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1.0 ISSUE 
 
1.1 To update the Joint Committee on progress with proposed improvements to the 

ARP Performance Management Framework supported by the introduction of a 
Balanced Scorecard methodology. 

 
2.0 RECOMMENDATION 
 
2.1 The Joint Committee is requested to:- 
 

(i) note the progress made, endorse the direction of travel and provide any 
further guidance, particularly in relation to the two draft strategic outcomes 
(5.1 refers); 

(ii) receive a further update at its next meeting including the population of the 
Balanced Scorecard 

 
3.0 INTRODUCTION/BACKGROUND 
 
3.1 Following the Strategic Review of ARP, concluded in March 2013, the Joint 

Committee has agreed a set of recommendations, including: 
 
 “That ARP’s performance management framework is enhanced by defining the 

long-term outcomes that ARP is seeking to achieve, supported by a balanced 
scorecard of indicators measuring the organisation’s overall success and health.” 

 
3.2 Other recommendations agreed by the Joint Committee relating to the review of 

management practices, participation in the benchmarking of performance and 
reviewing existing governance arrangements complement the objective set out in 
3.1. 

 
4.0 PERFORMANCE MANAGEMENT AT ARP 
 
4.1 The intention is to build on the strengths of the existing arrangements which are 

already in place, namely: 
 

• reporting arrangements through ARP Management Team, Operational 
Improvement Board and Joint Committee; 

• daily tracking and addressing of key indicators; 
• key variance analysis; 
• performance appraisal system in place. 

 



 

 
 

4.2 With the opportunity to develop and deliver a more sophisticated approach the 
features of the new framework were defined by Members of the Joint Committee 
and the OIB as requiring: 

 
• accuracy and currency of data; 
• a system which is holistic in approach; 
• understands what our Councils want; 
• supports and informs correct strategic and operational decision and policy 

making; 
• strikes the balance between quantitative and qualitative measures; 
• contributes to the welfare reform agenda and future policy decisions (especially 

once the reform agenda is clearer); 
• supports management at all levels within the organisation; 
• provides the detailed numbers at the operational level for all staff to understand; 
• reflects National Policy objectives; 
• provides information on trends; 
• supports benchmarking and performance standards (to set where we want to be 

eg top quartile?); 
• supports the ‘golden thread’; 
• assists staff improve their own performance; 
• provides staffing statistics eg turnover, attendance etc. 

 
4.3 In seeking to improve upon what is already in place, the Operational Improvement 

Board wish to avoid: 
 

• a performance management system where you cannot “see the wood for the 
trees”; 

• a system which is unable to be clearly understood and doesn’t engage or 
achieve ownership amongst the staff; 

• not providing the right information to the right audience at the right time; 
• creating perverse measures; 

 
4.4 Attached at Appendix 1 is the draft Performance Management Framework which 

sets out the principles and key objectives of the new system.  
 
4.5      The performance management framework will have three key dimensions: 
 

(i) Strategic Planning: 
- Outcome mapping 
- Business planning 

 
(ii) Performance Information: 

- Balanced scorecard 
- Data collection and validation 
- Performance reporting 

 
(iii) Performance Management: 

- Staff management and motivation 
- Quality management 
- Target setting 

 
 
 



 

 
 

5.0 STRATEGIC OUTCOMES 
 
5.1 Two simply stated strategic outcomes (see Appendix 2) driving two organisational 

competencies have been proposed by the OIB building on the workshops which 
have taken place: 

 
• Maximising Income. 
• Getting the right payments to our claimants 

 
(Note:- these are subject to Member discussion and ultimate approval). 
 

5.2 It should be noted that ARP will play an important role in the welfare reform agenda 
and in assisting Council’s to maximise the benefits of the changes to the operation 
of Council Tax and Business Rates. 

 
5.3 As the Welfare Reforms stabilise over time and the implications for the work of ARP 

become clearer the Operational Improvement Board and the Joint Committee will 
need to keep under review what the ARP’s long-term strategic contribution will be 
and develop a way of achieving this. 

 
6.0 BALANCED SCORECARD 
 
6.1 The Balanced Scorecard methodology suggests that different perspectives are 

required amongst a set of performance indicators to provide a comprehensive view 
of the performance of the organisation. 

 
 It is proposed that the Balanced Scorecard for ARP will comprise the following key 

measures: 
 
 Strategic Context 
 

- Council Tax base – trends, projections 
- Business rate base – trends and projections 
- Caseload and employment patterns and trends 

 
 Service User Perspective (customer) 
 
 How does the organisation meet the needs and expectations of customers? 
 

- Effective signposting (eg debt) 
- Customer satisfaction 
- Channel sources/migration 

 
 Internal Management Perspective 
 

The identification and monitoring of the key processes by which good quality and 
effective services are provided. 
 
- Service Performance, accuracy, error levels 
- Processing times 
- System availability 

 
 
 



 

 
 

 Continuous Improvement Perspective 
 

Securing continuous learning and improvement processes in systems and people 
and thus services. 
 
- Standard staffing indicators (eg attendance, turnover) 
- Staff survey 
- Staff development 

 
 Financial Perspective 
 

How resources are used in an economic and efficient way to achieve the objectives 
of the organisation. 
 
- Collection rates 
- Debt and arrears management 
- Budget management and financial planning 
- Unit costs with comparators 

 
6.2 Much of the required information is already available but other measures will need 

time in order for the data capture to be put in place.  As a result the scorecard will 
develop over the course of several months before it then stabilises. 

 
6.3 Performance Reporting 
 

To ensure that the Balanced Scorecard remains relevant, the following performance 
and reporting principles are proposed:- 

 
• All performance data will be reviewed annually to ensure it is still relevant and its 

collection is proportionate to any outcome. 
• Performance dashboards will be tailored to support and inform each layer of 

ARP management/governance. 
• Each dashboard will be supported by explanatory information on the source of 

data, meaning of data, ownership and tolerances. 
• Comparative and trend data will be provided where available. 
• Explanations of variance will be made by exception. 

 
7.0 NEXT STEPS 
 
7.1 The next steps are proposed as: 
 

• Develop detail of Balanced Scorecard. 
• Develop detail of reporting format for each target audience. 
• Note that once Universal Credit becomes clearer that more sophisticated 

outcome mapping is needed. 
• Report back to the next meeting of the Joint Committee in September 2013. 
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APPENDIX 1 
 
Extract 2:  Performance Management Framework – Principles, Tools and Practices 
No Principles Tools and Practices 

Strategic Planning 

1 We will support ARP’s partner authorities by focusing 
on achieving the strategic outcomes commissioned 
by the partners. 

Outcomes map. 

2 We will work with partners to review at least annually 
the strategic outcomes and the contributory 
outcomes required. 

Annual business plan. 

3 We will ensure that our inputs, activities and outputs 
are effectively deployed to achieve those outcomes. 

Logic modelling. 
Horizon scanning. 

Performance information 

4 We will identify and collect the key information that 
will enable us to ensure our success as an 
organisation. 

Balanced scorecard. 

5 We will ensure that performance data for ARP and its 
partners is accurate and timely and can be easily 
understood. 

Data compliance 
audit. 
System reporting. 

6 We will ensure that each level of ARP’s governance 
is provided with appropriate information on 
performance and trends, implications and any 
remedial action. 

Performance 
dashboard suite. 

Performance management 

7 We will ensure that all staff understand how they 
contribute to ARP’s success and how they can 
improve and develop. 

Communication. 
Individual 
performance 
management. 

8 We will use performance information to identify 
opportunities for improvement and work quickly to 
diagnose and correct problems. 

Quality management. 

9 We will involve our staff and partners in setting 
targets that are challenging but achievable and use 
this to generate ideas for improvement. 

Benchmarking. 
Staff engagement. 

 



 

 
 

 
APPENDIX 2 

 
Extract 1: Draft ARP Strategy Map 

 
 
 


