of long-term goal is referred to as an “outcome.” Outcomes are
improvements in the quality of life and opportunities of citizens, communities and customers of
public services. An outcome is the impact on the community of the activities of public organisations
and other partners. Outcomes are not simply descriptions of service objectives, they are the results
of what public bodies do, or what they enable communities and individuals to achieve for
themselves.

The outcomes in the National Performance Framework support the wider strategic objectives to
make all of Scotland wealthier and fairer, smarter, healthier, safer and stronger and greener. At a
local level, the outcomes for an area are identified by the Community Planning Partners (the local
authority, police, fire, health etc.) and outlined in the LOIP. The LOIP will take account of the different
needs and priorities of a particular area, but will also contribute to the national objectives. In
particular, these plans will focus on improving outcomes for those living in the most deprived
communities.

Linking results to outcomes

Beneath each outcome sits a framework of measures or performance indicators that support the
delivery of outcomes and are used to monitor, predict and improve services. Each service will have
a link to an outcome (or outcomes) in the activities that it delivers, but it will also have to measure its
own individual contribution to show the measurable impact that it has on the achievement of
outcomes.

In an assessment a service will evaluate its performance through these indicators and then consider
the impact its performance has had in support of the delivery of the outcomes.

Defining the key results

Developing an “outcome focused culture” does not mean a service will have to measure every
detail of every process. Producing hundreds of statistics and using vital resources to manage this
will only take the focus away from the indicators that give an accurate and clear projection of the
service performance. PSIF looks for a service to identify the most significant areas in terms of the
impact on outcomes, strategy and customer need.
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Section 6d - Key Performance Results

In order to know if a service is achieving success and measuring the right things, there are a few
key questions that the leaders, staff, partners and stakeholders must consider:

« What are the key activities that the service is to deliver?
« What are the outcomes and results that the key activities are to achieve?

Improving key results

In terms of developing a comprehensive set of key results, here are some common areas which
should be considered and avoided:

« Too much data and too much information;

- Too many different systems of measuring and reporting information;

« Measurements are principally financial,

« Internally or process driven, instead of focusing on outcomes and customers.

Evidence example for key results

This section should be the performance indicators that the service has for key results. The evidence
in this section should be tables, graphs and charts. Evidence of approaches, policies, strategies and
procedures should not be included in any of the results section.

The chart below shows the unit cost of each service output. The data presented provides a
quarterly breakdown of trend information, shows that targets are set and the relevant benchmark
has been identified. The chart has been created using a performance management system which
can be used to monitor, manage and report information to measure progress towards achieving
organisational outcomes.

Pl Example 6d: Unit Cost of Each Output
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Red Threads

The PSIF can be used to focus upon specific areas or topics, which we refer to as ‘Red Threads’.
This would allow the service to focus upon a particular area or topic, without having to complete the
full framework.

The ‘Red Threads’ contained below, will lead you to specific areas of the PSIF Framework which
demonstrate links to a particular theme. This will assist Facilitators in tracing a theme throughout
their self-assessment sessions and can also be used to focus on a specific issue/ improvement
activity.

Theme 2023 Red Thread Path

Engaging with Communities 1b - Empowering and Involving Communities,
Customers and Stakeholders

3c - Managing Assets and other Resources
5a - Planning for the Future

5¢ - Engaging Communities, Customers, Partners
and Other Stakeholders

6¢ - Community Results
6d - Key Performance Results

Governance and Accountability 1a - Strategy and Plans

1b - Empowering and Involving Communities,
Customers and Stakeholders

1c - Performance Management

2a - Planning and Managing Staff

3a - Managing Partnerships

3b - Managing Financial and Information Resources
3c - Managing Assets and other Resources

5a - Planning for the Future

5b - Creating a Positive Culture

6d - Key Performance Results

Managing and Developing Staff 1a - Strategy and Plans

2a - Planning and Managing Staff

2b - Developing Staff

2c¢ - Involving Staff

2d - Staff Communication

2e - Recognising and Caring for Staff
5a - Planning for the Future

5b - Creating a Positive Culture

6b - Staff Results

6d - Key Performance Results
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Red Threads

Theme 2023 Red Thread Path

Climate Change and Sustainability 1a - Strategy and Plans

1b - Empowering and Involving Communities,
Customers and Stakeholders

1c - Performance Management

2a - Planning and Managing Staff

3b - Managing Financial and Information Resources
3c - Managing Assets and other Resources

5a - Planning for the Future

6¢ - Community Results

6d - Key Performance Results

Performance Management and Reporting 1a - Strategy and Plans

1b - Empowering and Involving Communities,
Customers and Stakeholders

1c - Performance Management

2b - Developing Staff

2d - Staff Communication

3a - Managing Partnerships

3b - Managing Financial and Information Resources
4a - Managing Customer Needs and Expectations
4b - Developing Services around Customer Needs
4c - Reviewing and Improving Service Delivery

5a - Planning for the Future

5b - Creating a Positive Culture

5¢ - Engaging Communities, Customers, Partners
and Other Stakeholders

6a - Customer Results

6b - Staff Results

6¢ - Community Results

6d - Key Performance Results

Partnership Working 1a - Strategy and Plans

1b - Empowering and Involving Communities,
Customers and Stakeholders

1c - Performance Management

3a - Managing Partnerships

3b - Managing Financial and Information Resources
3c - Managing Assets and other Resources

5a - Planning for the Future

5¢ - Engaging Communities, Customers, Partners
and Other Stakeholders

6d - Key Performance Results
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Red Threads

Theme 2023 Red Thread Path

Customer Focus 1a - Strategy and Plans

1b - Empowering and Involving Communities,
Customers and Stakeholders

1c - Performance Management

3a - Managing Partnerships

3b - Managing Financial and Information Resources
4a - Managing Customer Needs and Expectations
4b - Developing Services around Customer Needs
4c - Reviewing and Improving Service Delivery

5a - Planning for the Future

5¢ - Engaging Communities, Customers, Partners
and Other Stakeholders

6a - Customer Results

6d - Key Performance Results

Bespoke checklists

It may be that a more bespoke checklist is needed to focus upon a more specific issue or a
Committee or Board. For instance, the PSIF team have developed bespoke checklists for areas
such as: Corporate Risk Assessment; Compliance with the CIPFA Financial Management Code. In
addition, bespoke checklists have been designed to support self-assessments with specific
Committees and Boards, such as: Community Planning Partnerships; Integration Joint Boards; Adult
Protection Committees; Child Protection Committees; Resilience Boards, etc.

These self-assessments, while focussed on specific areas, nevertheless still follow the same self-
assessment process as the Standard Framework but allow for a more targeted assessment of these
areas. Please get in touch with the PSIF team if you wish to discuss the use of these.
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Frontline Checklist and PSIF

The frontline checklist had been designed to make the framework more accessible to frontline
services. This checklist is shorter and more straightforward than the standard PSIF statement set
but covers the same key areas. To support those facilitating the frontline checklist, the tables below
highlight how the statements in the frontline checklist correspond to the standard statements
covered in this guidance. As such, facilitators can refer to the corresponding guidance and
illustrations of good practice etc., in sections 1-6 as required.

1. Service Planning

Links to Standard
Statement No.

11 | The service plans well and targets money or staff to best support local 1a
people.

Frontline Statement

1.2 | The service works with the local people to agree what services they require | 1b.1
and how the service will run, including talking to people that are hard-to-
reach.

1.3 | The service ensures staff understand the importance of using performance 1c.2
information and data to support decision making.

1.4 | The service can share examples of service improvements that resulted from | 1b.1
feedback from local people.

1.5 | The service understands its impact on the environment and works to make 1a.8
improvements in this area.

2. Staff
No. | Frontline Statement Links to Standard
Statement No.
21 | The service has staff policies and workplans that support their work and 2al/2el
makes sure everyone is treated equally and fairly.
2.2 | The service has appropriate induction for new staff and for those changing 2b1
jobs.

2.3 | The service makes sure staff have the right skills for their job and provides 2b.2/2b.3
training and opportunities to develop these skills and new skills.

2.4 | The service encourages staff to be creative and think up new ideas for 2c.2
improving the organisation/service.

2.5 | The service understands how staff want to be communicated with, 2c.3/2d1
communicating in a range of ways to help staff understand the goals they are
working towards.

2.6 | The service encourages staff to share information, knowledge and good 2d.2
practice and to work together as a team.

2.7 | The service appreciates and values the work staff do. 2e.3

2.8 | The service promotes wellbeing and encourages a work-life balance, 2e.2/2e.4

providing a healthy and safe working environment.
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3. Partnerships and Resources

Frontline Statement

Links to Standard
Statement No.

341 | The service has partnerships that work towards shared goals and ensure 3al
resources are used and shared in the best way to benefit local people.

3.2 | The service ensures that information is managed and shared properly, so that | 3b.3
people have access to the information they need to make decisions and
deliver better services.

3.3 | The service uses IT systems to improve services and how we deliver them. 1a.5

3.4 | The service ensures staff are aware of cyber security in relation to their work. | 3b.4/3b.5

3.5 | The service manages assets (staff, equipment, vehicles, buildings, etc.) in the | 3c.2

best way to achieve the goals of the service.

4. Processes and Services

No.

Frontline Statement

Links to Standard
Statement No.

41 | The service learns about the experiences of its customers, what they need 4al
and want, making positive changes as a result of these.

4.2 | The service deals well with all customers, ensuring that everyone is able to 4b1
use services in the ways they need and want.

4.3 | The service has clear standards for the quality of customer service and 4b.2
measures this.

4.4 | The service reviews and improves its key activities, learning from things that | 4c1
work well in other services within the organisation and elsewhere.

4.5 | The service has an easy-to-use complaints process and learns from any 4c.3

complaints.

5. Leadership

No. | Frontline Statement

Links to Standard
Statement No.

541 | Leaders are clear about what the organisation is trying to achieve and about | 5a.4
the difference our services make for local people.

5.2 | Leaders inspire and motivate staff and act as role models. 5a.1/5b.1

5.3 | Leaders clearly explain the impact of the climate emergency and what this 5a7
means for the Council.

5.4 | Leaders encourage services to work better and change with the times, using | 5a.9
new technology and looking at different ways of working.

5.5 | Leaders promote a culture of Best Value and ensure that services are 5a.5
delivered cost effectively.

5.6 | Leaders talk to local people, partners, stakeholders when planning and 5c¢.1/5¢.3

improving services and use different ways to communicate with them,
including online methods.
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6. Results

Frontline Statement

Links to Standard
Statement No.

6.1 | The service has indicators that measure customer’s views, how satisfied they | 6a.l
are and the impact the service is having.

6.2 | The service has a range of indicators about service delivery, our staff and our | 6b.1/ 6¢.1
communities.

6.3 | The service’s indicators link to what the service and organisation is tryingto | 6d.6
achieve.

6.4 | The service is able to show positive trends and areas for improvement in how | 6d.1/6d.5

it is performing.
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Best Value and PSIF

Alignment to PSIF
PSIF is mapped to the Best Value: Revised Statutory Guidance 2020 published in March 2020.

“Best Value is about ensuring that there is good governance and effective management of
resources, with a focus on improvement, to deliver the best possible outcomes for the
public.”

Audit Scotland

Background

The duty of Best Value (BV) applies to all public bodies in Scotland. It is a statutory duty in local
government, and in the rest of the public sector it is a formal duty on Accountable Officers.

Best Value has already been a powerful force for improved performance and accountability in local
government and plays an important role in supporting continuous improvement between the
Scottish Government, councils and their partners in streamlining and coordinating the scrutiny of
public services. Previously, Audit Scotland published a number of Best Value Assurance Reports
(BVARs) annually. These became a key part of the inspection and auditing landscape for many
public sector organisations. It is worth noting that many of the published BVAR reports referenced
the importance of self-assessment as part of the continuous improvement agenda. Audit Scotland
have often presented at the annual PSIF Learning Events where they note the importance of self-
assessment to demonstrate an organisations level of self-awareness. From 2021/22 the 5-year
cycle of BVARs were completed and Annual Best Value audit work is now reported in all Annual
Audit Reports. A useful resource for facilitators is the Best Value: Revised Statutory Guidance 2020
published in March 2020.

The Best Value framework

The following principles underpin Audit Scotland’s approach to the audit of BV:
. A focus on outcomes as well as corporate performance management processes;
. An emphasis on the effectiveness of partnership working;

Coverage of service performance and the use of resources;

. A proportionate and risk-based approach, founded on self-assessment;
. Clear audit reporting and transparency of audit process;
. Support for improvement and the sharing of good practice.

There are a number of materials related to Best Value to support facilitators that are available in the
PSIF Group on the Knowledge Hub.
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The Customer Service Excellence Standard

Alignment to PSIF

PSIF is mapped to the Customer Service Excellence Standard.

The starting point

Organisations providing services need to be efficient, effective, excellent, equitable, with the
customer at the heart of everything they do. A customer focus principle plays just as important a
role for small frontline units as it would for large corporate organisations. Customer Service
Excellence was developed to offer all organisations a practical tool for driving customerfocused
change.

The foundation of this tool is the Customer Service Excellence standard which tests in great depth
those areas that research has indicated are a priority for customers, with particular focus on
delivery, timeliness, information, professionalism and staff attitude. There is also emphasis placed
on developing customer insight, understanding the user’s experience and robust measurement of
service satisfaction.

How does it work and what are the benefits?

Customer Service Excellence is designed to operate on three distinct levels:

1. As a driver of continuous improvement. By allowing organisations to self assess their capability,
using the Cabinet Office’s online self-assessment tool, in relation to customer focused service
delivery, identifying areas and methods for improvement;

2. As a skills development tool. By allowing individuals and teams within the organisation to
explore and acquire new skills in the area of customer focus and customer engagement, thus
building their capacity for delivering improved services;

3. As an independent validation of achievement. By allowing organisations to seek formal
accreditation to the Customer Service Excellence standard, demonstrate their competence,
identify key areas for improvement and celebrate their success.
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Education Scotland Improvement Framework

Alignment to PSIF

PSIF is mapped to Education Scotland’s The Framework for Evaluating the Quality of Services and
Organisations (2018).

The Framework for Evaluating the Quality of Services and Organisations (2018), known as the
Overarching Framework, was initially launched by HM Inspectorate of Education (HMIE) in March
2006. This reflected the emergence of models of integrated evaluation of services across the
public sector, and a sense that an agreed set of key quality elements would provide a common
structure which would enhance these collaborative approaches.

In July 2011 Education Scotland was established incorporating the functions of HMIE. Education
Scotland has made some minor changes to this Overarching Framework, which reflects
developments in the public sector. These changes also encompass the findings of research carried
out in 2010 by a team within Education Scotland, in relation to the revision of education quality
frameworks.

The Overarching Framework is generic. It does not assume a particular organisational structure,
type or size. It can be used in its entirety, or selected and adapted so that key quality indicators and
sub- elements reflect the purpose of individual organisations, and meet the specific needs of their
stakeholders. Adapted quality indicators can also be used selectively for external scrutiny or
validation. The framework or its adaptations note that it can also be used in conjunction with a
number of other quality models, such as PSIF. It can be used by individual services, but will have
particular value where provision across partnerships is being evaluated.

The Overarching Framework is organised under six high-level themes which enable systematic
evaluation of the quality of services across ten inter-related key areas. (A Framework for Evaluating

the Quality of Services and Organisations — The Overarching Framework, November 2018)
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Care Inspectorate & Healthcare Improvement Scotland

Quality Indicators and PSIF

Alignment to PSIF

PSIF is mapped to the Care Inspectorate and Healthcare Improvement Scotland Quality Indicators
and lllustrations: Joint Inspection for Adult Services (2014) and A Quality Framework for Children
and Young People in Need of Care and Protection (November 2022).

Background

The Care Inspectorate was formed under the Public Services Reform (Scotland) Act 2010, and it is
within this Act that their functions, powers and duties are defined. It has taken over the functions of
the Care Commission, the Social Work Inspection Agency (SWIA) and child protection unit of Her
Majesty Inspectorate for Education (HMle) and is the independent regulator of social care and social
work services across Scotland.

Healthcare Improvement Scotland (HIS) was also set up by the Public Services Reform (Scotland)
Act 2010 and took over the functions of NHS Quality Improvement Scotland and the regulatory
functions of the Care Commission in relation to independent healthcare services.

Joint inspections

HIS and the Care Inspectorate carry out joint inspections of all local authorities to see how well they
work in partnership with services provided through local NHS boards and how this impacts on the
lives of older people. In addition, working with the Scottish Government, they developed revised
National Care Standards for Scotland. The standards set out what people receiving support and
care can expect and will help providers and commissioners to plan and design services.

The model of joint inspection of integrated care and health for adults considers how well care and
health systems work together to deliver outcomes for adults by providing support that allows
people to live in the community at home or in a homely setting. This inspection approach informs
strategic inspections of integrated care and health for adults to ensure there is a focus on
transitions between services for children and those within the scope of the local integration
scheme.

The Care Inspectorate and Healthcare Improvement Scotland are committed to support and
challenge self-assessment and improvement plans as well as sharing and signposting good
practice.
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Appendix A: PSIF 2023 Review Group



PSIF 2023 Review Group

Organisation ‘ Name
Aberdeenshire Council Jane Wilkinson
Dumfries and Galloway Council Heather Carnochan
Improvement Service Barry McLeod
Improvement Service Thomas Boyle
Midlothian Council Saty Kaur
Renfrewshire Council Pauline Moss
Scottish Prison Service Robert Strachan
Stirling Council Elaine McNicol
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PSIF Contact Details

Tel: 01506 282012
Email: psif@improvementservice.org.uk

West Lothian Civic Centre
Howden South Road
Livingston

EH54 6FF

www.improvementservice.org.uk

Sept 2023
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