

Improvement planning identifies areas for improvement and draws up an action plan as an integral part of performance management across partnerships. A co-ordinated approach to improvement planning is needed with:

1. a clear set of common objectives; 
2. partnership improvement actions linked to partners’ individual corporate plans;
3. integration of action planning with budgeting and financial management, including the redirection of resources;
4. performance management and improvement combined in a single agenda;
5. senior cross-partnership commitment;
6. a focus on improvement of partnership working itself as well as service delivery.
Improvement Planning should identify:

The Priorities for Action
· Has there been a diagnosis of what things are not working as well as they should be against the outcomes the partnership wants to achieve?

· Are there a limited number of key priority areas for improvement based on evidence?

The Content and Ownership of Actions 

· commitment of partners to the problem and the solution

· clarity on action, timescales, responsibility for action, resources and support for those accountable

The Evidence for Actions

· Are priorities and actions reflective of key performance management findings for the partnership and focused on the most important gaps?
· ‘more of the same’ is unlikely to help in tacking gaps in performance – are you clear on what does and doesn’t work?

· Is the action being taken evidenced from past experience or success elsewhere?

The Effect of Action
· Is it clear what the actions are expected to achieve (i.e. level of improvement and where), for whom, by when?

· Are targets stretching but realistic (and SMART)?
· Can you attribute actions to the achievement of the outcomes?


There are a number of different ways of planning for improvement. An understanding of change management theory is helpful. The SDO publication “Organisational Change” provides a review of models of change management to help managers, professionals and researchers find their way around the literature and consider the evidence available about different approaches to change.
Three different improvement planning models are described briefly below:
	LEAP

	The Scottish Community Development Centre Learning, Evaluation and Planning (LEAP) approach is based on the principles and values of community development.  It is a toolkit designed to support a partnership approach to achieving change and improvement in the quality of community life. 

	The LEAP planning and evaluation cycle includes the following stages:

	Visioning outcomes 

	· Identify community issues and concerns 

	· Bring together the people who have a stake in these issues 

	· Work together to establish a vision of change and describe it in outcome statements 

	Agreeing outcome indicators

	· Identify and agree on indictors that will measure whether or not the outcomes identified are achieved. 

	· Conduct a baseline study and 

	· Decide how to build evidence collection into everyday practice and procedure 

	Action planning

	· develop the action plan 

	· think about: what resources we will need; what methods or processes we will use and the action that we will take

	· determine whether we have a feasible action plan that will allow us to achieve the changes we hope to see. 

	Monitoring

	· decide what indicators will be used to monitor progress, and 

	· agree a way of reporting to one another. 

	Evaluation

	· bringing together the evidence and asking critical questions about our work and its impact and using the resulting learning to forward plan. 

	· learning about what works and what doesn’t and apply this learning to future work.

	· evaluation should be a normal part of work and not just a role for external evaluators.

	· The evaluation feeds back into step 1 in the LEAP cycle:
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	Introducing the LEAP Model SCDC


Results Based Accountability
Results-Based Accountability is a disciplined way of thinking to help communities improve the quality of life for their citizens or agencies to improve the effectiveness of their programmes. It starts with ‘ends’ and works backward to ‘means’: What do we want? How will we recognise it? What will it take to get there? It is intended to be clear and disciplined about language, using plain language, and avoiding jargon. It uses data (indicators and performance measures) to gauge success or failure against a baseline. It also uses data to drive a disciplined business-like decision making process to get better. It consciously involves a broad set of partners and is designed as a means of getting from talk to action as quickly as possible.
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	Future-basing™

	Future-basing™ is a simple but powerful way of creating a future vision and deciding clearly how to achieve it. The technique helps to build operational plans and generates a motivation to act. It is built on the premise that starting from a position of success is more motivating than focusing on challenges. There are four distinct stages in making decisions using Future-basing™:

	

	Stage 1: Building a compelling vision of ideal outcomes

	· Fix a date and time as the basis for your outcome or vision. Describe the day in detail – the weather, the current events

	· Create the framework of success. On this ideal future date, what are you successful at? These are areas or broad short headings to list your specific achievements under. 

	· Are these success areas what you really want to achieve – not just what you think is possible today? think of real people, rather than process and organisations. Stretch the imagination identify and create achievements

	· Under each success heading begin to list specific achievements, describe achievements in the present tense and in positive terms. They should be personalised and capable of influence by you. Include, what you see, what you hear, what you feel – make it real. 

	

	Stages 2 and 3: work backwards to identify milestone dates and events, turning points and problems overcome on the way. Building in detail between these major events (e.g. new things learned, skills acquired, systems or procedures changed). For each achievement to be true there must have been at least one critical action or event which led you to this imaginary future. These actions or events can be mapped out on a progress chart creating a critical path plan. 

	

	Stage 4: project planning approaches should be used to follow up and begin turning these visions into a reality. Using the outputs of stages 2 and 3 as an activities list, and applying project planning or scheduling processes to identify resources needed, to distribute or decide roles and responsibilities, and to decide what needs to be done in detail.

	Source: IDeA

	© Bill Phillips November 2003




Sources and References:

Care Services Improvement Partnership (2007) Designing for Outcomes, March 2007. CSIP

IDeA (June 2006). A manager’s guide to performance management: second edition. IDEA029. 

Iles V and Sutherland K (2001). Organisational Change: A Review for Health Care Managers, Professionals and Researchers. National Institute for Health Research Service Delivery and Organisation Programme (SDO)

LGC Warwick, CRC West of England, OPM, EIUA Liverpool John Moore (October 2005). LSP Evaluation: Case study interim report: a baseline of practice - Full report.  Office of the Deputy Prime Minister, HMSO.

Neighbourhood Renewal Unit (NRU), (2004).Good Improvement Planning In Relation To Neighbourhood Renewal Outcomes. Department of Communities and Local Government

Neighbourhood Renewal Unit (NRU) LSP Delivery Toolkit. Department for Communities and Local Government (DCLG) 2007. 

Phillips, Bill (© November 2003).  Future-Basing™ Explained. Revision 2, November 2003. IDeA 

Scottish Community Development Centre: Learning, Evaluation and Planning (LEAP) Website
PAGE  
5

