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The research and writing within this document are all the authors own work.



[bookmark: _Toc520041996]Abstract
Purpose – To investigate performance measurement in Local Government Authorities and to find out if a tool such as Kaplan & Norton’s (1996) Balanced Scorecard can be effectively used.  There is a pressing need for the public sector to be efficient and effective in these times of austerity and thus to find out what they do with regards to performance measurement.  To find any themes within the public sector and to see if there is a pattern and a framework that can be created. 
Design/Methodology/Approach – The current literature is first analysed both in the private sector and in the public sector.  A deficiency of literature was found for the public sector and especially that of LGAs.  The author is currently an elected member of a district council and an action research approach was taken within this case study.  The data collected was then reviewed and followed up by semi structured interviews in all three councils. The data was analysed with a thematic approach.  The councils chosen were all in the Midlands and are of a similar size and demographics.
Findings – The findings indicate that the balanced scorecard is a tool that the LGAs can use and they do use a version of it but that there are complications to using it.  Several themes appear such as: Stakeholders, Communication, Strategy, Leadership, Transparency, Business-Like, Resilience, Austerity and the Use of Balanced Measures. The main finding was that although the councils had good intentions they are not clear about what their citizens and stakeholders want.  Therefore the future discussion needs to take a step back and start at the stakeholders rather than starting with the scorecard and the measures.
Practical Implications – All LGAs are going through a period of austerity which is imposed by central government.  They need to deliver the same quality of services for a reduced fee which means they need to work in an effective manner. By developing a framework that can show how the staff on the ground can influence and achieve the stakeholders’ expectations will enable the organisations to focus on what really matters. Once the council is focussed it can then let go of all the non-value adding activities in order to use their resources to satisfy their stakeholder needs.
Originality/Value – There is a gap in the literature for this type of study as all previous studies have been for a singular LGA and from a non-action research viewpoint.  A multiple LGA study would give more scope to expand the good practice. Also there is a gap in the literature for action research studies where more depth of insights can be revealed.   For the LGAs a framework that can help them decipher the stakeholder needs and translate them into objectives for their staff in all levels of the organisation would vastly help them achieve their targets within the constraints of their ever decreasing stream of funding.
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“Nothing ever gets bigger by measuring it” (CEO SDDC Transcript p369, l15).
The overall aim of the authors’ research for the PhD is;
 “To identify, review and evaluate critical success factors to use for performance measurement and strategic mapping for local government”.
This aim is broken down into the following objectives:
1. Review literature on performance measurement in order to identify current themes and critical success factors. This review will be based on a comparison of private sector practices and local government practices.
2. Critically analyse the performance measurement currently in practice in three local government authorities.
3. Identify the gaps in the literature and knowledge in relation to performance measurement in local government.  
4. Interpret and develop critical success factors for performance measurement in local government.
Some examples of the indicative research questions are:
· What performance measurement systems do the three case study authorities currently have?
· How effective are they?
· How do these councils use performance measurement in practice?
The author plans to link together the experiences of being an elected member of a local district council with being a qualified accountant.  
The general public perception of local government is not a positive one. Van Helden (2005) comments that politicians, academics and business people have “criticised the public sector because of its inefficiency and ineffectiveness” (p99).  Jackson (2011) adds to this by commenting that public sector performance is on show to everyone so there is an abundance of criticism.  Unlike private organisations that can keep their issues out of the public eye unless there is a huge disaster.   
As central government squeezes the purse strings local government authorities (LGA’s) are being forced to look for ways they can control their costs yet still deliver the same suite of services to the general public. 
Before an organisation starts to measure their performance there needs to be a view on what is meant by performance measurement. For the private sector it is often based on profit however in the public sector Jackson (1995, p1) states that; 
“Public sector performance means different things to different groups … performance measurement cannot and should not be reduced to the metric of the cost accountant” 
Officers must have a way of making decisions regarding their organisations so there has to be some way of measuring performance (Jackson & Palmer 1989).  Jackson (1995, p19) also believes that; 
“performance evaluation of government activities is essential in any democracy. Government no matter the level should be accountable and responsible to the electorate and a host of other stakeholders”.
The view of Efficiency, Economy and Effectiveness (the three E’s) that is often used in the public sector drives a plethora of targets and indicators to be measured.  The focus over the last two decades or more has been to do more with less, have more value for money and to convince the public that their money is being spent wisely (Jackson 1995b).  Jackson & Palmer (1989) see measures as anything that can be accurately measured and indicators as anything that is softer and not specific.  
The three E’s are the crux of the value for money focus of the public sector and came out of the Best Value initiative in 1997 (Speller in Johnson & Scholes 2001).  Economy means to spend less on resources but not necessarily accept the cheapest price.  Efficiency is to produce what we need to well with minimal waste and Effectiveness is to ensure we are spending money wisely on what will achieve our goals (Jackson 1995b).
The common view of the public sector is that it is intensely bureaucratic and everything must be measured to ensure it gets the job done.  The best value initiative wanted to ensure all the views of the stakeholders were reflected and that local government was in touch with the local people. The downside of this was that it resulted in many measures and a huge emphasis on auditing and checking (Speller in Johnson & Scholes 2001).
However we are again looking at what does good performance look like, “How would we know higher performance if we found it?” (Jackson 1995, p2).  We will find that performance is not simple in the public sector but it is complex and “multidimensional” (Jackson 1995b).  However this does mean that the public sector have been searching for non-financial indicators for a long time so in theory should be way ahead of the private sector.  Balkaran (2017) supports this by commenting that the value for money ethos is now very prevalent in the private sector.
When trying to define what performance measurement means in the public sector Jackson (1995, p27) states that there are a “complex mosaic of indicators … that are the substitute for profit in the private sector”.  How can you define and measure social relationships which is essentially what the public sector is.  There are many scenarios that appear and each one needs to be evaluated individually to gain any rich information.
Stewart and Walsh cited in Jackson 1995 (p51) believe that a “ full set of measures of performance are unlikely to be discovered”.  The quest for the best way to measure public sector performance continues today, some 20 years after these comments were made.  The focus is now moving towards balanced measures and not just low cost options.
LGA’s are led by elected members otherwise known as councillors.  No qualifications are necessary to become a councillor. The roles are often part time but as in any voluntary role you can spend as much or as little time on it as you want to. The remuneration for the roles vary from council to council however it is an allowance for expenses and not a salary.  The allowance is based on the average salary for the area and then reduced by a third.  This is because it is seen as a public service role and councillors should work for a third of their time for free.  For a back bencher role in a district council the author receives £6,000 per year. This the author would suggest is not enough to be a money motivated role. If candidates are affiliated to a particular political party then the party will have a recruitment process.  However the authors own experience was during a parish council meeting where the author was the chair in 2006 the local district councillor fell asleep.  The author said “well I could do better than that”. Six months later the nomination papers had been completed for the author, the author signed to say they would be a candidate and the rest they say is history.  Although it is a good idea to have a recruitment policy in reality there is a lack of candidates so anyone that is willing to give up their time is looked at favourably.  Then all that is needed is that the general public vote for you.  In many cases the public do not know the councillor as an individual and vote for the national political party they prefer.  The councillors are then the equivalent of a senior board of a private company.  They decide on the focus and strategy of the organisation.  Heavy influence will come from central government and from the national political parties however after that it is up to the local members to shape the future of the local environment.
For some LGA’s Decision making meetings happen every six weeks, reams of paperwork are produced for each meeting and members are expected to read and digest this within a week and come to an informed decision.
There is great potential to be able to devise a framework to enable performance measures to be linked with objectives so it becomes transparent as to how the authority is performing.  Otherwise decisions are made on the basis that all members have read and digested the huge tomes and clearly understand the implications.  The researcher challenges this and thinks members place huge trust in the officers to guide them without truly understanding all the details even though they have been made available. 
According to literature available there is a lack of empirical evidence in this area hence the current research interest (Kong 2007, Ross 2011).  Jackson (2011) also comments that “little of the literature is grounded in serious analysis” (p13).  Franco-Santos et al. (2012) have looked at 76 articles that discuss contemporary performance measurement systems to look at the consequences of using these systems.  Balanced scorecard falls within the scope of their research.  They have focussed on 15 specific journals covering Accounting, Operations and Strategy but they have concentrated on the private sector and have excluded all research from the public sector.  Again reiterating the fact that there is a distinct lack of literature relating to the public sector in this area. Their key findings were that “Contemporary Performance Measurement systems significantly affect people’s behaviour, organisational capabilities and performance” (Franco-Santos et al. 2012, p98).
This thesis will critically evaluate the literature for both the Balanced Scorecard and what happens in the public sector.  It will show that there is very little empirical evidence of research into performance measurement in LGA’s.  The methodology will discuss various ways of approaching research within an accounting area and will conclude that the case study route is the most meaningful albeit with less general conclusions available.  The findings will then discuss the position of three LGA’s and ultimately provide details of the further research that is needed.
The outcome of this PhD research will be a contribution to academic knowledge that is the addition of literature to fill a portion of the gap that exists.  In practice the framework and critical success factors will be useful for senior management of local government to develop their strategy and strategy mapping. This means that senior officers of the LGA’s can link their objectives to performance measurements.  This should then guide the staff to all work towards the same goal (Drury 2015). 
Once the findings from the qualitative research are analysed the question can be asked as whether any generalisations can be made. 
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[bookmark: _Toc520042000]2.1 What is the Public Sector and Local Government?
In order to set the scene for this thesis some back ground information on the public sector and local government is needed. 
The public sector is often referred to as meaning the government and the state.  The state is defined by Leach et al. (2011, p2) as a “unit of government, a compulsory association that is sovereign over a particular territory”.  They go onto then discuss what an authority is and feel that it is “widely used to describe the rightful use of political power or legitimate power” (Leach et al. 2011, p3). This would support the fact that most people will abide by what a council says or local government authority says as they believe in the power of the authority.  That it is lawful and legitimate. 
Smalski in Balabonienė & Večerskienė (2015, p315) defines the public sector as “the systems of organisations managing and using state resources”.
Resources come from national taxation and central government has a responsibility to spread this across the country. “Who gets what is a national responsibility and a national preoccupation” (Seitz cited in Wilson & Game 2011, p4).  Debates in local government continue as authorities have to pay into the central government pot and often receive very little back.  The legislation to implement the retaining of business rates was left behind after the June 2017 snap election.  Local government are now waiting for a reform in funding and may have to wait until the outcome of the Governments Fair Funding Review in 2020-21 (Conrad 2017).
Byrne (2000) comments that national government can only deal with national issues and has to make decisions based on the whole country and not just one particular area. National government consists of members of parliament (MP), ministers (some MP’s and some peers from the House of Lords) and civil servants. The latter both advise and deliver government policy.  
National government is based on a party political system.  Often when people talk about politics they mean the government in its various forms.  The parties have evolved over time as there are too many MP’s to govern if they were all independent and had different views.  The party system allows like-minded people to come together and form a view of how to lead the country.  In Britain there have been two parties in power since 1945, the Conservatives and the Labour party’s. There are other smaller parties that  continue to exist and can potentially form coalitions or alliances but they are not large enough to govern on their own (Leach et al. 2011).
National politics deals with not only the nations’ affairs but also global affairs which are seen as varied and exciting.  On the other hand local government is often seen as being dull with a very narrow focus (Leach et al. 2011). At the lowest level of Local Government, at Parish Council Level, this is not political.  Members of the local community put themselves forward for election independently with no allegiances to any political parties.  However the next step of district, county and city councils are political.  Leach et al. (2011) argue that this is a necessity at this level as political parties train their candidates, organise and produce policy and they also give the public a choice between the different teams of leadership. The author supports this view as being an elected member it would be chaos if there were 36 independent councillors looking to run the district council all with different policies and ideas, nothing would ever be achieved.
Local government are smaller units of the government and they report directly to the government.  This is different from countries like the United States of America or Germany where there are self-governing federal states which are united by a central government (Wilson & Game 2011).  However local government is not just another quango or version of central government.  It is locally elected and forms another “tier of democracy”(Wilson & Game 2011, p39).
So local government is important in many ways.  It delivers services to the local community and the community can have an impact on those choices.  By voting for their elected members and their manifestos the community can help to shape their area.  Often community activists stand for election and become elected members also known as councillors (Leach et al. 2011).
Wilson & Game (2011, p37) define local government as:
“a form of geographical and political decentralisation, in which directly elected councils, created by and subordinate to parliament, have partial autonomy, to provide a wide range of services, through various direct and indirect means, funded in part by local taxation”.
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Local government has been constantly changing.  In 1994 there were 540 councils in the UK (Wilson & Game 2011, p15) and today this has dropped to 417 (Sandford 2016).
[bookmark: _Toc519426436]Figure 1 Types of local government authorities in the UK (Hemming 2015, pVII)
You can see from the table above that the district councils are the most prevalent in the UK today. 
Central government creates legislation to tell the country what it wants to achieve.  Many of the bills passed are to do with local government.  National government can give powers and take them away from local authorities whenever they want to.  Local authorities have some decision making powers but they have to act within the legislation set (Wilson & Game 2011).
The overall theme for the local government authorities is that the power to do things differently locally is diminishing all the time.  Although the current government is pushing for devolution and more localised decision making there are many rules in place which restrict how much impact the local authority can have (Wilson & Game 2011).  A very local example of this is where an area that was not identified for housing development by the council was given planning permission by the secretary of state.  This is essentially over ruling the local council’s decision.  Quite often local government does not want to do what central government wants.  This could be due to opposing political control but it can still happen when the political groups are the same.
The figure below shows how the changes are all leading to fewer councils and more unitary authorities (Sandford 2016). Local government has undertaken many attempts at reform since it was originally designed (Pemberton & Goodwin 2010).
[image: ]
[bookmark: _Toc519426437]Figure 2 Changes to local government structure in England since 1972 (Sandford 2016, p12).

Governments have been wanting to improve the performance of the public sector for decades.  Australia has gone through many iterations of new public management (West & Blackman 2015).  In the UK the government are keen to be seen as efficient and to reduce the amount spent on the public sector services.  To do this they, this conservative government and many others before including Thatcher’s government, want to “seek greater value for money, the reduction of waste and the elimination of over government” (Jackson 2014, p271). 
Local authorities provide many local services and the table below shows which type of council is responsible for which service.
[image: ]
[bookmark: _Toc519426438]Figure 3 Functions of local authorities in England (Sandford 2016, p13).
From the figure above we can see what responsibilities that the councils have however who, within the organisation makes the policy?
Wilson & Game (2011) suggest three models of creating policy. The first is the formal model where the councillors make the policy and the officers carry it out.  A fairly simple idea.
The second model is the technocratic model where the officers have the technical knowledge and tell the part time often unqualified councillors what to do (Wilson & Game 2011).
The third model is the joint elite model where the policy making is carried out by the senior leaders of both the officers and the members (Wilson & Game 2011).
The author suggests an addition to the third model where the members of the controlling party create their vision and manifesto and then the senior leaders work with senior officers to create the policies.  In some organisations there are splinter groups within parties and they split off to debate their own policies and ideas.    Recently we have seen splits in both the two main national parties regarding the choice of leadership and policies.
As Cartwright (1975, p46) says:
 “The crime of ‘being run by the officers’ is one of the most heinous that can be levelled against any local councillor”
Ritz (2015) challenges this split of duties and believes that the councillors are also responsible for the implementation of the policies. They are merely supported by the professional officers but ultimately the elected representatives are accountable.
[bookmark: _Toc520042001]2.2 Transparency in Local Government
The general public are often disillusioned with the public sector and believe it to be poorly run and poorly administered and often corrupt.  Low transparency supports these views and creates a circle of uncertainty (da Cruz et al. 2015).
da Cruz et al. (2015, p872) define transparency as; 
“The publicity of all acts of government and its representatives to provide civil society with relevant information in a complete, timely and easily accessible manner (i.e. online)”.
In todays’ modern era of computers, websites and social media the general public can access huge amounts of data and this makes the local government organisation more accessible to the public.  Many councils film their meetings and stream them live on the internet. This helps the quality of governance as the public can interrogate the data available to find out more information. Although it may not openly improve the quality of the democracy it means the public can scrutinise decisions made and monitor what is happening more than they could in the past (da Cruz et al. 2015).
Although this is true for district councils it may have a detrimental effect on other public areas such as healthcare. It would probably not work in countries where there is endemic corruption.  However the UK has a democracy and this transparency should, in theory, improve and not hinder good governance (da Cruz et al. 2015).
“This type of information disclosure has the potential to unravel private interests which can conflict with the collective interests and make actors accountable” (da Cruz et al. 2015, p872).
All local councils are subject to both internal and external audit.  The audit report is important and all councils want a clean bill of health and “unqualified” accounts.  This means they have been accepted by the auditors and the auditors have no issues with them. However do the general public read the auditor’s report or are they more likely to read the local newspaper or social media to obtain information about their council?  
Carr-West ( 2017, p11) claims that we do not care these days if what politicians say is true “we are more concerned about how statements make us feel”.  Social media gives people the news but within their comfortable circle, no views that challenge the reader. However local government have an advantage here as the people can really see what is or is not happening in their areas.  Carr-West (2017, p11) gives the example that we need to trust the government when they tell us what the GDP growth is but “we can see whether potholes in our street are being fixed”. Local government can be transparent in their actions.  
[bookmark: _Toc520042002]2.3 Political Environment

A Map of the 2017 Political control of local authorities.
Content removed for copyright reasons.
















[bookmark: _Toc519426439]Figure 4 Political make up of district councils 2015-2019  (LGiU 2017).

 “Politics is bound up with controversy, which is one reason why it both attracts and repels” (Leach et al. 2011, p1). The public can change their minds at each election depending on what is happening in the country at the time.
The map above often changes colours depending on the mood of the country and the timing of the elections.  From the authors own experience it is noted that when local elections coincide with national elections the local results follow the mood of the nation.  However for stand-alone local elections there is more scope for local issues to be at the top of the publics’ priorities and often people will change their vote to be a personal one and not a political one. The downside with the election being purely for local government is the turnout is often much lower.  Fewer members of the public turnout to vote for a local election compared to a general election.  In South Derbyshire 69% of people voted in the general election in 2017 compared to 20% for a local councillor by-election (SDDC 2017a).
The political environment of the Midlands has a mixture of both Conservative and Labour controlled local councils. The above map was produced after the county council elections in May 2017.  The district councils had their elections in 2015.
The district councils discussed within this thesis can be described as rural councils.  Large parts of their area are made up of villages and agriculture. 
“Rural areas have recently been subject to widespread demographic, social and economic change” (Pemberton & Goodwin 2010, p272).  The current focus on housing needs has meant that rural areas are growing and expanding with new residents.
Pemberton & Goodwin (2010) believe that there is no longer a clear differential between rural, urban or town and country.  Much has been studied about understanding urban government which has effectively left the understanding of rural government behind. Rural government is having to look towards partnerships as the local government organisation cannot provide everything required.
[bookmark: _Toc520042003]2.4 Why do we need to measure performance?
Balabonienė & Večerskienė (2015, p317) state that “it is not possible for any organisation to act effectively without having its performance measured”. 
Nath & Sharma (2014, p2) believe the “use of performance indicators is important because they are an essential part of the monitoring of programs and employee performance”.
Is this correct? Do we need to measure our performance at all?  There are some theorists that believe if you employ the right people in the right roles then there is no need to measure their performance as they will always do the right thing. This is the view of Stewardship theory.  There is no extrinsic or monetary motivation but a sense of achievement when a job is well done (Glinkowska & Kaczmarek 2015).  This also supports the view of McGregor’s’ Theory Y that staff will work on their own and without line management (Seddon 2008).  However the view of the general public that the public sector is lazy and inefficient means that the electorate will not leave the staff to their own devices but need the targets to prove that public money is being used fairly. This is also supported by the command and control view of management from Seddon (2008).
This thesis will be evaluated whilst using an “Agency Theory” lens.  Where there is a hierarchy of structure and the CEO is ultimately accountable and has the legitimate authority to control the officers of the council with the leaders’ permission.
There are two school of thought regarding the use of target setting according to Bourne & Franco-Santos (2010, p29) “Good” or “Divisive and counterproductive”. Evidence from management literature believe that having a realistic and achievable target is better than no target at all with just an overall focus of work hard or do your best.  On the other hand there is the dysfunctional behaviour that can “create fear, undermine teamwork and destroy performance improvement” (Bourne & Franco-Santos 2010, p29).
Performing well as part of a team means that all parts of the team have to work together.  If this does not happen then it is hard to deliver the performance targets (Bourne & Franco-Santos 2010). Opposing this is the view from the control theorists that peer pressure can help everyone achieve their targets.  People will work together to achieve their goals as they do not want to let down their colleagues (Merchant & Van der Stede 2012).
Organisations should not just look at individuals’ performance.  It has to be the whole team.  The whole team creates the synergy which is not there if they are kept separate as individuals.  Recruiting the right team is vital.  Managers who inspire are needed to bring out the best in staff supported by Human Resources to train, coach and mentor.  (West & Blackman 2015). “All levels of management and employees … must drive the change” (West & Blackman 2015 p76).
The most obvious purpose of a performance measurement system is to improve performance.  Whether this is improvements and increases in funding or whether it is about controlling costs. Sometimes it is used to identify defunct processes or procedures (Lewis 2015). 
However as soon as people are measured their behaviour changes and the deviousness of peoples characters come out (Lewis 2015). Bevan & Hood (2006) agree with this sentiment as they believe that gaming occurs and people begin to adapt and look out for themselves.
Lewis (2015) feels that all the dysfunctional consequences of measuring performance cannot be pre-empted and there will always be some non-intended side effects. 
Pavlov et al. (2017) believe that performance measurement does influence performance in a good way as it provides focus for managers and means they can organise and co-ordinate resources together. However the key remains the correct translation of the strategy into the actions which is the heart of the arguments of Kaplan & Norton (1996).
As such measurements are prolific in many organisations.  
[bookmark: _Toc394526051][bookmark: _Toc520042004]2.5 What is performance measurement?
Performance measurement was being discussed in 1956 by Ridgway (Ridgway cited in Neely 2005) and it has been reviewed many times however in the 1980’s and 1990’s it became the fashionable topic to research and many authors came up with frameworks (Neely 2005).  Ghobadian and Ashworth state that it also became a topic of interest for local governments around this time as they were being pressurised from central government, the public and new competitive market strategies, amongst other pressures (Ghobadian & Ashworth 1994).  Organisations are “clearly searching for performance measurement solutions” (Fitzgerald in Hopper et al. 2007 p223).
Thus there is agreement across many academics that performance measurement is a subject for discussion and has been for several decades.  “Performance measurement has for a long time been one of the crucial issues among scholars and business managers” (Larimo et al. 2016, p877). The business environment is constantly changing and thus performance measurement, too, has to change and continuously update itself  (Yadav & Sagar 2013). Globalisation and the increase in the capability of technology are some of the factors that are pushing organisations to analyse their performance in greater detail (van der Meer-Kooistra & Vosselman 2004). The journal Management Accounting Research created a special issue, 25 2014, to look at the issues in performance measurement.  Bourne et al. (2014) describe performance measurement as being at a crossroads.  The literature has been inconsistent in their findings when trying to link performance to performance measurement. They suggest that there are still gaps in knowledge about the effect performance measures have on the overall performance of organisations.
However despite the fact that there is a plethora of literature addressing performance measurement and management issues very little of it examines the public sector. (Michelli & Neely 2010).  There are a few pockets of literature with scholars such as Northcott & Taulapapa (2012) in New Zealand and Spekle & Verbeeten (2014) in Holland carrying out detailed surveys of Local Government Organisations (LGO).  There are also studies in the UK regarding healthcare and the police however there are few UK studies based on Local Government Authorities.  The studies appear to be ad hoc and one off case studies for example Woods & Grubnic (2008).
There is the opinion that the public sector is inefficient and all it needs is the tools and techniques from the private sector along with the management ideas and thinking (Nath & Sharma 2014). However if that were the case all the public sector issues would be solved and clearly that is not the case.
Neely et al. (1995, p80) comment that the term “performance measurement” is not very often defined as it can mean different things to different people depending on what discipline you are coming from.  However they do produce a short definition:
“Performance measurement can be defined as the process of quantifying the efficiency and effectiveness of action” (Neely et al. 1995 p80).
Hall (2008 cited in Franco-Santos et al. 2012) states that performance measurement systems;
“Translate business strategies into deliverable results […] combining financial, strategic and operating business measures to gauge how well a company meets its targets” (p80).
Other authors suggest that performance measurement can be used to rank different initiatives to see which one performs the best and which one will be the one the organisation focusses on (Ittner et al 2003 cited in Franco-Santos et al. 2012).
Melnyk et al. (2014) define performance measurement systems as; 
“The process for setting goals (developing the metric set) and collecting, analysing and interpreting performance data” (p175)
A performance measurement system, if designed well, can be used to translate the goals of an organisation into an action plan to deliver.  However it can also identify if the strategy is the right one for the organisation.  It can point out any gaps or confusion as the behaviour it creates could not be what the organisation had in mind (Franco-Santos et al. 2007).
When discussing what the definition of a business performance measurement system is Franco-Santos et al. (2007) do not include the public sector in this.  They did find that many authors use the terms “performance measurement”, “Objectives and Goals” frequently as well as “strategy implementation” (Franco-Santos et al. 2007, p795).
Focussing on performance measurement for business Franco-Santos et al. (2007) believe that measures are necessary however many authors do not define what those measures should be so herein lies the key question of this debate.  What do organisations measure?
How far organisations go in terms of data collection will depend as well. Some will have very basic manual systems and some will develop complex data bases (Franco-Santos et al. 2007). However there is still very little guidance regarding what to measure in the literature.
Franco-Santos et al. (2007) have suggested a process for a business performance measurement system:
1. Selection and design of measures
2. Collection and manipulation of data
3. Information management
4. Performance evaluation and rewards
5. System review  (Franco-Santos et al. 2007, p798).
This indicates a very logical process but many organisations stumble across the first step which is what to measure and how to decide what to measure.
[bookmark: _Toc520042005]2.6 Strategic Performance Measurement (SPM)
Dossi & Patelli (2010, p499) believe that “strategic pms’s are considered as strategy implementation tools, capable of co-ordinating dispersed actions and creating goal congruence”. They can help the staff in an organisation talk to each other and share knowledge. 
Dossi & Patelli (2010) are strong supporters of non-financial indicators as they believe these provide a much deeper picture than just financial measures.
Micheli & Manzoni (2010) believe that strategic performance measurement  processes have a positive effect on the performance of a business. However it has almost turned into an industry of its own with:
“UK government departments estimating that they spend over £150m per year solely to monitor progress on national targets.  This is without the data gathering costs of front line organisations” (Micheli & Manzoni 2010, p466).
The benefits of a SPM are that there is a consistent message and communication and this will strengthen the corporate brand and reputation.  It can also help to improve motivation by generating a performance improvement culture.  However if it is not implemented properly it can fail and end up costing the organisation a lot of money. The key to success is the link to the strategy.  Firms with just a PMS show no difference in performance to firms without a PMS (Micheli & Manzoni 2010).
Micheli & Manzoni (2010) argue that SPMS can be used as a diagnostic tool to find problems and issues but it can also be used to stimulate organisational learning and identify new opportunities.  Again they agree that there is no one version that suits all organisations.
Performance measurement can provide information to management however if the “wrong” things are measured then the results will not be what the leaders wanted.  The measurements have to “fit” with the aims to achieve the goals (Melnyk et al. 2014,  p173).  
So the fact that the scholars cannot agree on a definition makes the process of comparison all the more harder as it is difficult to make sure you are comparing like with like when reviewing the research regarding performance measurement.  Also academics use the terms performance measurement and performance management interchangeably.
Jones (2013, p7) explains that performance management is “about getting results”.  It is about working together towards the vision of the organisation.  Teams helping each other out and achieving their potential in order to achieve the goals of the organisation.
Melnyk et al.( 2014) define performance management as;
“The process of assessing the differences between actual and desired outcomes, identifying and flagging those differences that are critical” (p175).
Essentially a thermostatic system of management control.  The performance measurement and management together will help the organisation achieve their goals (Melnyk et al. 2014).
Yadav & Sagar (2013) use the terms measurement and management, when linked with performance, interchangeably.  They do not differentiate between the two. Kaplan views the Kaplan and Norton balanced scorecard as a performance management system and a performance measurement system (Kaplan 2001).  de Waal & Kourtit (2013) define performance management and measurement as;
 “the process in which steering of the organisation takes place through systematic definition of mission, strategy and objectives of the organisation, making these measureable through critical success factors and key performance indicators in order to be able to take corrective actions to keep the organisation on track” (p446).
As you can see de Waal & Kourtit (2013) do not distinguish between the two either.  
[bookmark: _Toc394526052][bookmark: _Toc520042006]2.7 What are the current trends in performance measurement? 
Radnor & Barnes (2007) have completed a detailed review of performance measurement and management systems with regards to operations management however the techniques are transferrable to other disciplines.  In the early twentieth century at the time of the industrial revolution factories were starting to expand with new machinery and managers were starting to think about economies of scale and time and motion studies.  How to get the maximum output from your labour force.  Taylor (citied in Radnor & Barnes 2007) started to measure the performance of individual workers to be able to incentivise them to work even harder and to produce even more. Cost accountants would produce figures based on the financials of the factory.  Although Seal et al. (2012) comment that more emphasis was based on financial accounting at this time due to the fact that factory owners were looking to finance their expansion plans by borrowing funds.  To prove that they were reliable the owners would have to produce audited accounts and thus the accountants’ time was spent on this type of accounting more than the management accounting discipline.  
The 1920’s saw the growth in techniques such as Return on Investment and the Pyramid of Financial Ratios as tools to measure the performance of an organisation. At this time traditional management accounting costing techniques were being used but were inadequate at tracing costs of products and focussed mainly on control of resources (Yadav & Sagar 2013).
The Japanese developed tools such as Total Quality Management and Just in Time manufacturing with their focus directed towards efficiency and effectiveness. Japanese companies were seen to be outperforming western businesses.  Western businesses had focussed on the efficiency to the detriment of being effective.  Long production runs and stock piling products took the emphasis away from what the customer wanted.  As western organisations started to examine their effectiveness they found that improved quality would drive this forwards (Radnor & Barnes 2007).
The change in emphasis for performance measurement tools over the last 30 years has moved away from being purely financially focussed to also including non-financial information.  There will always be financial information included but it is now recognised that it is not enough on its own (Yadav & Sagar 2013). Organisations started to see the issues and problems that arose from directing a business from purely financial data (Bourne 2008). Following this the next phase has seen organisations incorporating non-financial measures and financial measures into frameworks that also link into the strategy of the organisation.  The Figure below shows (Yadav & Sagar's (2013) view of the key influences up to 2002.
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[bookmark: _Toc519426440]Figure 5 The transitions of performance measurement and management (Yadav & Sagar 2013, p950)
Neely (1999, p207) refers to this time as the “Performance Revolution”. Thousands of articles have been written about performance measurement and the membership of the various accounting institutions has increased by huge amounts as more and more businesses look to improve their performance measurement systems.
[bookmark: _Toc394526053][bookmark: _Toc520042007]2.8 Balanced Scorecard
When reading extensively about performance measurement a reoccurring theme appears called the Balanced Scorecard.  Kaplan and Norton were the authors of the original “Balanced Scorecard” which emerged from the research institute linked to KPMG in the early nineties (Kaplan & Norton 1996). However before this Eccles claimed that financial indicators were going to become one of many performance measurements as opposed to the only measure (Ghobadian & Ashworth 1994). Kaplan and Norton had originally designed the balanced scorecard framework for performance measurement for profit making companies. However Chang et al point out that Kaplan and Norton also believed it could be adapted for Not for Profit Organisations (Chang et al. 2002).  Bourne (2008) also confirms that the balanced scorecard is the most famous of all the performance measurement techniques that have been proffered in the last 30 years.
Often these techniques are referred to as frameworks as the balanced scorecard is above.  Folan & Browne (2005, p665) define framework as “the active employment of particular sets of recommendations”.  The frameworks can be split between a procedural one and a structural one. Once you have these you can then start to develop a performance measurement system. Sharma & Gadenne (2011, p167) support this view by commenting that the Balanced scorecard has “long been recognised as a performance measurement framework”. 
The balanced scorecard is a tool that helps to translate the strategy of the organisation into a set of targets and measures.  These targets are then filtered down through the whole organisation so all staff are working towards the same objectives.  As no two organisations have the same strategy it follows that all balanced scorecards are different.  Kaplan & Norton (1996) originally visualised four sections to the scorecard which covered financial, customer, internal and the combined learning and growth perspectives see the Figure below.  As the scorecard has developed over the years, organisations have been adapting it for their own needs and creating their own versions.
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[bookmark: _Toc519426441]Figure 6 Kaplan and Norton’s original balanced scorecard (Kaplan 2001, p356)
Along with the four perspectives Kaplan & Norton (2001) give guidance on how to translate the vision of the organisation, how to obtain feedback and learn from their existing procedures, how to communicate and link the strategy to the measures for everyone at all levels in the organisation. This then becomes a framework with which the organisation can begin to use to improve its performance (Folan & Browne 2005).
The balanced scorecard has the advantages of the mix of the different types of measures with both monetary and non-monetary.  Bourne (2013)  also comments that the balance comes from how you look at the scorecard.  Both Financial and Customer perspectives are outward looking and this balances with the inward looking Internal Processes and Learning and Growth.  Yet you can also look at it as now and the future.  What we are doing now, the lagging measures, will affect the future, the leading measures.
The balanced scorecard has several advantages.  It is very simple and easy to understand.  It has also survived the test of time as it has been around for over twenty years (Bourne 2013).  It is also useful because it has everything in a snapshot on one page which is often vital for busy senior management teams (Drury 2015). It also does force organisations to look at their long term plans and to develop a strategy if they do not have one or to fine tune a strategy they already have.   However it is not a panacea and it does have its limitations such as it can become very complicated with far too many measures.  Neely and Adams believe that management are obsessed with measurements.  They feel that they must be controlling their organisations because they are measuring everything they can. This is also made possible by the sophisticated computer systems that businesses can use to slice and dice the data.  “What should we measure?” is often a question asked and it is tempting to measure what is already known and what is easy to measure rather than challenging this and asking the question (Ryan 2012).  Melnyk et al. (2014) support this view as they discovered that often when organisations changed their strategy they did not change their measurement system.
However twenty years ago when the scorecard was designed the computer systems would not be as able to meet the needs of the measurement hungry managers of today. So it is an easy concept where the difficulty is in the detail.
The cause and effect of the measures are sometimes not clear. For example will more spend on advertising increase sales?  We would hope so but it cannot be proven (Drury 2015).  Bourne (2013) believes it is very profit focussed and built mainly for the private sector.  He also feels that the scorecard ignores many stakeholders such as suppliers and regulatory bodies.
Norreklit (2003) takes the disadvantages further and produced an article that claims that the balanced scorecard is all hype with no substance.  That there is no theoretical underpinning to their views. Bessire & Baker (2005) support this view and feel that the scorecard does not address the political issues well enough and thus will never reach its potential.  However there are many other authors that feel that the scorecard is a worthwhile tool whilst recognising that it is not a panacea. (Neely 2005,Northcott & Taulapapa 2012, amongst others).
Arnaboldi et al. (2015) believes that the balanced scorecard is just a management fad that has had its time.  Due to the issues of the complexity of organisations and how the balanced scorecard tries to simplify the issues too much.  Also there is no integration with the accounting system.
Yadav & Sagar (2013) claim the largest influence, on performance measurement, was the Balanced Scorecard. This is supported by Bourne et al. (2002, p1288) as they write that the Harvard Business Review cites the balanced scorecard as the “most important management tool in the last 75 years”.   It changes the way organisations measured their performance. Neely (1999) asks the question why now?  Why in the early nineties should scholars become interested in new ways of performance measurement?  The limitations of traditional management accounting methods had been pointed out years ago.  
Neely offers up seven main reasons which are:
· “The changing nature of work
· Increasing competition
· Specific improvement initiatives
· National and International awards
· Changing organisational roles
· Changing external demands and
· The power of information technology”
(Neely 1999, p210).
All of these contribute to organisations wanting to understand more clearly how they can translate their strategy and objectives into targets for their people to use to ensure the organisation performs well and is successful.
The balanced scorecard is constantly evolving and Kaplan and Norton are still heavily involved in the process so they are still the regarded as experts.  They have developed the tool to include “strategy mapping” where the cause and effect linkages are shown clearly in pictorial form (Ross 2011).  One of the issues with the original balanced scorecard was that there were too many measurements and it was difficult to choose the correct ones for your organisations strategy (Drury 2015).  With this strategy mapping technique the measures that are not driving the organisation towards its goals can be identified and removed (Ross 2011). Never the less Kaplan & Norton (2004, p5) see the balanced scorecard as a “powerful management tool. A measurement system that gets everyone’s attention”.
The balanced scorecard is still one of the most influential frameworks around today as many scholars are trying to adapt it to eliminate the limitations of the original version.  For example the Holistic Scorecard, the Total Performance Scorecard and the System Dynamics Based Scorecard are among several versions being offered up for discussion.  As yet there is little empirical evidence to support their claims (Yadav & Sagar 2013).
Neely and Adams have taken the balanced scorecard further and created their “Performance Prism”. (Neely & Adams cited in Ryan 2012). They have added more dimensions to the scorecard and advocate the need for the organisation to analyse the needs of all their stakeholders before finalising their strategy (Ryan 2012). 
Neely and Bourne argue that the emphasis has moved from the issue in the 1980’s of organisations measuring the “wrong things” to organisations now measuring “too much” (Neely & Bourne 2000, p6).  There are too many measurements to be of any real use (Neely & Bourne 2000). This could be a symptom of not for profit organisations being complicated due to their many objectives and stakeholders (Ross 2011). Designing a performance measurement framework that works to achieve these many goals is a complex task that covers many disciplines, not just accounting (Neely & Bourne 2000). However Neely does not take the performance prism into the public sector so there is still a gap in the literature.
It is not easy for organisations to work out which measures to use. Plus as the organisation is changing and evolving with the environment the measures will also change.  Organisations are happy to add new measures however many do not drop measures very easily (Neely 1999).  The author has first-hand knowledge of this when managing a data input department.  The reports requested expanded until the author challenged if all the reports were necessary.  One third of reports were ceased when it was ascertained that they were not being read or used at all. 
Even though performance measurement has been a topic researched for many years there is still much to be done. The tools need to be adapted to move with the changing organisations.  There is more data available to be collected than ever before.  Neely suggests that the;
 “Challenge for the research community […] is to take the performance measurement agenda forward.  If we fail to do so then we risk becoming trapped by solutions proposed for problems of the past”
		(Neely 2005, p6).
[bookmark: _Toc394526054][bookmark: _Toc520042008]2.9 Public Sector and Performance Measurement.
The issues that Cartwright (1975) was discussing in the seventies are still relevant today.  Authorities needed to define the objectives of their organisation. Members needed time to think about what they wanted their organisation to achieve. Time was spent analysing how much money had been spent but not about what it had been spent on.  How did members allocate scarce resources between different projects? What were the long term objectives and how could they be planned for rather than just looking at the short term.  Did members have a choice of options for the key areas they needed to make decisions for?  All these comments are still relevant in the public sector today, forty years down the line. 
In the 1980’s and 1990’s the public sector underwent a modernisation strategy that is often referred to as “New Public Management (NPM)” (Williams & Lewis 2008, p655). Chief executive officers were encouraged to use some of the tools that were being used in the private sector such as benchmarking, six sigma and balanced scorecard. Williams & Lewis (2008) believe the motivation for using these tools were increasing competition, performance directives from central government such as the benchmarking standards and also the fear of being sued if the level of performance was unacceptable. Dreveton (2013) believes that the excitement that the private sector has shown for the scorecard has seeped into the public sector. This is where the public sector is moving to be more “Business-Like”. It will not be the same as a free market but it can move towards the characteristics of business.
Lowe (2013) delves into the realms of measuring the outcomes of social policy. The aims of the public sector are very complicated and not easily converted into measurable outcomes.  How do you measure the effect an action has on a persons’ life?  It cannot be measured by one thing but by understanding the individual and this would take an enormous amount of resource to collate the evidence.  Thus an easy to calculate measure is used and the impact is not really understood.
Bevan & Hood (2006, p518) compare the “governance by targets and performance indicators theory of the public health care system” to the pre cold war Soviet regimes where those in charge ruled by “terror”.  So much that it encouraged a gaming mentality to ensure that as a manager you survived but never exceeded at your role. Evidence of manipulation of hospital waiting lists and schools focussing on those pupils that may not pass to ensure they will pass the exams are two of the many examples available to support Bevan and Hoods views.  These are classed a deviant or dysfunctional behaviours and do not help the organisation achieve its goals (Fryer et al. 2009). 
Many implementations of the balanced scorecard fail which could be another reason why local government have not invested in this tool.  Can authorities justify more performance measures on top of the many KPI’s especially if there is evidence to suggest that “70 per cent of balanced scorecard implementations fail” (Neely & Bourne 2000, p6). Fryer et al. (2009) suggest that the reasons why the balance scorecard fails in the public sector is that they have not invested enough time into changing and adapting it to the needs of their particular organisation.
Nath & Sharma (2014) suggest the issues with implementation of the balanced scorecard in the public sector come from trying to link it to the multidimensional organisation strategy.
Daniel et al. (2012) comment that the council they reviewed took a long time to implement the scorecard, six years in fact, due to the fact that they continued to provide the information to central government at the same time as trying to add new measures to implement a balanced scorecard.  The council was very different to the other public sector organisations they researched (police and a hospital trust). Perhaps this was due to the fact that the police and hospitals do not have directly elected members who come with an agenda.
Kaplan and Norton understand that the definition of success is different for private and public organisations.  The private sector can focus on the financial rewards and the profit.  For the public sector they believe success is achieved if they “achieve their mission” (Kaplan & Norton 2004, p7). This is often difficult to prove as public sector organisations have so many objectives and with many it is difficult to measure the social impact of these missions without a costly investigation into the detail of people’s lives (Lowe 2013).  Williams & Lewis (2008) agree that the public sector has many objectives and often this results in difficulties in collecting the data.  This in turn results in a very bureaucratic system. So again reiterating that collecting the data and measuring the performance is problematic. This view is also supported by Balabonienė & Večerskienė (2015, p314) “The measurement of organisations in the public sector is quite problematic and a very relevant issue”.
Kaplan (2001) believes that although non-profit organisations must control and understand their finances, finance should not be the main objective.  Money can help or hinder the way towards the goals of the organisation.  Kaplan recognises that organisations have many measures and key performance indicators tracking numerous initiatives but these do not necessarily mean that the organisation is on track to achieve its mission (Kaplan 2001). 
Kaplan and Norton adapted their balanced scorecard for the public sector and started by moving the financial perspective further down the scorecard and promoting the customer perspective to the top.  However who are the customers of a public organisation? Is it those who provide the money or those who consume the services? In a private organisation these are often one and the same.  However for the public sector there will be donors who have specific goals as to what they want their money to achieve and there are the consumers who use the services and products (Kaplan 2001).  Some organisations have decided not to try to split these viewpoints but to achieve the goals of both.  They will split out their customer perspective into two sections and try to achieve the goals for both, see figure 7.
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[bookmark: _Toc519426442]Figure 7 Adapting the balanced scorecard framework to non-profit organisations  (Kaplan 2001, p361).
However Williams & Lewis (2008) feel that care should be taken when translating private sector strategies to the public sector.  They will not always work.  A significant amount of effort is needed to ensure they are adapted specifically for the organisation. 
Fryer et al. (2009, p491) concludes that there are still problems with performance measurement and management in the public sector.  The expected performance improvements have not appeared.  There are merely a few “pockets of success”.
[bookmark: _Toc520042009]2.10 Performance in LGA’s
What is performance in Local Government? Franco-Santos et al.(2007) believe that it is incredibly important to define what is meant by performance.
To the audit commission is it the “3 E’s”.  Economy, Efficiency and Effectiveness.  Economy is about the best value for money.  It may not be the cheapest option but the ones that gives the best value.  Efficiency is making the most out of the resources you have and Effectiveness is about doing what is needed (Drury 2015). There could be a fourth option of Equity.  To ensure that resources are spread over the whole community (Wilson & Game 2011). However value for money and the 3 E’s have “failed to deliver a global model of performance measurement” (Arnaboldi et al. 2015 p9). 
Arnaboldi et al. (2015) believe that just because the organisation has saved money and can deliver a balanced budget does not mean they have been effective and met all the service demands or been efficient.  “The idea of ‘more with less’ has become a slogan” (Arnaboldi et al. 2015 p1). Say it too many times and it means very little.
New Labour tried to solve the issue of what to measure by using an extensive list of key performance indicators (KPI’s).  Some unitary authorities had over 200 to report on.  This was gradually reduced over time.  Central government defined indicators were not always relevant for all local authorities.  The audit commission has a substantial amount of power here as they can monitor performance and push for improvements (Wilson & Game 2011).
The conservatives had made many reforms and one of the most controversial was the Compulsory Competitive Tendering.  This meant for a specified list of duties councils had to tender and they had to accept the lowest bid.  Cost was the driver with no real thoughts on quality.  Overall only 25% of the overall value of the contracts were outsourced.  The cost reductions came with the introduction of competition to the local government departments (Wilson & Game 2011).
The local government act in 1999 brought in the Best Value concept.  This was meant to help councils focus on the best value without having to go out to competitive tendering. However councils reported that members did not feel they were part of this process.  It was officers providing information to the audit commission to tick the boxes rather than a real debate about value and quality (Wilson & Game 2011).
The next phase was to introduce “Beacon Councils”.  To identify the “leading Lights” of councils (Wilson & Game 2006, p368). This was an initiative that was also used in the NHS and Education however it was soon discontinued in these areas but it remained for councils. 
The Government set out plans for the Comprehensive Performance Assessment (CPA) in 2002 and it ran from 2005-2009.  The then Audit Commission controller had made a statement that the performance management system was “fragmented and bureaucratic, and can hinder council’s capacity to focus on what matters” (Audit Commission cited in Woods & Grubnic 2008,p348).  Thus the CPA was created.  The Audit Commission carried out inspections of councils that looked into performance management as well as the use of resources, how well the council is run etc.  It then graded the councils with zero up to four stars depending on how they performed.  Woods & Grubnic (2008) decided that the CPA framework had many similarities with the private balanced scorecard so embarked on research with Hertfordshire County Council to investigate the linkages.  Their findings were based on qualitative and quantitative data gained from the senior management team of the council.  They chose Hertfordshire because the team were keen to work with the researchers and were very committed to the balanced scorecard and responding promptly to their expression of interest. They did find many similarities between the CPA and the scorecard. The version that Hertfordshire implemented was a hybrid of the two frameworks.  One of the main benefits of the scorecard was the ability to interpret the strategy into objectives for day to day operations.  However the authors noted that even though this is achieved this alone does not guarantee superior performance.  All staff needed to be engaged with the scorecard and be all working together.  Woods & Grubnic (2008) recognised that their research was only with one council and thus is limited to what general comments can be made.  However it was a small contribution to an area that is known to have “scant scholarly attention given to the use of BSC in public management” (Johnsen cited in Woods & Grubnic 2008, p344).
Murphy et al. (2011) raise the question as to how successful was the CPA.  The Audit Commission claimed it worked well but they had an interest in the scheme being successful so could not be classed as impartial.  Murphy et al. (2011) completed a case study focussed on the administration of benefits and concluded that the CPA had had a positive effect on overall performance.
In 2009 the Government developed the CPA into the Comprehensive Area Assessment (CAA).  This involved six bodies coming together to provide information on the performance of public services.  This was more of a joined up approach that included the five other agencies to work together in partnership.  This venture lasted just a single year before the government ceased its’ operation.  Eric Pickles, Local Government Secretary, took this further and abolished the use of central targets.  This included targets known as the Local Area Agreement and the set of national indicators.  The targets were collected until March 2011 and then local government agencies were left to produce their own performance management information. All they need to produce for government was the “Single Data List”.  The emphasis here is on the data as it is not information the government are seeking just the raw data (DCLG 2017). The aim of the government is to devolve the performance measurement and management issues to the local level.  Eric Pickles stated that he is “handing over control of more than 4,700 targets to councils and their voters. To keep them or dump them as they see fit” (Pickles 2010). 
So after completing all the data for the national government is there any energy or resources left to fulfil any performance measurement that can drive the organisation towards its goals?
Across the other side of the world Sharma & Gadenne (2011) carried out a case study analysis on a large Australian LGA. Here they found that the balanced scorecard was not being consistently used throughout the organisation.  Some departments changed and adapted it for their needs.  This again emphasises the fact that one size does not fit all even within the same organisation.
Sharma & Gadenne (2011) had a mixed response when they completed their interviews.  Some managers thought the concept was good and others felt it was flawed.  They found one of the key messages was that the strategy of the LGA needs to be clear and fed through to the lower levels.  Understanding where the organisation was going was cited as a large and important issue.
Also Drury (2015) notes that one of the key downfalls of the balanced scorecard was the number of measurements created.  Sharma & Gadenne (2011) found that their LGA did, indeed, try to collate too many measures and this did frustrate some of the staff they interviewed. 
Andrews et al. (2006) surveyed 120 LGAs in the UK and assessed their CPA level. They were interested in the area of performance failure.  They concluded that failure in local authorities is more likely if there are weak leaders in both the political and managerial arenas.  They also continue to discuss the fact that the external environment has a huge impact on performance.  They call it “misfortune” and conclude that not everything is within the control of the leadership team (Andrews et al. 2006, p290).
There are “unique challenges” when implementing the balanced scorecard in the public sector (Sharma & Gadenne 2011,p180).  This is mainly driven by the fact that the organisation is accountable to the users of the services as well as the funders i.e. the constituents, rather than just to the shareholders as a private business would be.
Umashev & Willett (2008) discover even more complications with their case study of the implementation of the balanced scorecard in a hybrid Australian LGA. Their LGA has a public sector division and commercial units linked with them.  This makes it more “Business-like” (Umashev & Willett 2008, p384).  The commercial board is responsible for the overall strategy of the LGA.  So this organisation has the complications of the public sector as well as the profit focus of the private sector.
Again the question emerges of how are the outcomes measured? What outcomes should we be measuring and how can we determine what is good performance and what is poor performance? (Sharma & Gadenne 2011).
Public sector organisations have tried to measure their performance with varying degrees of success.  Some have looked at input – output models and some have followed instructions from central government as to what they should be measuring.  However Moullin (2002) argues that very few will have linked these measures to the people the organisation is affecting. This supports (Lowes (2013) view that the consequences for the consumers are vital in understanding whether or not your organisation is successful. Kaplan and Norton adapted their private balanced scorecard for the public sector and Moullin took this further and developed a “Public Sector Scorecard” (Moullin 2002, p199).  Moullin focuses specifically on healthcare and the various ways this can reach the general public.  For instance case studies on  lifestyle changes in “Let’s Change4Life” in Sheffield (Moullin & Copeland 2013).  Also how do the aims and strategies of the organisation actually change the behaviour of the public? How can a scorecard stop people smoke or help them lose weight? 
Moullin believes that the government does want to improve performance and hence that is why they set targets.  However the people within the organisation also want to improve the services they deliver.  Moullin argues that these two need to work together and local staff should not be afraid of central government keeping a close eye on them as they are both wanting the same outcome and the central government are not looking actively for mistakes (Moullin 2009b).
So can the balanced scorecard change behaviour?  To achieve this, the scorecard has to fit in with the culture of the organisation (Moullin & Copeland 2013). It is argued that just adapting the private sector scorecard still means the focus is on the financials rather than the strategy of the organisation.  Moullin (2009a) has developed a “Public Sector Scorecard” that focusses on Outcomes, Process and Capabilities. See figure 8 below. This has been offered as a “framework for delivering desired outcomes” (Moullin & Copeland 2013, p18). Firstly the organisation should determine what outcomes they want to achieve, then they look at the processes they have within their organisation.  Are they achieving any of the outcomes presently or do they need to change what they do?  Finally they assess the capabilities of their resources to see if they can potentially achieve the outcomes with the staff and assets they have. Moullin also comments that risk reduction is also included as one of the outcomes to ensure that there is a focus on risk management (Moullin 2011). It would be interesting to complete a post audit review on some of the case studies at Sheffield to see how much impact the Public Sector Scorecard had on the projects compared to similar projects in other organisations.


Content removed for copyright reasons.








[bookmark: _Toc519426443]Figure 8 The seven perspectives of the public scorecard (Moullin 2011, p37). 
[bookmark: _Toc520042010]2.11 Current Political Climate
Lowndes & Gardner (2016, p359) believe “local government is in the grip of super-austerity”.  The structure of local government funding is changing as the government reduces the revenue support grants and moves to funding from business rates retention.  There is a push for devolution where a “range of powers are passed from Whitehall to local government” (Lowndes & Gardner 2016, p364). However these powers are not to be passed directly to local government but to combined authorities which create a regional sub level.  An authority that comprises of the leaders of the authorities involved.  This means that there is not much of an opportunity for back bench councillors to get involved with the decision making.
The loss of the national performance indicator set has resulted in various different levels of service delivery at a local level.  As local authorities look for cost savings they are bringing outsourced services back in house to become more flexible with their cost structure and reduce the amount of fixed costs they are tied into (Lowndes & Gardner 2016).
 Many models of performance measurement “fail to tackle efficiently the communication of the strategy across all organisational levels” (Marinho & Cagnin 2014, p50).  Pandey (2005) feels that if the scorecard fits in with the strategy and is aligned with it the communication and motivation will follow naturally and thus produce improved performance.
Marinho & Cagnin (2014) feel that a lot of effort goes into the design of the strategy and very little into the implementation.
Hamid et al. (2016) believe that the reason why there are so many poor implementations of performance measurement strategies come from the fact that the employees have a lack of knowledge.  Employees focus on their statutory tasks and fail to engage with the performance measurement strategy.
In the past it was believed that tools used in the private sector could not be transferred to the public sector.  Now there is evidence that this is not true are there are some successful implementations of the balanced scorecard in the public sector (Hamid et al. 2016).
Austerity has meant the need for better performance management has been heightened.  Arnaboldi et al. (2015) believes there is an opening for more case study style research and to specifically look at the systems used and the issues with those systems.
[bookmark: _Toc520042011]2.12 Resilient Authorities?
Authorities that can survive the cuts and the “super austerity” (Lowndes & Gardner 2016, p357) are being described as “resilient” (Shaw 2012, p281).  Authorities have had to adapt and be able to change to be able to survive.
“There is further advantage to locally led innovation – which is the freedom to take risks” (Greg Clarke MP cited in Shaw 2012,p281). When local innovations are small if they fail they do not have a big impact however if they are successful they will grow and spread very quickly and hence have a large impact.
What does it mean for a local authority to be resilient? It means learning from experience and expecting the unexpected.  To spot events coming up and to be ready for them.  Not just staying the same and continuing to do the same things.  Knowing when to change is key. “A resilient organisation is one that is still able to achieve its core objectives in the face of adversity” (Seville cited in Shaw 2012, p288).
Times of economic crisis and expenditure cuts will bring “ radical innovations in public services to make them better and more effective” (Bunt et al cited in Shaw 2012, p290). Shaw (2012, p291) quotes a CEO saying “Sod this, we know what we want, let’s just find a different way”. However many authorities are very risk averse and dare not change the way they do things.  Carrying on the same way they have always operated. 
Leadership again is a key driver for any change. A good leader will “successfully balance the needs of the internal and external stakeholders and business priorities” (McManus et al cited in Shaw 2012, p293).  Shaw (2012, p293) advocates a leadership that “promotes a commitment to change which involves reappraising priorities and revisiting existing plans”.  Seville believes that organisations need “great leadership and a culture of teamwork and trust which can respond effectively to the unexpected” (Seville cited in Shaw 2012, p292).
There is no one way to create resilience in an organisation.  Experts can give advice but cannot say exactly how it should be done, “It is up to you. No one is going to do it for you” (Bay Localize cited in Shaw 2012, p295).
In order to increase resilience and to find the ability to deliver projects in the community Local authorities are partnering up with other agencies plus the private and voluntary sector. This is commonplace in Australia and it is becoming more popular in the UK (Shaw 2012).  In South Derbyshire there is a partnership that includes local businesses such as Toyota and East Midlands Airport along with the Citizens Advice Bureau, Community Voluntary Service, Chamber of Trade, local authorities and local health care amongst others.  Local projects can be supported for the needs of the community.  Critics comment that communities should be left alone to do this and some communities are able to whilst others lack the skills or resources to do so.
The discussion around whether or not a local authority is resilient or not is a good start to discuss change however it is not a panacea.  It is the start for organisations to see where they can take advantage of external shocks and move forwards and not just react to survive (Shaw 2012).
[bookmark: _Toc520042012]2.13 Stakeholders
Kaplan and Norton tried to split the scorecard into two stakeholders, the funders and the users but there could be arguments for having a separate scorecard for the stakeholders and one for the organisation (Kaplan 2001).  Stakeholders are important to any organisation and the key is to satisfy their needs and add value.  Working out who your stakeholders are and analysing what they want is a key requirement for success (Williams & Lewis 2008).  
The stakeholders will ultimately decide on the strategy of the LGA.  The government will provide the rules for the statutory services that the LGA should provide.  The controlling political party will decide what they want to achieve in order to satisfy their voters to enable them to remain in power at the next election.  Then there are the discretionary services that do not necessarily need to be provided and these will depend on what the constituents want or what the council wants to provide.  Examples of these are libraries and leisure facilities. The split between the two give the authority “Partial Autonomy” (Wilson & Game 2011, p34).
So we are back to the issue of many stakeholders within the public sector.  Researchers often comment that there are differences between the private and public sector when it comes to performance measurement.  Many authors report that the public sector is more complex however very few authors continue to discuss this further.
The fact that there are more stakeholders in the public sector is often recognised but not analysed.  Consumers will want a high quality service at all times.  However this will contradict with the aim of keeping costs low where quality will invariably slip (Jackson 1995a).  It is not just the consumers versus the funders but also the staff.  The employees will want to be paid well for the roles they do but can the LGA afford it? Jackson (1995) feels that if you look at your staff as assets and investments then facilitating staff with high morale and motivation will benefit the LGA in the long term.  Remuneration packages are far less generous in the public sector than they are in the private sector.  CEO’s for private businesses have the potential of earning a lot more money than public sector leaders however the risks of dismissal for poor performance is higher in the private sector (House of Commons Public Administration Select Committee 2009). So what does this say about the capabilities of the public sector leaders? Does the public sector attract the best leaders or do they attract the risk averse leaders that want to be more administrators than entrepreneurs? Franco-Santos et al. (2012) comment that very little is known about how the capabilities of the management team influence the success of the performance measurement tool. When investigating whether the tool has been a success it would be useful to see how the employees reacted to it.  Further research is needed further down the hierarchy of the LGA to see if the staff believe in the senior management team and whether they are motivated by them. 
It is also worth noting that the pay of the average public sector worker has now overtaken the private sector which is opposite to that of the senior team (Edwards 2017).
There is also the lack of material rewards that can be used in the public sector.  In the private sector rewards are often linked to performance. The rewards are often extrinsic and organised in a structured way (Franco-Santos et al. 2004). This is harder to do for the public sector as the money is not available and only intrinsic rewards can be offered. 
So we know there are complications with the public sector stakeholders and thus do some organisations focus on particular stakeholders to the detriment of others?  The choice of performance indicators can ensure that some stakeholders needs are ignored (Jackson 1995a). Nevertheless Jackson (1995) argues that if the organisation is successful then it becomes easier to satisfy all the stakeholders needs.
Williams & Lewis (2008) look at the technique of stakeholder mapping and they have created a model based on Mendelow’s Matrix. They categorise the stakeholders with their levels of interest and power.  This is a method to try to prioritise the objectives to enable the organisation to work out which stakeholders to satisfy.  However it still results in a trade-off between the funders and the users of the services.
	
	Low Level of Interest
	High Level of Interest

	Low Power
	Minimal Effort
Suppliers
Other agencies
	Keep Informed
Staff
Voluntary Organisations

	High Power
	Keep Satisfied
Voters
Community
	Key Players
Government
Elected Members/Councillors


[bookmark: _Toc519426444]Figure 9 Stakeholder matrix for a LGA adapted from Williams & Lewis 2008.
 
Using the stakeholder matrix adapted from Williams & Lewis (2008) in the Figure above the stakeholders can be analysed to look at how interested in the organisation they are. 
Commencing with the high interest and high power quadrant the key players are the government and the members.  There will always be conflict within the members depending on which group you are reviewing.  The opposition will not be happy until they return to power and often will disagree with many policies. The controlling party will try to succeed with their manifesto so as to remain in power come the elections.  
The government, as we have seen from this literature review, are pulling back from a centralised approach to control and leaving the local authorities more autonomy to do what they need to do for the local community.  Central government at present prefer a hands off approach and are encouraging councils to work together in devolved areas or by creating unitary councils.
The keep satisfied quadrant with high power but low interest are the voters and the community.  They could also be classed as customers of the council.  The people that use the services are also not clear about the services that the district council provide as compared to the county council.  This is not an issue for a unitary authority but it is for a district authority so they must be very clear as to which services they offer. Customers can become very frustrated when they are passed along many people when they have a query.  This is the time when the members step in and help the constituents.
The staff are part of the high interest and low power area.  They are to be kept informed.  Staff need to know what they need to achieve for the organisation to be successful however apart from the senior leadership team they have very little power to influence the strategy.  However they can influence the outcomes and thus clear communication is essential.  Further research needs to be completed by interviewing staff at all levels to ascertain the opinions of the performance of the LGA.
The final quadrant has the suppliers and other support agencies in.  As long as the suppliers know they will be paid they will mostly show low interest in the proceedings.  However this may change in the future with the Social Value Act (2012) which will mean that suppliers will have to detail what added value they can bring to the contract and not just the cost of the contract.  
Further research is necessary to determine the views of the other agencies that work with the council and this is outside the scope of this research area.
Strategy mapping looks at the goals of an organisation and breaks them down into targets that all link together.  If everyone in the organisation works towards these targets then the goals should be achieved.  This is more straightforward in a private enterprise when there is one overall goal.  Again the multiple stakeholders make this a more complicated procedure in a LGA.


[bookmark: _Toc520042013]2.14 Principal – Agent Theory
Jensen and Meckling (1976, p308) define the principal agent theory as;
 “one or more persons (the principal) engage another person (the agent) to perform some service on their behalf”.  
Besley (2006, p98) takes it further towards the political arena and defines the principal agent relationship as “where the principals are citizens and voters and the agents are the politicians and bureaucrats”.
Liu (2007) discusses three types of political agency models.  The first version focusing on hidden actions and politicians avoiding work. The second discusses politicians using the office to further their own agenda and the third acknowledges that there are different types of politicians that are motivated by different things.  Besley (2006) focuses on the third and more complex version although he remains pessimistic about the quality of politicians.
Citizens choose the politicians and they delegate their authority to them via a democratic election. However politicians then have an advantage over the citizens as they become more knowledgeable.  Some politicians are honourable and act in the best interest of the electorate but some politicians are opportunistic and will act in their own best interests (Besley 2006). This links into the two schools of thought regarding governments in that one is working towards the best interests of the community and the other is the government promoting and accommodating private interests (Liu 2007).
Technically the citizens can vote out the politicians but in reality this rarely happens unless there is a scandal of some sort. Wagner (in Boettke and Coyne, 2009, p124) confirms this as he states the political arena does not have the mechanisms to “cope with principal/agent problems” like other markets do.  Where profit is a clear target this drives the discipline to oust non performing actors however politics does not have this. Also many policies are decided by several politicians, which then becomes a multi-agent issue.  How do you know which one is accountable? (Liu 2007).
The citizens need to select the best politician for the role.  Those that will have the best interests of the community at the heart of what they do (Besley 2006).  However this is all supposing that voters are rational and want the best for the community.  In reality Caplan (in Boettke and Coyne, 2009) argues that this is not the case and voters are irrational and will chase their own interests.  This ends up with a confusing set of interests which the agents then have to implement.  This does not bode well to produce “good government” (Caplan in Boettke and Coyne, 2009, p124).  However Liu (2007) asks what exactly is good government? How do we know that the policies are good? Besley (2016) does believe that politicians ultimately want to work with the citizens and have power with them and because of them rather than power over them.
None the less many politicians will hide their true forms in order to become elected or re-elected. It is difficult to tie performance back to individual politicians.  In some cases politicians can bully the electorate and hide their actions so the public do not see this (Besley 2006).
So where do the politicians come from?  Technically they come from the pool of voters but the major political parties have specific ways of selecting their candidates.  Unfortunately this gives opportunities for “cronyism” and to be “able to reward corruption” (Besley 2006, p104).  The public should be able to choose the right type of person for the role but how will they know? Plus they are limited by the candidates on offer.  It is common knowledge as well that many politicians act differently on the run up to an election than they do for the rest of the term.
One of the key issues is the level of information that both parties have. The public gain some information but not everything.  The politicians keep their power by holding onto a vast amount of knowledge.  The public then have to find out via pressure groups, think-tanks and the media. The decision to go to war in Iraq is an example used by Besley (2006) to show that not all the information was known by the public and gradually it is emerging as time passes.  This lack of transparency can then lead to a lack of trust. Liu (2007, p1201) supports this view in that “voters are poorly informed about the best policy and the exact policy implemented”.
When trying to change their choice of politician the voters will find it hard to find new candidates standing as the current incumbents usually have more knowledge and will use this to find success in re-election.  New candidates will not have the knowledge of the area and the policies and incumbents can spin the policies to suit their re-election. (Beviá & Llavador 2009)
However the political party system will often mean that a poor quality candidate wins against a higher calibre candidate purely on national party policies so in this instance the incumbent can lose the advantage (Beviá & Llavador 2009).  This is often the case at the local level when the election coincides with a general election.  It will be interesting to see the outcomes for the 2019 local elections in the UK where the Districts and Boroughs are on their own.  Will the local candidates win personal votes over national party votes?
On the other hand the evidence of party politics can suggest trust and an agreement with the political system.  The more voters agree with a political party the more they engage with the party and also in the political arena thus developing a higher level of trust in it (Söderlund & Kestilä‐Kekkonen 2009).  The level of participation in the UK political parties has been declining over the decades and has recently started to improve in 2014.  This could mean that the level of trust for UK politics is rising however party members are still such a small percentage of the population that it will take considerable time to make an impact (Audickas et al. 2018).
Finally another issue of this principal – agent relationship is that the principal often cannot observe the agent at work, on a day to day basis. In business principals can provide incentives for the agents to act in their favour.  In the political arena there are less incentives to act honourably for the principal (Jensen & Meckling 1976).  Perhaps there are a few rents they can achieve or the sense of importance or power.  Besley (2006) believes that citizens will only accept a certain amount of behaviour and if the politicians push it too far then there is the chance they will not be re-elected so this causes the politicians to rein in their behaviour to an acceptable level.  Thus there needs to be a level of trust in the relationship. 
Besley (2016) in his conference lecture talks about “cultural capital” and how to engage citizens into being proactive and connected with the legitimate state of governance. Being happy to support the politicians and work with them which again links back to trust.  This is often easier to gain at a local level when citizens can see the outcome of their decisions such as have the bins been emptied or has the grass been cut.  It is much harder to evaluate performance at a national level and gain the trust of citizens on the national stage.
[bookmark: _Toc520042014]2.15 What should organisations measure?
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[bookmark: _Toc519426445]Figure 10 goals and performance measures (Bourne & Bourne 2002 p42).
Although the picture above is somewhat humorous it is also very often true.  Areas of performance that are measured tend to be the areas that people focus in on.  More effort is expended when it is known that the results will be published or individuals performance will be targeted (Drury 2015).  Jääskeläinen & Laihonen (2014) found in their research that staff in the middle management levels liked the measures that they could have an impact on. This supports the view that when people understand the measures  and they are clear they will work towards them with more vigour than when they are not bought into the measures.  Irrespective of whether the measures are towards the goals of the organisation.
Some researchers have suggested that the measures chosen can have a key impact on the performance of the firm.  Success or failure could depend on the measures chosen (Larimo et al. 2016).
Performance measures can be linked to goal theory, “conscious goals impact action” (Marginson et al. 2014, p64). This supports the theory of what you measure is what you get.  Although goal theory suggests that people can create their own goals as well as having goals imposed on them.  Some people are motivated by “the need to achieve a sense of personal satisfaction” (Marginson et al. 2014, p64). These people will strive to achieve their goals and keep going even when they miss achieving them. These people will respond positively to stretch targets whereas others will wilt under the pressure.  Nevertheless the evidence suggests that defined goals work better than just an overall pledge of “we must all work to a high standard” (Marginson et al. 2014, p64).
However in all the guidance of how to create a performance measurement system it is rare that authors offer advice on how to design the performance measures themselves.  There are many offers of advice regarding dysfunctional behaviour but not a lot regarding how to avoid it and create the right measures (Bourne & Neely 2002).  Bourne & Neely (2002) in the figure below offer up a check list of questions to ask when creating your performance measures.  They believe that following this process will produce better and more thoughtful measures that will produce the behaviour the leaders are looking for.
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[bookmark: _Toc519426446]Figure 11 The Performance measure record (Bourne & Neely 2002, p30).
Bourne & Bourne (2002) state that;
 “A good measurement system will help you achieve success in five ways:
Establish your current position,
Communicate direction,
Stimulate action in the most important areas for your business,
Facilitate learning,
Influence behaviour.” (p8).
Again the area of communication is discussed. Communication of the plan is vital. If it is only read by a few people in the organisation then it will not be effective (Bourne & Bourne 2002).
Bourne & Franco-Santos (2010, p30) have developed a model to help organisations set their targets:
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[bookmark: _Toc519426447]Figure 12 The target setting wheel (Bourne & Franco-Santos 2010, p30). 
Communication is a key theme here and most of the managers in their research thought they communicated well whereas their staff did not (Bourne & Franco-Santos 2010).
Bourne & Franco-Santos (2010, p30) have produced a checklist for good target setting to make sure targets are:
1. Clearly defined
2. At the correct level – not too high or too low
3. Shared out appropriately
4. Consistent with the strategy and economic environment
5. Based on rigorous data – not just on past history
6. Reviewed regularly
7. Owned
8. Supported by a specific action plan.
This is a lot of work but as the authors say “If you can’t spare the time and effort then maybe it would be better not to set targets at all” (Bourne & Franco-Santos 2010, p30).
Performance measurement practices are often centralised. Jääskeläinen & Laihonen (2014, p355) comment that when choosing what to measure “strategic choices are often made without careful consideration and/or comparison of alternatives”. They also believe that “Academic literature has only a few studies investigating how public performance approaches have evolved to meet the changing information needs of public managers” (Jääskeläinen & Laihonen 2014, p355).
Jääskeläinen & Laihonen( 2014) found that the centralised management teams provided details of what to measure. Although effort was made to improve qualitative measures it very much depended on the individuals rather than it being a systematic approach. 
(Larimo et al. 2016) feel that relying purely on traditional accounting measures is not enough and they want to see measures that show the effectiveness and competitiveness of the organisation.
Balanced scorecard is regularly used at the top of the structure of an organisation but often it does not flow down.  Measures are tailored to the processes as they flow down the organisation (Jääskeläinen & Laihonen 2014). This is how it should work but often the communication breaks down (Bourne & Franco-Santos 2010).
Orr & Vince (2009) refer to local government as being culturally complex.  How much of what Local authorities do today are traditions from the past? Often these “traditions” are embedded in the organisation and it becomes increasingly difficult to change. Once some measurements are calculated and used it is hard for staff to drop them.  They are comforted by the numerous measurements they calculate.
So much that Evans (2017, p35) sees local government actors “develop a complex solution to an issue without the pragmatism or common sense to strip out the irrelevant and keep things simple”. Balabonienė & Večerskienė (2015, p315) feel that public sector organisations are “oriented to the processes and not the results”.  Going through the motions of a regular process is safe and easy to measure that the process has been completed.
Evans (2017, p35) wants a “performance culture based on regular specific feedback and good conversations rather than a sterile, box-filling exercise once or twice a year”. Just measuring what we have always measured will not produce any different results. Jääskeläinen & Laihonen (2014) support this view that it is a tick box exercise rather than a useful management tool that can support the organisation.
The ways the results are measured need to be consistent otherwise the results will become meaningless (Bourne & Bourne 2002). If people in the organisation do not believe that the methods of data collection are valid then the targets will lose their value.
Another issue with the results is the accuracy of them.  If the measurements are inaccurate or inconsistent then staff will not be committed to them and become less motivated to achieve them if they know they are wrong. Elg (2007 cited in Antonsen 2014) likened the measurement of results with no communication to anyone like measuring the outside temperature.  You can measure it but you cannot change it.
Arnaboldi et al. (2015) feel that there is a lot of research on performance measurement but it has not achieved anything or produced any solutions for the issues of performance management.  “We are fabulous at firing arrows into walls, drawing targets around them and then saying it was a brilliant shot” (Ezzamel et al 2007 cited in Arnaboldi et al. 2015 p9). 
The public sector is so varied as it covers 196 countries which are all shaped differently with different influences (Arnaboldi et al. 2015). Often it ends up with results focussed measurement systems.  Arnaboldi et al. (2015 p2) believes we have created a “performance measurement industry”.
It has long been known that the use of financial measures can create dysfunctional outcomes.  If performance measures follow the strategic goals then benefits have been seen in recent research (Marginson et al. 2014). Marginson et al. (2014, p64) also suggest that “richer and more complete feedback about operations and results” come from measures that are non-financial.
[bookmark: _Toc520042015]2.16 Leadership
What is meant by leadership in local government?  Many theories focus on the individual skills and characteristics of the person in charge.  What is the style of the leader? What behaviour do they exhibit and what tasks do they perform? (Bochel & Bochel 2004).  Quite often the leader is at the top of a very structured hierarchy.
The present style of management in local government can be described as “command and control” (Seddon 2008, p47). Where the command comes from the top of the organisation due to the hierarchy and then the senior managers control everyone in the organisation with budgets and procedures.  Seddon describes this as a way the organisation is structured and the way the work is designed and not about the personality traits of the managers (Seddon 2008). 
Another method of control is the  Symbolic process where the control process is based on shared values and is embedded into the organisation thus more people are involved (Tegarden et al. 2003). Evans (2017, p35) supports this view and wishes we could have;
“guidelines to replace lengthy policies and we empower our people to take responsibility, decisions and actions knowing they share our values and vision … it’s time to challenge the need for all encompassing policies and unnecessary rules”
Often local governments are criticised for being bureaucratic with too many procedures and hurdles to jump over before anything can be achieved. Weber produced a theory of bureaucracy which is spookily close to what happens in local government today:
1. “Clearly defined division of labour and authority
2. Hierarchical structures of officers
3. Written guidelines prescribing performance criteria
4. Recruitment to offices based on specialism and expertise
5. Office holding as a career or vocation
6. Duties and authority attached to positions not persons” (Weber cited in Seddon 2008, p49).
This type of thinking leads the organisation to be split into function and similar roles linked together.  Although this does lead to economies of scale it also leads to worker boredom as the jobs become narrow and monotonous (Seddon 2008). 
The local government act 2000 initiated reform which prioritised the cabinet and leader system.  The committee system only remains in small authorities. Gains et al. (2009) believe that leadership is becoming stronger.  The leaders of cabinet systems are being given authority to act on their own i.e. they can choose their own cabinet and the portfolios of each member. The committee system is often cited as being a slower way to make decisions but it does include more input from back benchers. How leaders deal with their partnerships externally often depends on how strong they were internally.  Those leaders with a clear majority could spend time looking outside the organisation and developing partnerships whilst those with a slim majority or a coalition concentrated more on gaining internal support for their policies than creating strong external relationships (Gains et al. 2009).
Thrasher et al. (2015) found that only a very small fraction of councillors were capable of carrying out policy making and leadership.  Three quarters of councillors concentrated on their constituency roles and did not specialise in any particular area.
Gains et al. (2009) concluded that stronger leadership did indeed produce and deliver more than weaker forms of leadership in terms of service delivery and customer satisfaction.
However does stronger leadership mean more entrepreneurial leadership? Gains et al. (2009, p92) comment that this style is needed for the “economic future of our cities” and they feel that leaders are more facilitators and networkers than the old style “Boss”.
When you think of entrepreneurs you immediately imagine business people creating new and exciting businesses and products like James Dyson or Richard Branson.  However entrepreneurs are now starting to emerge in the public sector.  Previously local governments relied purely on local taxes and central government funding as their income streams.  Nowadays as austerity hits, local leaders are having to act smarter about the way they obtain funding (Zerbinati & Souitaris 2005).
Chief Officers need to look for opportunities to make some income.  For example land negotiations and using the ownership of “ransom strips” to enable large businesses to bring their business into the area.
However entrepreneurship is often about coercion and domination which does not really fit with the democratic ideology of a local authority. It also implies it has a “disrespect for tradition” (Zerbinati & Souitaris 2005, p45).
Nevertheless having an entrepreneurial leader does help the community by encouraging new businesses and supporting existing businesses to move to the area and join the community.  The entrepreneurial skill sets enables them to “spot market opportunities” (Zerbinati & Souitaris 2005, p46). 
Hamilton (2017, p35) asks the question “do chiefs need the X Factor?” With all the different pressures and the need to be more “business like” do chief executives now have to be “Council entrepreneurs”? (Hamilton 2017, p35). Certainly the skills that are needed today are very different from those needed a decade ago.  Councils are using consultants and business advisors due to the lack of these skills in house and often these come at an expensive price which can be ill afforded.  To have a chief executive with these skills starts to look like necessity rather than a desire (Hamilton 2017).
Seddon (2008) believes managers and leaders should understand their organisation as a system and this will lead to better performance.  He suggests a check list:
Content removed for copyright reasons.






[bookmark: _Toc519426448]Figure 13 The Vanguard model for check (Seddon 2008, p79)
Firstly find out what your customers want from you and thus find out what is the purpose of the organisation. Secondly how often do customers call and when do they call.  Find out what matters to them and what is important. Thirdly does the system allow the customers to get what they want or are they just passed from one officer to another. Fourthly Seddon suggests that managers go and see what happens rather than just asking their staff what happens. If they see the issues for themselves they will have a better idea of how to solve them. Step five is to understand what is causing the waste, the extra phone calls and queries etc. Finally the managers can then think about the system and about the flow and work out the best way forwards (Seddon 2008).
Hutchinson et al. (2014) challenge the fact that CEO’s are impartial.  They should be non-partisan but increasingly CEO’s are being recruited in the image of the elected members. The members are comfortable with a CEO that they can relate to and understand whether or not this is the best for the community.  
“I am not sure why we are so surprised at some of the CEO appointments.  When we look at most councillors, they are a group of grey haired old men who would prefer to talk about roads than needs of a really diverse community” (Hutchinson et al. 2014, p188).
Hutchinson et al. (2014) debate the lack of women in leadership roles.  They discuss the stereotypical styles of men compared to women. There is very little research on this within local government.  Quite often local government is seen as an old boys club within both the officer leadership domain and the political leadership.  It becomes a vicious circle as women cannot access the male only dominated networks. Women usually end up in more caring and compassionate roles like administration and communications.  These are not seen to be the experience needed to be a CEO. 
Bochel & Bochel (2004, p49) believes there needs to be a “critical mass” of women in senior roles before they can make an impact.  They suggest between 30% and 40%.  Until this mass is achieved then the women are seen as a token and they do not really have a chance to influence the leadership style of the organisation.
[bookmark: _Toc520042016]2.17 Quality of staff.
Lawrence et al. (2008) feel that measuring staff satisfaction because you care is very rare.  Often managers are tasked with completing statistics about their staff and a staff satisfaction survey is used.  Dissatisfaction amongst employees will influence the way they work and the way they interact with others.  This negative attitude can spread and it becomes dangerous if it impacts customers and in the case of local government, the public.
Unhappy staff can become angry and rude.  Often managers are not trained to cope with this (Adams 2007).
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[bookmark: _Toc519426449]Figure 14 Signals in the organisation  (Lawrence et al. 2008, p18).
The figure above shows some of the signals that can appear to show that all is not well with the staff.  Many managers know roughly what is happening but “research is the catalyst to take action” (Lawrence et al. 2008, p18).  Lawrence et al. (2008) believe that if the staff take part more often in the research then they will engage more than if it is just a one off. Managers can also undertake mirror research where they try to predict what the staff will say to see if they really do know what is going on.
It is important to find out what motivates your workforce. If people are involved in setting their own targets and finding their own solutions to issues then they feel more motivated and they end up working harder and being more productive (Adams 2007).
Local sector organisations have to be more creative than the private sector in setting goals as they cannot use perks like the private sector can such as bonuses, free holidays, gym membership etc.  Intrinsic motivation is needed for staff to be happy that they are being held responsible for their own actions and results (Adams 2007).
Managers often think their staff need constant monitoring and will only work for extrinsic rewards, along the lines of McGregor’s Theory X.  Staff managed in this way will react as per theory x and it becomes a vicious circle (Seddon 2008).
Jackson believes that success will be measured by “wellbeing and happiness not material possessions” (Jackson cited in Shaw 2012, p290). However it is an easier task to measure possessions than the feeling of happiness.
A performance management system should ensure that the goals of the organisation flow down to all individuals for everyone to work together and to support accountability (West & Blackman 2015).
If the balanced scorecard, for example, is presented as a top down approach then teams and individuals will be given targets and will be constrained in their creativity.  Antonsen (2014) does not discuss what the impact of the scorecard has if the individuals are party to its creation. What is discussed is the balance between employees being told what to do and finding things out for themselves.  Finding out can encourage more creativity.
Training your employees and supporting them to learn is seen as a positive step towards competitive advantage.  Additional value comes from when employees are able to reflect on their own work.  Antonsen (2014) goes onto to then question whether this critical reflection can work in scenarios with multiple objectives such as the balanced scorecard.
If employees are not asked their opinions on key areas Antonsen (2014) believes they will shrink back to perform their operational tasks but they will not commit and join in with the organisation.  In effect alienating themselves to task performing roles as opposed to strategic thinking.  However imposing rules and new procedures means employees have little time or scope to complain.
Antonsen (2014) suggests that employees cooperate with the balanced scorecard because of pay and bonus incentives.  The case study that Antonsen (2014) reports on is based in a bank and they have used bonuses from the start.  This is very different to the public sector.  They have also mentioned that the balanced scorecard has increased stress and workload levels.  Antonsen (2014) found that the balanced scorecard increased the levels of formal controls the senior managers had but that it often was not very effective as staff did not change and continued to use their existing work practices.
Antonsen (2014) also discovered that although the balanced scorecard is a living document and can be changed the changes should not be sudden or quick especially if bonuses are provided on the outcomes.  Staff do not like the quick changes and can become confused about what the aims are.
However there needs to be the desire to get started and have a go rather than to try to wait for all measures to be perfect.  It will never be the right time and the organisation will be left without a plan or framework if they were to wait for all issues to be solved before commencing.  Learning through the practical experience is invaluable and leads to a better plan in the end (Cartwright 1975).
Antonsens (2014) study also supports the view that if staff are involved with creating the balanced scorecard and its measures they will support it more than if it is imposed on them.  Also employees should then collect the data in a more consistent way to make it more useful and accurate.  The conclusion made by Antonsen (2014) is that the balanced scorecard increases the use of formal controls and decreases the opportunities for creativity by staff.  Again this case study supports the need for further research to understand the impact the balanced scorecard has on organisations.
Employees are “the single most crucial element to any system as it is their behaviour that will determine the achievement of the organisations goals” (West & Blackman 2015 p74). Fletcher-Brown (2017), supports this view with a particular focus on middle management.  Middle managers are always sandwiched between the senior leaders and the staff.  Fletcher-Brown's (2017, p22) advice to senior leaders is look after your managers as “Middle managers make sense of the vision you sell to your organisation and can determine what your leadership means to their staff”.  They are close to the staff that deal with the customers.  They know and understand the mood of the organisation and if they deliver a message “I’ve been told to tell you” rather than with empowerment and belief that it is the right message the results will be vastly different. Middle managers need to fully believe in the senior team and be supportive otherwise nothing will change or be accomplished as staff begin to work against the goals whether blatantly or subtly.
[bookmark: _Toc520042017]2.18 Practical performance measurement issues
The theory of performance measurement sounds simple and easy to implement and then you have an organisation that instantly becomes successful – no? What are the issues that affect organisations and their use of performance measurement tools? “Why do some organisations outperform others?” (Tegarden et al. 2003, p133). Just having a performance measurement system does not automatically mean you will become successful or better at what you do.  “Measurement just keeps the score,” (Bourne 2008, p68) it is how you change the way you work and improve your processes that will lead to the overall performance increasing.
It is hard to decide on what to measure.  Often it is easier to take the measures that are already collated and try to fit them around a tool like the balanced scorecard.  This then misses the key point of linking the strategy to the targets.  This can also happen when departments are able to create their own targets and often miss the vital strategy link  (Bourne 2008).
Managers look at the organisation and try to allocate resources.  What needs to be done? How many staff are available? Timed targets such as how fast is the phone answered becomes a major focus.  However the question here should be what value does the customer receive rather than how fast can an operator answer the phone? Often in these targets very little is mentioned about the quality of the answer that the customer received (Seddon 2008). 
This type of thinking is very similar to Activity Based Costing.  Look at what staff are doing and what queries they are dealing with. For example if the content of the incoming calls are analysed it may identify a problem deeper within the organisation.  If that problem is fixed then the number of calls will decrease.  This means that value is added as there is no value answering a call quickly to the same person that phones 20 times with the same issue (Drury 2015).
Councils need to find out why people are calling and ensure they are not “wasted” calls.  However central government are busy issuing procedures and guidelines that mean each council has to follow the same path and not investigate what the specific issues are for their organisation (Seddon 2008).
If the organisation understands what is important to the customer and gets it right first time then the customer has an excellent experience. The organisation then only has to deliver the service once.  However if the organisation gets it wrong then the customer is unhappy and has a poor experience.  This will often result in more time being used by staff to correct the issue and sort out the queries.  By understanding the customer and setting targets that reflect this the organisation becomes more efficient.  The issue with this is that the customer cannot walk away from a council, they are trapped and thus local councils are not as focussed on delivering an excellent service.  It can be easier just to record the time taken to answer the calls rather than root out the origin of the issue (Seddon 2008).
Nilsen (2007 cited in Antonsen 2014) believes that the balanced scorecard misses out on analysing trends because the data collected is focussed on short term results.  However Bourne (2008) feels that management need to have information yet all they have is data. 
The issue is to get the targets right on the first place.  Antonsen (2014) found that in the last five days of the measurement period the staff were focussing on achieving their targets and not achieving increased sales.  The skill in creating the scorecard is to make sure these are the same.  
Also performance measures are very often linked to employees own performance in their appraisals.  In the private sector bonuses can be linked in as well.  Staff focus on the targets and become excellent at achieving them and hitting their KPI instead of actually doing what is right for the organisation, similar to the example above (Bourne 2008).
Often studies focus only on the top management team so there are gaps in the research (Tegarden et al. 2003). Communication of the strategy and the measures is vital.  Bourne (2008) believes that organisations that have branches are able to do this better.  Effectively they can take one version and deliver it to all branches for example a chain of stores.  In a large organisation without this structure it becomes more difficult to cascade the information right down to the bottom.
The staff of an organisation are key to performance and all staff members should be engaged and motivated to work for the good of the organisation and not just finding a work around to meet their targets.  Data manipulation does not usually have a positive effect on the organisation. There are many examples in the public sector to support this for example NHS waiting times (Bourne 2008).
Organisations also wait until they need to save money or processes have deteriorated before they start to manage the issues through using the information from the measures. The key finding from Bourne's (2008) research is to take a leaf from the Japanese companies rule book of kaizen performance and look to continually improve the performance at all times.
Often when performance measurement is analysed in the public sector it is linked to processes and operating procedures rather than the effectiveness of the outcomes.  Nath & Sharma (2014, p3) feel that sometimes performance measurement systems are often “disconnected from day to day activities”.  The focus is slowly changing from strict procedures restricted by red tape to a more outcomes focus and information useful to management. 
Downsides to performance measurement are the increase in bureaucracy and administration. The activity of collecting the data becomes the focus and not what is causing the actions (Lewis 2015).
Lewis (2015, p7) notes that there are many unintended consequences of measuring performance.  Tunnel vision which involves focussing on the measure to the exclusion of everything else. Sub optimisation and myopia where staff focus on the local and short term targets at the expense of the overall strategic view and the long term. As commented above, measure fixation, so looking at the measurement rather than the activity. Manipulation of the data and being able to use a target in a different way to what it was intended as well as gaming.  Finally the view that measures stop innovation.
The final point is supported by Seddon (2008) when discussing the procedures at Toyota and the fact that for years the managers refused to document their processes due to the fear that they would be set in stone and not be able to be continuously improved. Cartwright (1975, p48) supports this by commenting that the plan is not to be seen as a “straight jacket” and members need to be able to react and go with any new opportunities that present themselves.
[bookmark: _Toc520042018]2.19 Political Interference
Most issues with performance measurement in the public sector are based on “conflicting influences […] political interferences and ambiguous objectives” (Nath & Sharma 2014, p2).
Performance measurement should be a logical and rational process.  Identifying criteria to achieve and then measuring the results to see how much has been achieved. However Lewis (2015) believes many complex issues lie behind the process.
“If information is power the performance measurement is surely tightly linked to the creation and use of power” (Lewis 2015,p1).
Governments worldwide are fascinated by performance measurement.  Trying to prove that the bodies they fund are providing the right services and are doing what they are supposed to be doing.  Many questions are asked about the technical data and the goals of the organisation.  However the key question is who chooses the measures? Who decides who wins and who loses? (Lewis 2015).
How is this power used? Is it to confirm the existing hierarchy and structure? Thus giving directors more power. Is it used as a control mechanism? Budget funding will follow the decisions.  So linking into the transparency argument the public sector has lost the trust of the general public so now finds the need to measure everything to prove that it is using its resources wisely. In times of austerity the public need to be reassured that the allocation of scare resources is fair. The politicians then hope the public will continue to support them (Lewis 2015).
Central government will also use the framework of performance measurement to change the behaviour of local agencies. The national data set was an example of central government dictating what the local areas should focus on.  “Measurement is assumed to change behaviour” (Lewis 2015, p6).
[bookmark: _Toc520042019]2.20 Elected Members
Elected members or councillors as they are also known are voluntary and part time.  Their roles have been described as “policymaker, scrutineer, representative and community leader” (Wilson & Game 2006, p262). They spend on average 79 hours per month working on council issues (Thrasher et al. 2015, p714). As noted in the leadership section many are content to be back benchers and look after their residents.  Councillors in a more competitive ward will spend more time in surgeries and community meetings than councillors in a ward with a large majority (Thrasher et al. 2015).  
The most popular reason for becoming a councillor is to “contribute to, improve or serve society” (Ritz 2015).  However there are many other reasons and some of them include self-interest, networking opportunities, self-importance, closeness to important people and community recognition.  These are not all for the good of the community (Ritz 2015).  However the remuneration is negligible (£6,000 per year for the author) so it will not attract people that need to earn a living. More importantly it attracts very few young people. As Hutchinson et al. (2014) comment the councillors mainly have grey hair.  
What skills the councillors have can vary hugely. Thrasher et al. (2015) found that women and retired councillors spent the most time working on council activities. Ritz (2015) found it also depends on how ambitious the politician is.  If they plan on having a political career then they put more effort in and tend to be more skilled. They also put more time and effort into political party activities as well.
Women are known to be under represented in government at all levels.  It is slowly improving.  From 15% in 1973 to 26% on 2000 in English Shire districts (Bochel & Bochel 2004, p37).
McGuinness (1978, p3) asks the question “have elected representatives any control over policy?  In theory the council decides the policy and the officers, the paid employees, deliver it. However it is not that simple.  The officers are immediately in a position of power as they have the expert knowledge.  Quite often policy goes through on the nod because the members do not really understand it and do not have the ability to question it.  For example a several million pound budget will get approval in five or ten minutes with very few questions yet smaller more insignificant charges will be challenged with a long debate.  Think of leisure centre fees, burial rates, etc.  These are details that members are more familiar with and will actively test the officers (McGuinness 1978).
However elected members have to do what the public wants or they will be voted out of office come the next election.  Although officers have the power the members have to agree and vote for the policy in the committee meeting.  If officers have too much power and members are just nodding items through then the members may not be of a good enough standard and “ it is the fault of the councillors for not taking enough interest” (McGuinness 1978, p4).  Cartwright (1975) supports this view by commenting that power will revert to officers if members do not participate with energy and interest.
[bookmark: _Toc394526056][bookmark: _Toc520042020]2.21 Themes and critical success factors from the literature
There are several themes coming out from the literature review. 
Stakeholders & Communication
The main one is the number of stakeholders the LGA has compared to a privately owned organisation.  This then translates into multiple objectives and so the issue is which stakeholder does the LGA satisfy.  Can they satisfy everyone? (Sharma & Gadenne 2011).  Finding out who the stakeholders are and what they want is a tall order.  Communications are vital and so is finding the right method to reach each group. Once these have been identified they then need to make sure if the requirements of all can be satisfied or whether any conflicts need to be resolved. A balanced approach to ensure no stakeholder is left out.


Strategy
Following on from this, with the number of objectives, how can these be effectively translated into targets for all the staff of the organisation. The organisation must have a strategic vision in order to then progress to working out how to achieve it (Dreveton 2013). The strategy mapping is key to the success of the balanced scorecard.  Sharma & Gadenne (2011,p176) refer to this as the “cascading of the LGA vision” (p176). This also links into the communication of the scorecard down to every last employee. If the organisation does not know what their stakeholders want how can they map their strategy to achieving and satisfying those needs?  You get what you measure is the theme of Bevan & Hood's  2006 article of “What’s measured is what matters”.  Unwanted behaviour can arise from poorly constructed targets so it is imperative that the targets drive people forward to the goals the organisation is seeking.  
The organisation also needs to determine their core values and ensure these are implicit in the goals and measurements to ensure they are followed at each level.
All staff and the community need to be clear on how the strategy adds value and what are everyone’s roles and responsibilities to achieve the outcomes.
Leadership
Leadership is another key factor that drives the success of the balanced scorecard and performance measurement systems.  A strong leader who believes in the scorecard and who can motivate the whole of the workforce can be instrumental in achieving success (Woods & Grubnic 2008).  If the motivation is there from the senior team the next key point is the communication of the goals to the workforce.  If all the staff know what the goals are and how they are expected to achieve them then this will encourage them to work together.  If their manager does not believe in the framework then the staff will not have the motivation to make it succeed. However one way around this is to create incentives and rewards based on the scorecard performance measures.  So another theme to look at is are there any rewards for staff linked to the scorecard (Sharma & Gadenne 2011). This is an acceptable approach for the private sector but there are very few rewards to be found in the public sector.
Another theme related to leadership is that the leader has inspired all the staff and in particular the middle management this also links into the communication of goals to the out reaches of all staff.  The quality of middle management is key to the messages being received as they were intended.
There is little empirical evidence that the balanced scorecard does improve performance.  There are several one off studies where researchers have investigated individual public sector organisations however ones based in UK local government are very few and far between.  So with each organisation being different to find a control group for a study would be extremely hard thus the individual case study method is often chosen and subjective judgements are needed to decide whether or not the scorecard was successful. Kaplan (2001) found that those balanced scorecard implementations that failed did not have the support of the senior management team.  They give an example of an organisation where only the CEO was involved.  As soon as the CEO left his replacement scrapped the balanced scorecard.  No one else on the senior team was involved so there was no opposition to changing to another performance measurement method.
(Woods & Grubnic 2008) support this view with a different example where Hertfordshire CEO, after a successful implementation, moved to Jersey and implemented the BSC again with a new senior leadership team. The key message here is that is has to be a senior team effort and not just an individual.
So leadership is key but what makes a good leader? Is it their qualifications, experience or reputation? How credible are they and are they “rated” by others?
Cartwright (1975) believes that the leadership from members is important as well.  Members need to be determined to see it through and decide on the objectives and key priorities. 



Transparency & External Perceptions
Everything that a council does is subject to public scrutiny.  Nothing can or should be hidden as there should be a level of transparency to give the public confidence and faith that the money is being spent wisely. 
How the general public view the organisation is important so that the public have the confidence in the council. The public need to trust the council and work with them in the community.  
The communication to the stakeholders has to be consistent and fit for purpose.  Do the stakeholders feel informed and know what is happening in the organisation? 
Austerity, Resilience and Business-Like
Councils have been surviving for quite some time with resources shrinking each year. Burton (2017, p10) comments that “austerity has dominated UK politics for the last seven years”. Even though there was very little discussion about it at the recent national election and it didn’t appear in the manifestos that doesn’t mean to say finances will increase.  Austerity is here for some time yet.
This means that councils are having to look for other ways to balance their books. This then brings on the theme of resilience.  How long can they last before they will need to cut frontline services? How can they be entrepreneurial to generate new income?  This brings in the “business-like” theme where councils are having to look at what their customers want and be more creative about how they can deliver it.
Copus (2017, p20) believes that it is time that local government had its own manifesto. He would like “councils to be financially independent of central government and to have the legal power to raise tax from a range of sources”. 
This would enable councils to become more business-like as they would be in control of their income and not waiting to see what hand out they will receive from central government.  This could potentially work well in affluent areas but in areas where the economic climate is not vibrant and unemployment is high the question would be who and what would they tax.  At present there is a redistribution of income from more affluent areas to poorer areas via the business rates.  For example at present district councils are not able to keep all of the income they receive from business rates in their areas.
Balanced Measures – What do we choose?
It is very easy to say we must find the correct measures but in practice it is a lot more complicated. 
Bourne (2008) queries the usefulness of the academic research in such practical areas as performance measurement.  Academics talking to themselves, via journal articles, in a language only they understand will not solve the problems.  However working with practical managers will increase their knowledge of what is actually happening and how things are done in the field.  More research is needed on longitudinal studies rather than surveys to really understand what is needed.
What measures are suitable for a local government authority? Who should be the ones choosing them? Leaders, staff, or combinations of both.  The literature talks a lot about strategy mapping (Kaplan & Norton 1992) but how in practice can this be achieved successfully? 
What to measure is also vital.  Not just using measures that are already in place and easy to calculate.  Really thinking about the measures and reflecting on whether they will drive the desired performance. 
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[bookmark: _Toc520042021]2.22 Summary table of the themes from the literature review.
From the literature review the themes can be consolidated in the following tables and also the indicative research questions can be identified.
	Themes
	Critical Success Factors

	Indicative Research Questions 

	Stakeholders & Communication
	· Clear understanding of stakeholders requirements
· Balancing the requirements
· Solving any conflicts
· Creating a robust communications method for each type of stakeholder.

	· Who are the stakeholders?
· How do you know what they want?
· How do you decide to prioritise their needs?
· How are any conflicts dealt with?
· How do you communicate to each set?

	Strategy & The Corporate Plan
	· Creating a vision & mission
· Clear core values
· Creating a strategy
· Creating a strategy map
· Sustainability
· Roles & Responsibilities
· Value adding to the community
· Citizenship
	· Is there a vision or mission?
· Is there a core strategy? How was this created?
· Is this mapped? 
· Is this signed up to?
· Is the strategy sustainable? How is that determined? What criteria is used?
· What are the organisations values?
· How far do these values penetrate down the organisation?
· Are roles & responsibilities clearly defined? Who is responsible for what?
· How will the strategy add value?





	
Themes
	Critical Success Factors

	Indicative Research Questions

	Leadership
	· Leadership performance
· Senior Management Team buy in
· Executive & officer roles
· Skills & business experience
· Public duty
· Quality middle management
	· Who leads, Officers or members?
· What is the performance record of the CEO and senior management /leadership team?
· Are senior team all bought into the strategy?
· What skills do they bring to the team?  Any experience in business?
· How do they fulfil the role of public duty?
· How committed and proactive are the middle management team?


	Transparency & Perception
	· Building trust
· Public & private partnerships
· Sense of community
· Communications strategy
· Communications mix
· Internal marketing
	· Do the public trust the authority?
· How is that trust built? 
· Is the authority seen as part of the community?
· Is the community clear on what the authority does?
· How does the authority engage with businesses and the voluntary sector?
· What communication methods are used? Do they know which methods work?
· Within the organisation what communication methods are used? 
· Do employees know what is happening at the leadership level?





	Themes
	Critical Success Factors

	Indicative Research Questions

	Austerity, Resilience & Business-like
	· Long term planning including contingencies
· Robust
· Resilient
· Partnerships & collaboration
· Process re-engineering
· Business Excellence models
· Business like structure, approaches & culture
· Independence & the ability to survive
· Community spirit
	· How far ahead does the organisation plan for? 
· Are there any contingency plans to help combat austerity?
· How robust and resilient are the finances? 
· Are there the correct skills in the organisation to survive?
· What is the organisation doing to become more independent?
· Are processes bureaucratic? Is anything being done to improve them?
· Do they use terms like business-like?
· What is the community doing to work with the organisation?





	Themes
	Critical Success Factors

	Indicative Research Questions

	Balanced Measures
	· Strategic
· Empowering
· Encourage positive behaviour
· Avoid gaming
· Balanced across financial & non-financial
· Measure the future
· Address stakeholder requirements
· Community building
· Supporting good citizenship
· Wellbeing of employees and the community
· Reward & recognition
· Peer review
· Policy of reduction
· Personal development
· Political
· Regulatory & statutory with discretionary
· Long range, medium & short term
· Consensus
· Over measuring.
	· What sort of measures are used?
· Is there a need to measure?
· Is there an obsession with measurements? Over measuring?
· Are they strategic?
· What behaviours come out of this? Any that are dysfunctional? Any gaming?
· Are the measures balanced between qualitative and quantitative? Internal & External?
· Are they measuring what the stakeholders want?
· Who chooses the measures?
· Can the community relate to them and understand them?
· Are they the statutory duties or are they purely discretional? Maybe both?
· How far ahead do they measure?  Just a financial year or farther ahead?
· Are the measures political? Is there any dissent around them?
· Are they used to evaluate and reward staff?
· Are they used to save money and reduce costs?




[bookmark: _Toc520042022]2.23 Conclusion to the literature review
New Public Management reforms focusses, amongst other ideals, on the beliefs that the public sector and the private sector can be managed in the same way and that strategic management tools such as mission statements and corporate plans can be used within the public sector just as well as the private sector (Hoque 2003).  Along a similar theme Christensen (2005) has investigated the influence of large consulting firms on the way the public sector is trying to imitate the private sector on accounting issues mainly accruals accounting.  His research is based predominantly on Australia and the introduction of accruals accounting from cash based accounting.  However the key theme from the consultants was the “belief that public sector accounting systems should converge on private sector accounting” (Christensen 2005, p467).  Jackson (2011) believes that performance measurement in the public sector has improved over the last thirty years however he feels that the private sector does not have the answers to pass across to the public sector.  There are too many firms failing in the private sector for them to have all the answers. 
So how do LGA’s use performance measurement systems? Should LGA’s be striving to be like the private sector or do they need a system of their own?  
There has been extensive research carried out in New Zealand regarding public sector reform and the literature suggests they are the leaders in this area (Ross 2011). However they are still no further on in the strive to find an answer to the measurement question.
The gaps in the literature appear after the public sector has been stated as being more complex than the private sector.  Hoque (2014) supports the fact that more research is needed in this area, to link the objectives of the stakeholders with the targets for the organisation.
There is still not enough evidence to see what measures work? Jackson (2011) comments that it needs longitudinal studies to work out what makes a policy work.  However politicians are only focussed as far as the next election so invariable they will ensure they have some “quick wins” in the short term to stay in power.
It is difficult to ascertain what effect performance measurement has on an organisation as there are many other factors that impact on the outputs.  Performance measurement is used for “communicating direction, providing feedback on current performance, influencing behaviour and stimulating improvement action” (Pavlov et al. 2017, p432).
Councils will have to make the decisions of what to measure and how this will affect the behaviour of their staff.  This is crucial as dysfunctional behaviour can easily occur if a person follows their targets religiously.  Choosing the targets that provide goal congruence and not just measuring because it is easy to do.  Clearly the right things need to be measured and these will be different for each organisation.  A rule of thumb often used by management accountants is that is should cost less to collate the information than the benefits that the information can bring.    Hoque (2014) comments that the balanced scorecard is the best we have at the moment and we will continue to use it until something better comes along. 
There is a raft of literature regarding performance measurement but not so much regarding the public sector.  More research needs to be done especially regarding what performance measurement tools the public sector use, what they measure and how this affects behaviour.  The few ad hoc case studies that exist are limited as to what conclusions they can make for the sector in general.
This literature review has looked at the theory of how LGA’s should use a performance measurement system.  The case studies within this thesis will investigate what actually happens in three district councils.
[bookmark: _Toc394526059]We can now move onto to analyse what research methods are suitable for this study.

[bookmark: _Toc520042023]Chapter 3 – Research Methodology
Rather than producing a full chapter on methodology because it is formally required in a research thesis,  Silverman argues that a heading of “The Natural History of My Research” (Silverman 2010 p335) would be a more apt title.  Many methodology chapters are good cures for insomnia and can be extremely dull.  However if the chapter is approached like a detective and all the “false leads” and “dead ends” are discussed this can make for a more interesting and robust discussion (Silverman 2010).
This chapter will look at the philosophy, strategy and choices of methodology for accounting research in general and then also the current research objectives.
Smith (2015, p1) begins his work with the comment that “accounting researchers are parasites who prey on the work of others to generate their findings”.  This is a somewhat harsh comment however there is truth in it that accountants generally have adapted their research from the social sciences. Brown & Brignall (2007) support this by commenting that accounting tries to “quantify an organisation” and the way this is done is based on the social and political beliefs of those creating the format.  Therefore research is often designed with mixed methods to cover all the different aspects of accounting (Brown & Brignall 2007, p34).
Gage asks if social research actually discovers any new information at all.  Is it all just common sense and could anyone come to these conclusions without conducting any research? If the question of “Is it obvious?” is not asked then researchers could lose their credibility and also their funding (Gage cited in Hammersley 1993, p226). This is supported by the argument that all research needs to be validated in order for it “to be taken seriously” (Lukka & Modell 2010, p463).
[bookmark: _Toc394526060][bookmark: _Toc520042024]3.1 Philosophy
If we are to look at philosophy the question Williams & May (1996, p4) pose is “What is philosophy?” Most definitions will have some mention of abstract ideas.  For practical accountants this is a challenging question.  Generally there is not enough time to look into abstract questions and the research is usually aimed at their company with a direct question in mind. However the general aim is the same, to uncover new knowledge.
Wisker (2008)  states that a researcher needs a framework in order to make sense of the results of the study.  Saunders et al. (2009) agree that the research paradigm needs to be chosen before the research can begin.  They have developed their “onion” that peels away the layers from research philosophy right down to how to collect the data (Saunders et al. 2009, p108).
Cryer (2006) believes there are many different frameworks that researchers can use to begin to develop their ideas.  Researchers have many names for essentially the same paradigms so it becomes difficult to work out the actual number that exists.  Cryer (2006, p76) narrows it down to two, which she defines as the “traditionalist and interpretivist”. This is often linked directly to quantitative and qualitative research respectively (Brown & Brignall 2007).  Wisker (2008. p67) feels this is too simplistic and discusses “structuralism, postmodernism, poststructuralism and constructivism” in addition to the above two. However Vaivio & Siren (2010, p138) support Cryer in that in management accounting “We have subjectivist and objectivist or interpretive and positivist research approaches […] these can be conceived as two different research paradigms”.  They also suggest that sometimes it is not a conscious decision as to which paradigm to adopt especially for a junior scholar it “is usually the only available option to hand that holds some appeal” (Vaivio & Siren 2010, p138).
The way the researcher views the world is important as this will have an effect as to how the data is collected and interpreted (Saunders et al. 2009).  To undertake a research project looking into the processes of a manufacturing plant will be different to one looking into the motivation of the workers. Each project is valid but the data will be interpreted in a different way.  Saunders et al. (2009) believe that the philosophies that are discarded are as important as those that are chosen as it is vital that researchers can defend their choices. However Brown & Brignall (2007, p32) challenged this by researching the same issue, to “evaluate accounting and management practices in a UK university central administrative service”, with two different teams of researchers with two different research paradigms. They wanted to see what the different approaches could bring to the outcomes.  They discovered that the “dual approaches complemented each other and challenged each other” (Brown & Brignall 2007, p32). However they also realise that the different paradigms are always competing against each other and writers such as Zimmerman firmly states that “only economics based research has any status” (Zimmerman 2001 cited in Brown & Brignall 2007, p36). Scapens (1990, p264) believes the neoclassical economic theories “were developed by economists to predict general patterns of economic behaviour”. The theories produced can say how prices can change but not what the price will be for example. So these theories would be useful in looking at trends in accounting but not useful for trying to assess individual behaviour (Scapens 1990).  Social science research is interested in the reason why people act in the way they do.  The research is more qualitative but nonetheless as valid as research defined with variables (Patton 2002). 
Ontology is all about the essence of being and the nature of reality, the “assumptions about the way in which the world works” (Saunders et al. 2009, p110). Do we see things in the same way or do different people have different perspectives on reality (Wisker 2008). Ontology can be further divided into objectivism and subjectivism which links directly to quantitative and qualitative research respectively.  Objectivism is where the entities are separate from the actors. For example the management of a business is an entity on its own and is separate from the individual people within it (Saunders et al. 2009). Conversely to this view is where the social actors do make an impact on the “social phenomena” and this is described as subjectivism (Saunders et al. 2009, p111).  This then feeds into social constructionism where researchers are interested in the motives behind the actions of people to see how they are creating and shaping their environment (Saunders et al. 2009).
However do we have inbuilt ideas programmed into our genetics about the way the world works?  Do we approach research in a similar way? Epistemology addresses the issue of how we get to know. Do accountants “construct, interpret and represent” their knowledge differently to other disciplines? (Wisker 2008, p68).  For every discipline there will be acceptable forms of knowledge.  Researchers from different specialisms may view knowledge differently.  For example research into computer programming would not find qualitative research acceptable as their main focus would be on testing a hypothesis and analysing the quantitative results (Bryman & Bell 2011). A hypothesis is defined as “an untested statement of the relationship between concepts within a particular theory” (Williams & May 1996, p198). The quantitative testing would seek to link the behaviour of variables to support the theory.
As well as the researchers discipline affecting the choice of philosophy the researchers’ values and ethics can also have an impact.  The researchers’ values will be utilised from the beginning of the project starting with the choice of research topic.  The topic chosen and those discarded will provide information as to the researchers values (Saunders et al. 2009).
There is not a one size fits all in terms of research philosophy. Saunders et al. (2009) argue that the research question will determine which philosophy the researcher will choose, this is classified as pragmatism.  Accountants are taught to challenge everything and this is a mantra that researchers need to follow as well.  Good critical analysis skills are essential for the research to be robust (Smith 2015).  The fact that it is the question that will let us decide which approach we take supports the views of Tashakkori and Theddlie in that we must research what we are interested in and get on with it rather than procrastinating and having “pointless debates about truth and reality” (Tashakkori and Theddlie 1998 cited in Saunders et al. 2009, p109).  
Positivists believe that knowledge can be gathered and facts and truths are discovered from this. They feel they can quantify the whole world into a set of numbers.  This is linked closely with experiments that can be repeated so the results can be reliable (Wisker 2008). Positivists are also “grounded in empirical data” and do not have to “make any value judgements” (Scapens 1990, p260).  This is often used in scientific areas where theories are deducted and these experiments can then be used in other areas to make generalisations (Wisker 2008). Wisker (2008) uses the example of Pavlov’s dogs to illustrate this approach. The dogs’ behaviour pattern remains the same each time the bell is rung. However, when investigating people, this repetitive approach does not always work as people do not act in a consistent way (Wisker 2008).  This challenge supports the interpretivist point of view. People are different and these differences need to be understood. They cannot be neatly labelled and filed like the results of repetitive tests (Bryman & Bell 2011). Positivists are also interested in what is actually happening as opposed to what should happen which is the normative view (Scapens 1990). 
Interpretivists believe there is no one single truth.  The research results are studied and it all depends on the experiences and beliefs of the researcher as to how the results are viewed (Saunders et al. 2009). These interpretivist views can be linked to some of the early phenomologists such as Husserl however their beliefs are that the researcher should “bracket out preconceptions in his or her grasp of the world” (Bryman & Bell 2011, p18 , Psathas cited in Taylor & Bogdan 1998). However trying to be objective and not show any bias links back into the views of the positivists.  Nevertheless there is clearly a difference between capturing data in the natural sciences compared to the social sciences. The phenomenological researcher is interested in the reasons why people act in the way they do rather than just examining the results of the acts (Taylor & Bogdan 1998). 
Realism is another philosophy that can be divided into Direct Realism which is “what you see it what you get” and Critical Realism which argues that “we experience sensations and images of things in the real world, not the things directly” (Saunders et al. 2009, p115).  For example a linesman at a tennis match who is a supporter of direct realism would say ‘The ball is out’, a similar linesman supporting critical realism would say ‘I saw the ball as being out’ (Saunders et al. 2009).
Traditionalists value the data and maintain that their results are valid because of the intense depth of the numbers however if the samples are unreliable then the research loses its validity.  Just because we can measure things does not mean they are the right things to measure. (Cryer 2006, Drury 2015).
[bookmark: _Toc394526061][bookmark: _Toc520042025]3.2 Approach
Deduction is concerned with the testing of theories.  Researchers will have a hypothesis in mind and carry out experiments and tests to try to prove that the hypothesis is correct.  This type of analysis fits into to the natural sciences.  It can be used elsewhere however the hypothesis has to be written in such a way that quantitative data can be collected (Saunders et al. 2009). 
Induction on the other hand is about the development of a theory.  Observations are made as to what the issue or question is then research is conducted to find out more information.  This style was developed as social science developed and the methods that worked well for the natural sciences did not appear to be apt.  The social scientists were wary of the fact that a cause and effect relationship was being produced without the understanding of why the research subjects acted in the way they did (Saunders et al. 2009).
 Quantitative research is based on collecting data and measuring the data.  This is the opposite of qualitative data where no measurements are made (Bryman & Bell 2011).  However the differences between the two can be taken even further than just the basic data.  Those researchers embarking on quantitative research often have a positivist philosophy and have commenced with a theory that they will deduce whether the theory is valid or not. Conversely qualitative researchers will often have an interpretivism philosophy and will be looking to create a theory (Bryman & Bell 2011, Saunders et al. 2009).
Accounting research is closely linked to the research of the social sciences because it is often examining the views of people within business.  This then links to interpretivism and qualitative methods of research (Bryman & Bell 2011).  It is very rare for accounting research to be solely based on quantitative methods (Kong 2007).  However De Geuser et al. (2009) used a model created by Foster and Swenson (1997) to convert responses from people into a quantitative style study (Foster & Swenson 1997 cited in De Geuser et al. 2009).   De Gueser et al developed a hypothesis and created a framework which they used to categorise the answers.  They produced tables of responses and made their conclusions from these tables. They felt they had proved that;
 “The adoption of new concepts, techniques or systems should not rely only on intuition or pathos but should be carefully analysed and evaluated” 
 (De Geuser et al. 2009, p117).
Nevertheless quantitative research is usually as part of a mixed methods approach for management accounting research as opposed to the sole approach (Smith 2015).
Qualitative research is research that “produces descriptive data” (Taylor & Bogdan 1998, p7). Researchers are interested in the meaning behind the actions. They have to:
“Empathise and identify with the people that they study in order to understand how those people see things” 
(Taylor & Bogdan 1998, p7). 
They are also interested in what actually happens to people in their daily lives.  Observing and carrying out interviews means the researcher has first-hand knowledge as opposed to the activities being “filtered through rating scales” (Taylor & Bogdan 1998, p9). However the danger of this is that the researcher becomes too involved with the subjects and starts to try to make a difference.  The researcher must remain as impartial as possible in order to not produce any bias of the data (Wray et al. 2007). Yet for how long should the researcher remain an impartial bystander before the general public would expect them to step in.  Think for example of the syphilis experiments in America when the research project continued even when a cure was found.  The subjects were not offered the cure so the research could continue (Foster 2001). 
When investigating using qualitative methods the researcher is interested in all points of view.  The Chief Executives view is no more important than the accounts clerk viewpoint.  The researcher needs these different viewpoints to make the results richer (Taylor & Bogdan 1998). However in the authors’ research the questions are based around a tool that translates strategy into action and it could be argued that the Chief Executives view is more important as they understand the strategy far more than the accounts clerk.
The researcher is interested in the themes that come out of the research which is inductive rather than having preconceived ideas that they are trying to prove or disprove. The researcher is concerned with the accuracy of the data and the systematic review of all the data to discover themes is important. Just because the data collection is not deemed to be quantitative it is still as important (Taylor & Bogdan 1998).
Qualitative research is looking into the reason why people act as they do.  This is not possible by analysing sets of numbers as with quantitative data analysis. However the qualitative researcher should be open to using numbers and statistics to support their findings. This then develops into the mixed method where there are both styles of data analysis (Smith 2015). Modell (2005) suggests that it is necessary to link the two types of research together to try to validate the research. Using more than one method will also limit any bias that may occur. Modell (2009) comments that there is evidence that mixed methods have been used extensively for management accounting research.  Not only where the methods have the same philosophy but also when the philosophies are different.  However this is not easy and many academics feel that the challenges are extensive.
[bookmark: _Toc394526062][bookmark: _Toc520042026]3.3 Case Studies
Case studies can be used where the researcher spends time within one organisation and carries out interviews and observations (Joseph 2009).  “The detailed and intensive analysis of a single case” (Bryman & Bell 2011, p59). The single case can be an organisation, location, person or event.  The reason this is separated out and called a case study is due to the fact that the research has very clear boundaries.  Case studies are also often linked to qualitative research methods due to the nature of the data collection.  There are more interviews and opinions sought than actual hard data collected (Bryman & Bell 2011). 
Case studies are often used for management accounting research (Scapens 1990). Surveys were criticised for not having enough depth and also it is difficult to know who has answered the questionnaire.  If sent to a chief executive they may delegate to a more junior person to reply (Northcott & Taulapapa 2012).  Therefore a more detailed analysis is required so spending time within an organisation is essential (Scapens 1990).  
Scapens (1990) discusses several types of case studies. Descriptive ones that look at what the accounting practices look like at present. Illustrative case studies can showcase new ideas that some accounting firms have used for example. Experimental and Exploratory are very closely linked and are both looking at trialling new ideas. Finally Explanatory case studies try to find the reasons as to why the accounting practices are what they are.  Case studies can be the precursor to developing a hypothesis that can be tested by expanding the research to more organisations (Scapens 1990).  (Smith 2015) comments that case studies are also useful when the organisation is complex and has many different variables.  If the results are not clearly defined then it becomes difficult to use quantitative methods thus the qualitative style of a case study is a more suitable method.
Case studies are criticised for being subjective and therefore lacking in validity.  The researcher will have to use their judgement and infer whether something has happened or not.  The researcher then has to go back and check this by looking at any other data they have and checking patterns to see if this is a suitable inference or not (Yin 2009).
The next issue is can the data be used further afield and to make general statements.  This is will depend on the case study and Yin (2009) suggested that one or two more case studies are used to test the information to see if it can be generalised.
Case studies looking into the balanced scorecard in private enterprises are fairly common but as Irwin (2002) observes they are few and far between in the public sector.
We have discussed various different ways of how to carry out a research project and they are not mutually exclusive. The various methods can be mixed together to form a range of ways of collecting data for one project.  Mixed methods research in accounting often commences with qualitative research to investigate the issues and discovers areas for quantitative research to follow (Smith 2015). Although mixed methods is a major part of triangulation Modell (2009) argues that triangulation is more than using one method for background before using another method to collect the data. Triangulation is using several methods that are complementary and they are trying to explain the same issue.  This means that the results are more valid than if just one method was used.
Research suggests that there is not a panacea for performance measurement within local government (Drury 2015).  Every authority is different and the issues they face are different.  However themes can be drawn out and a framework created that could improve their effectiveness based on the resources available to them.  Further research can then be completed to assess the potential of making generalisations as to whether this framework could work in more authorities. 
[bookmark: _Toc394526063][bookmark: _Toc520042027]3.4 Design
The philosophy of the authors’ research will be interpretative.  There is no single truth or right or wrong, it will be a subjective study. The positivist viewpoint has been discarded because there is not a hypothesis to test. Although there will be the collecting of data, the data will be opinions.  These will need to thematically analysed. The approach taken will be inductive as the themes emerge from the literature review.  There is no theory that is already decided so the deductive view point was also discarded in favour of the inductive approach.
For the authors research there are many public sector bodies to investigate and it will be impossible to try to examine them all.  There are several hundred local authorities within the UK and thus this will be filtered again to concentrate on three authorities within the Midlands.  These authorities were chosen because the author was granted access to the key personnel.
 A case study style approach will be taken and the researcher will spend time within the organisations.  The strategy used to collect the data will be qualitative.  Multiple interviews will be undertaken within this. The interview data will be collected via observations from informal interviews and also transcripts from formal interviews.  A semi structured approach is taken so the questions can be amended depending on the responses. The author has interviewed the officers of the LGA as well as the members to maximise the different viewpoints.  The research questions will include many opinions of people interviewed thus it is inappropriate to use quantitative methods only.  Once all the data has been collected the use of grounded theory can help to organise and analyse the data. This will result in all insights being directly related to the original data (Charmaz 2006). 
[bookmark: _Toc520042028]3.5 Interviews 
Interview technique is crucial to ensure the interviewee provides in depth answers and not just superficial responses. Cooper & Branthwaite (1977) developed a model for assessing interview responses. See the figure below. Level 1 are the easy responses like name and position held.  Moving down into level 2 it becomes more personal.  Level 3 shows a more serious response and here the “skeletons” will come out if there are any.  All of these levels the interviewee is aware of their answers.  To get to level 4 and into the subconscious of the interviewee needs long term observations as some answers the interviewee will not be aware of themselves (Cooper & Branthwaite 1977).  The interviewer will need a set of skills to be able to gain access to level 3. The use of questioning strategies will help the interviewer dig deep to gain the knowledge. The use of silence to tease out more comments.  Critical incidents to focus on a specific event to get details of what happened.  Means to an end chain and story-telling can help find out why the interviewee behaved in the way they did plus looking at things from another perspective can help the interviewee expand their answers. To talk through the stages of a process and to empathise with the responder can help to gain the in depth answers that would not otherwise be forthcoming (Longbottom & Lawson 2017). Interviews should not just be a checklist of questions.  There should be a “low degree of structure […] designed to facilitate a conversation with a purpose” (Longbottom & Lawson 2017, p29).  
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Figure 15 Responses to interviewing (Cooper & Branthwaite 1977, p81)
An interview for an hour can yield around 8000 words. A recorder is preferred to taking physical notes.  If the interview is recorded then the interviewer can concentrate on the conversation and observe the body language. However the downside to this is sometimes people are wary when they know they are being recorded and it can inhibit the conversation (Longbottom & Lawson 2017).  The issue is then how do you condense and transcribe this into information for the research.  The information could be condensed via each interviewee and discussed on a person by person basis.  However the approach preferred by the author is to analyse the interviews for the themes that are emerging.  The semi-structured interviews will be based on the themes of the literature review however there will also be themes arising from the interviews which could be different.  These themes can be analysed by using a cross tab evaluation.  Although cross tabs are probably one of the most popular tools used to analyse data they are mainly linked with quantitative data.  The principles however can be used for qualitative data as well. By creating a summary table it will be clearer to review the key themes and to evaluate which ones will have the most impact (Smith 2015).
Using qualitative methods requires a more robust process. There are no rules to follow like there are with qualitative statistics. There needs to be a process of “data reduction” (Longbottom & Lawson 2017,p36). Interviews will generate copious amounts of raw data and this needs to be summarised then analysed.  There are four steps in the data reduction process:
1. “Recording and transcribing,
2. Summarising the data,
3. Analysis and evaluation of the data,
4. Drawing conclusions, constructing solutions and further research” (Longbottom & Lawson 2017, p37).
The transcripts will be annotated with line numbers so direct quotes can be extracted. Also the transcripts and cross tabulation will be marked with the mood of the interview. The transcripts will be available separately so as to protect the identity of the councils in the study.
In order to ensure that the information gained during the interviews is reliable and valid, many interviews should be undertaken.  For this PhD approximately 20 interviews will be carried out.  This will enable the themes to be cross checked across multiple sources.  This will be a process of iteration, returning and conducting further interviews.  The process will end when no new information is emerging from the interviews and the researcher is “saturated” (Wray et al. 2007). This adds rigour to the process along with using documentation to support the comments (Longbottom & Lawson 2017).
The next step is then deciding whether to summarise the interviews on a case by case basis or on a themed basis.  Case by case analysis is useful if it is important to “build up a case profile” (Longbottom & Lawson 2017, p41).
It is not good enough to leave the reader to make their own conclusions based on the summary of the data.  There is a need for further analysis. The results relate specifically to the case studies and to keep the results valid and strong do not make general assumptions from them.  This is one of the limitations of the case study analysis but the advantage is the amount of detail that can be uncovered.  This can then be presented as a framework for further discussion or research (Longbottom & Lawson 2017).
The case study style methodology goes into depth for an organisation. This level of depth is not possible with questionnaires alone.  Some discussions will be used to find some general information however spending time within an organisation and developing relationships with the people means the author can gain the trust of the people and gain more honest and reliable opinions.  Once the opinions are gained these will also be cross checked with any documentation that is available.  Whether this is published materials or internal documents the author can use them to check the reliability of the information supplied.  This then makes for a more rigorous set of results. 
Another way of checking the themes is to present the data to a third party to see if they extrapolate the same themes and trends.  This will validate the view the author is taking as well.
One of the outcomes of the research will be the knowledge about the organisations goals and strategy and these will be mapped to the performance measures within the authority and the linkages will be stated, if possible.  This will not be an easy task as many activities within the public sector are hard to quantify.  If it was easy to measure the benefits then they would not be in the public sector.  They would be in the private sector (Sanderson 1998).
The UK has been through many iterations of reform within the public sector and currently as the literature review shows there are few guidelines for performance measurement at the present time. However there have been many prescriptive procedures put in place in the past.  The primary research will show that the authority has continued some of those measures but also discarded many that are now not needed.
Cryer maintains that the “research methodology needs to be appropriate for the research problem” (Cryer 2006, p71).  To find out what is happening with local authorities the researcher needs to build relationships with the participants to be able to collate data. The fact that the researcher has been an elected member of an authority should mean the researcher can empathise with the participants and help to understand the issues. However the danger is the researcher may become involved with the organisation thus the researcher must take care not to interfere (Wray et al. 2007).
There are many different paradigms and philosophies researchers can take and some are more suited to accountancy then others.  Although there is a general consensus that accountancy is all about numbers there is a high degree of ambiguous decision making that takes place.  Accountants try to quantify actions into measurable targets however sometimes a more subjective and holistic approach is necessary.  This is part of what the authors’ research is about.  How organisations measure their performance and how numbers alone will not be enough. 
Thus an interpretive stance is taken with an inductive set of interviews. The data collected will be systematically analysed to find out if any themes reoccur.  Supporting this will be a critical evaluation of the performance measurement techniques that are used and whether these drive the organisation forward or not.  Challenges will need to be made about current practices and the author must be mindful of their bias being an elected member of an LGA (Saunders et al. 2009).  The mixed methods to be undertaken are common in the field of management accounting (Modell 2005). However a comment made by Vaivio & Siren (2010) rings very true in that once you have decided that qualitative research is the way forward researchers then spend their time in the field rather than improving their statistical skills to be able to be competent to use quantitative methods to improve the validity of their findings.
The author is also aware of the importance of their own values and as to how they interpret the data presented.  Setting out clearly a plan of what values the author has will help when it comes to the data analysis (Charmaz 2006).
The author as an associate member of the Chartered Institute of Management Accountants follows their code of ethics during the normal course of work and life.  In addition to this the University of Derby Policy and Code of Practice on Research Ethics has been followed.  To undertake the research the University Research Ethics Committee granted the author permission to do this and permission was also asked and received from all three councils.
[bookmark: _Toc520042029]3.6 Transcribing Process
At first the interviews were transcribed manually by the author.  This has enabled the author to get closer to the data.  However it is a time consuming process, as the author is not a professional audio typist, so the help of technology was sought.
Several free online products were tested with a sample file of just a minutes worth of interview dialogue.  However the quality was poor.  Products tested were American and perhaps it was the strong Midlands accents that could not be transcribed clearly.  Any further use of software packages would incur a cost so another method was needed.
After extensive google searches a potential way of using subtitles and captions on YouTube was investigated.
The interviews were recorded on a Dictaphone and this created a WAV file. Unfortunately YouTube will not accept a .WAV extension so this had to been changed to be an MP3 file.  In hindsight if the author had known about this process before the interviews it would have saved a step to record the interviews with a video camera instead.
Using, a free and non-commercial, switch sound file converter software this file was transformed into a MP3 file. As this study has been privately funded and is non-commercial this is possible.  If the study had been commercially funded then this free software would not be an option and it would need to be purchased.
The author created a YouTube private account and uploaded the MP3 file along with a picture onto You-Tube.  The MP3 file alone would not upload as there needed to be a black screen or a picture.  The option of subtitles and captions was then chosen and the file was left to upload.  When this was complete the file could be taken and copied into Word to create a file with just the subtitles.  This could then be manually annotated with the speakers’ initials.  
Some corrections needed to be made as there were errors in the dialogue in places.  For example Derbyshire came out as “Dog Show”. However the bulk of the words were there so it made the process much quicker.
This free process speeded up the transcribing tremendously without taking away the authors ability to be close to the data.  Manual transcribing took on average one hour for every ten minutes of dialogue whereas using the YouTube sub titles route reduced this to for every ten minutes of dialogue took twenty minutes to check.
The detailed documentation of the process used is included in appendix 2.
[bookmark: _Toc520042030]3.7 Action Research.
The first stage of this research will be undertaken using Action Research methods.  This method is different from other traditional research methods as the author will investigate their own work (McNiff & Whitehead 2011). As the Deputy Leader of the Council, from 2015 to 2017, the author was fully immersed in the strategy making process of the council and unable to stand back and view from afar. This is one of the advantages of action research in that the researcher does not have to be a distant observer (Koshy 2005).  During the interviews and workshops various items have been changed due to the discussion with the author.
With action research it is easier to get to the truth than it is with one off interviews. You can see what really happens as opposed to what should happen.
The benefit of this type of research is that the access to the data is available.  In an organisation there is usually a “gate keeper” that controls the access to the data (Silverman 2010).  In this organisation it is the Chief Executive.  The author, in her role as the Deputy Leader, had a weekly meeting with the Chief Executive and thus had access to the data.
This access to data was a motivating reason to research on the authors’ organisation.  Silverman (2010) advises researchers to use their contacts rather than approach unknown people or organisations. However the downside of this is that there is so much information to hand and the skill of the researcher is to ensure the focus is narrow and not to become immersed in other aspects of the data (Silverman 2010).
The next stage of the research must incorporate other Local Councils and preferably to include one of a different political persuasion.  Access to this data will be interesting as the researcher will need to be clear on the intentions of the research and to assure that there are not any hidden political agendas (Drake & Heath 2011).
So what actually is Action Research? There are various definitions of Action Research and many of these stem from education and schools however McNiff and Whitehead (2011) believe that this is now useful and popular in business as well as education.
“Understand, evaluate then change in order to improve” (Bossey 1998 cited in Koshy 2005 p8). “A personal attempt at understanding while engaged in a process of improvement and reform” (Hopkins 2002 cited in Koshy 2005 p8). However this definition rings true for the author as when learning what the processes are it is very difficult to stand by and not offer suggestions for improvements. This brings us to Koshy’s own definition which is the “production of practical knowledge that is useful for people in everyday life” (Koshy 2005 p9).
Action research is different from other types of research as people investigate themselves and their own work (McNiff & Whitehead 2011).  Different questions are asked.  Rather than asking “Does this management style influence worker productivity” (McNiff & Whitehead 2011, p8) the researcher can reflect on themselves and ask what can I do to improve my team’s productivity?  Also by asking questions everyone around can learn as well.  The author asked a question in a Housing and Communities committee meeting, in February 2016, about the validity of the work programme.  This is a schedule that plans when various reports are brought before the committee. It would appear that this was the first time this question was asked as usually it went through “on the nod”.  This means that no one questioned it and perhaps no one understood it but did not like to ask.  After several discussions with the senior leaders a plan has been produced that is more meaningful and is understood and used by officers and members.  This is a very simple example of how not being afraid to ask questions can improve everyone’s understanding.
“Learn through action leading to personal or professional development”. (Koshy 2005 p3). Kemmis & McTaggart (as cited in Koshy 2005, p4) have developed the “Spiral of Reflective Spirals”. 
This is where you plan what you are going to do, do it and watch what happens.  Then reflect on what the outcomes were and start the planning process again.
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[bookmark: _Toc519426451]Figure 16 Spiral of reflective spirals (Koshy 2005, p4)
Elliott also uses a repetitive model (Elliott cited in (Koshy 2005).
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[bookmark: _Toc519426452]Figure 17 Elliott’s Action Research Model (Koshy 2005, p6)
Koshy (2005) advises not to follow the models to the letter as there may be opportunities that can be taken along the way that do not fit into the models. Thus the models are there to be used as a guide.
Action research is not just a one off task. All the models show the cyclical nature of the research. The fact the researcher is embedded within the organisation means they can disseminate any research findings as soon as they are discovered (Koshy 2005).
Koshy (2005) summarises the many definitions by identifying the key words
        “ 	Better understanding

	Improvement
	Reform
	Problem solving
	Step by step process
	Modification” (P9).

Whitehead 1989 (Cited in McNiff & Whitehead 2011) suggests a set of questions to structure the research project:
	“What is my concern?
	Why am I concerned?
	How do I show the situation as it is and as it develops?
	What can I do about it?
	What will I do about it?
	How do I test the validity of my claims to knowledge?
	How do I check my conclusions are fair and accurate?
	How do I modify my ideas and practices in light of the evaluation?” (p9).

Again a cycle of reflection is suggested with the stages of “Observe – Reflect – Act – Evaluate – Modify” (McNiff & Whitehead 2011, p9).  

However is this really research? Or is it just professional development.  Scholarly research is often held in high esteem.  Learned professors devise new plans and policies and these are felt to be intelligent research.  After all anyone can implement a plan.  This is often a view point held by university researchers and is controversial to those that are in the middle of an action research project.  (McNiff & Whitehead 2011).  

However is it easy to implement a plan?  If reflection takes place this is creating new knowledge but if no action is taken then nothing will change.  Einstein is often quoted as saying “The definition of madness is doing the same thing and expecting different outcomes”, although there is no evidence he did say this.  However the meaning is there that if things do not change then the results will not change either. The author has been in many situations where a plan is created but then not implemented so thus the plan becomes worthless.
Schon analysed the types of researchers.  He created the analogy found in the figure below.
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[bookmark: _Toc519426453]Figure 18  The Topology of Landscapes. (Schon cited in McNiff & Whitehead 2011, p19)
The Swampy Lowlands are the practitioners so Nurses, Shop Floor workers etc. They do not essentially create knowledge they just have a very practical approach to their work and can solve localised issues.  The High Ground is inhabited by the intellectual elites such as University Researchers.  Researchers that produce conceptual theories and ideologies.  They are distant and remote from the practitioners.  They do not speak the same language and struggle to understand each other.  Those in the high ground use difficult language on purpose to maintain their elite status. (Schon 1983 Cited in McNiff & Whitehead 2011).  This is historically what has happened within the authors own profession of accountancy.  Once all the language has been stripped back to basics the subject is more readily understood.  However today using Action Research methods the landscape has changed and is becoming a more levelled scene.  Practitioners are able to research and they can produce new knowledge. Those that previously were labelled as being on the higher ground realise how much they can learn if they work with the practitioners.(McNiff & Whitehead 2011).

Success of the action research will also depend on the researcher and how they are perceived. What characteristics does the researcher have and how do they behave? Are they malleable and can they be exploited? (Silverman 2010).  The author has trained as a management accountant and has been qualified for over 20 years.  This training supports an ethical approach.  The author is also a university lecturer and this supports an open and learning approach.  Being elected to the role of Deputy Leader also confirms that the members of the controlling group are also supportive of the author as a leader and an example to follow.  Finally being an elected member means that the author is able to talk to and reach all areas of the community and can communicate well at all levels.  One minute discussing the issue of devolution of power from Westminster and the next finding out why a dustbin was not emptied or a grass verge not cut.  This experience provides the author with skills to communicate with all levels of the organisation and to talk to all officers at all levels.   
All levels of staff within the organisation that are involved with the research need to be able to trust the researcher.  If this trust is there they will be willing to discuss the issues and be honest.  If they are suspicious then the researcher will have trouble making progress (Silverman 2010). The author will also have to be mindful of how staff view the position of power held.  In a local council the members are powerful and the leading members are even more so.  Therefore it is important to be involved with the meetings and participate to ensure that the author sees the real picture and not a snapshot of what the officers’ think they should do in front of the leadership team.  Over many meetings the author has developed a rapport with many officers where they feel comfortable to challenge and ask questions and to debate issues in front of the leadership team.  One reason for this could be that the author is engaging with the officers and working with them rather than arranging separate meetings to discuss the research which takes time away from their busy schedules. Silverman (2010) maintains that if you help people and understand their time constraints they will be more likely to assist you in your research.
At the same time what does the author do if they come across some unethical behaviour in the organisation?  Do they let it go or blow the whistle? Where the researcher is involved within the organisation they need to be critical and honest but they also need to continue to work together.  They need to “maintain allegiance to the organisation but at the same time be critical” (Drake & Heath 2011, p55).  This may not be such an issue as the author is part of the leadership team so is ultimately one of those responsible for how the organisation operates. 
At the end of the research project the people involved may want something in return. Often they want to see the results of the research (Silverman 2010).  This will happen during the cyclical nature of the action research method as feedback will be constantly given and actions taken to improve the process and results.
Data collection in an action research project is often more complicated than a set of interviews for example.  Often the data comes from informal meetings, a chance conversation in a corridor, a weekly briefing with the chief executive are a few examples.  These types of meetings are impossible to record so field notes must be taken.  Field notes mean that the information and data given are interpreted by the author.  There is no chance to go back to a transcript to evaluate if anything was missed or not. So it is vital that the notes are made in a timely fashion and are easy to understand (Silverman 2010).  The author constantly has a notepad which any snippets of information can be quickly noted so they are not lost. 
Silverman (2010) suggests that when obtaining data you must take into account:
“What you see,
What you hear,
How you are being treated,
How you are behaving” (P210).
This means that you can analyse the results later with the full context of the situation being noted.  
When looking into the next steps of the research the question asked is how many case studies are enough? If the theory is to prove that all swans are white then you only need one black swan to disprove it (Silverman 2010).
[bookmark: _Toc520042031]3.8 Bias
Bias can be defined as “the extent to which the researcher or researched may seek to influence the process of data collection, analysis and findings” (Longbottom & Lawson 2017, p15). How can the researcher guard against this? Bryman & Bell (2011) feel that is it not always possible to be value free and often researchers cannot “hold their values in check” (p29).  Researchers that start a project with no bias can develop sympathy and empathy during the process of the research. (Bryman & Bell 2011).  
Smith & Nobel (2014) list a selection of different types of research bias. Design Bias where the researcher has the potential to add their bias to the choice of research question and methodology. Participant bias so selecting the sample with certain experiences or skills may create a bias. Data collection bias can occur with leading questions in the interview process. Finally the analysis bias.  The researcher may be looking for views that support their hypothesis. Lawson & Potempski (in Longbottom & Lawson 2017) believe that all qualitative data is biased as it is individuals viewpoints.  The skill is to analyse the data objectively, “let the data tell the story” (Lawson & Potempski in Longbottom & Lawson 2017, p284).
One way around this is to tell the reader of the authors’ bias.  This can add gravitas to the authors point of view for example a feminist article being written by a woman (Bryman & Bell 2011).  Another way around is to create robustness and validity within the research as suggested by Miles & Huberman (cited in Longbottom & Lawson 2017).  
The author is an elected member of the first case study council and there is the potential for bias here.  It could occur in two ways.  Either bias for the council or bias against.  As the author is a member of the controlling group it could be assumed that the bias would be for the council.  Looking for positive slants to the interpretation of the data.  Longbottom (Longbottom & Lawson 2017) comments that this is an issue with case study research and can be difficult to solve especially as the case study is so specific and difficult to validate with other data.
To overcome any potential bias the author has chosen to research two further case studies to validate the findings from the action research of the first case study.  The author has no links to the two further councils and they are of two political parties.  The author knows of the leaders but does not know them personally.  The author is then an arms-length researcher.  The aim then is to check the data collected from the authors own council to see if the findings are valid.
With regards to the interviews completed full transcripts are taken rather than just field notes.  This means that the data can be analysed and picked through to ensure there is the least amount of bias.  Reflecting on a discussion after the date it was held can reveal new insights that can be missed if the interviewer is busy taking notes as well as listening.  Quoting from the transcripts and reporting the actual words from the interviewees will also help reduce the bias.
On a positive note the author understands how the council operates so can then go deeper for further information that perhaps an outside researcher would miss.  This links to Hancock et al’s “Depth Gauge” model of reaching the hard to get information in an organisation (in Longbottom & Lawson 2017).  The observation of reactions and actions to events over time.  Over a long period a consistency of behaviour appears and officers and members cannot be on their best behaviour for two years.  The true actions will be seen and this is the added value that an “insider” can bring to the research.
Overall the author is very aware of potential bias and will seek all opportunities to validate any findings with data from the organisation and from linking to the further case studies. 
With Action Research the information obtained can be cross checked with evidence such as reports and other documentation from the organisation.  The interviews are rigorous in that they are transcribed and recorded.
For the Case Studies there is consistency in the semi-structured interviews and again these are all transcribed as well as interpreted.  The use of documentation supports the rigour of the process to provide evidence to support the interviews.

[bookmark: _Toc520042032]3.9 Details of data collection
For the first case study the author is involved within the council thus the action research method was chosen.  During the period from May 2015 to April 2017 the author was a member of the senior leadership team and attended many meetings discussing the various strategic needs of the council.  During this time the author attended 69 meetings with the Chief Executive and 38 meetings with the directors and senior politicians from the controlling group.
	Number of meetings the author was involved in between May 2015 and April 2017

	 
	Meeting with Chief Executive
	Senior Leadership Team Meetings
	 
	Meeting with Chief Executive
	Senior Leadership Team Meetings

	May-15
	1
	1
	May-16
	2
	1

	Jun-15
	3
	3
	Jun-16
	2
	2

	Jul-15
	2
	1
	Jul-16
	3
	2

	Aug-15
	3
	1
	Aug-16
	2
	1

	Sep-15
	2
	2
	Sep-16
	4
	2

	Oct-15
	2
	1
	Oct-16
	3
	2

	Nov-15
	5
	2
	Nov-16
	4
	2

	Dec-15
	2
	0
	Dec-16
	3
	1

	Jan-16
	4
	2
	Jan-17
	4
	2

	Feb-16
	3
	2
	Feb-17
	2
	1

	Mar-16
	3
	2
	Mar-17
	4
	2

	Apr-16
	4
	2
	Apr-17
	2
	1

	 
	34
	19
	 
	35
	19

	
	
	
	
	
	

	Total over the two years
	
	
	
	

	
	69
	38
	
	
	

	
	
	
	
	
	


[bookmark: _Toc519426454]Figure 19  Number of meetings for author at sddc.
The author was also present for a focus group and has held many meetings with the communications officers that had the task of writing up the corporate plan.
For the second case study nine semi structured interviews were completed.  For the third case study eight semi structured interviews were completed.  Each interview has a recording and a transcript.  Follow up information has also been obtained via emails to all three councils.
[bookmark: _Toc520042033]3.10 Summary
This research is interpretive and inductive.  Mixed methods have been used. Action research with informal and formal meetings have been used for case study one and for all the case studies recorded semi structured interviews have been used.  
The limitation of case study research “lies in its micro approach but this is also its strength” (Jääskeläinen & Laihonen 2014, p361). A framework of suggestions is gathered from the detail within the case studies and is created to offer a generalisation to other councils of a similar size and nature.
“The rich detail provided and examined by case studies increases the likelihood of generating novel theory and creative insights” (Cooper & Morgan 2008).  Case study research provides details that a large quantitative summary cannot.    It also provides information that can be practically applied to the organisations that have been involved in the research.
The research starts with the idea that an impact, on the way local government authorities approach their performance measurement, can be made. The literature review has revealed six themes and from these themes indicative research questions were composed.  These questions were then taken into the action research of the first case study.  Over the two years of the study these themes have been reviewed and discussed and analysed.  An addition to the strategy theme was added which is specifically relevant to local authorities and that is the Corporate Plan.  This is the terminology that local government use for what is effectively their version of the balanced scorecard.  The study covers the design and implementation period of the corporate plan for the first case study.  This adds to the literature and thus it is then time to test these themes in further local authorities.  Two more district councils are approached and various officers are interviewed.  The interviews are based around the indicative research questions.  The data is then gathered together and analysed across the themes.  This is then reduced into key points across the themes and case studies.  An analysis and conclusion is then made bringing all the learning and insights together.  Finally a framework is offered to clarify the steps that are needed to ensure that the local authorities deliver what their stakeholders want.
So the literature has been analysed, the themes have been set and the indicative research questions are ready for action.  The research will now continue into the first case study and the action research.

[bookmark: _Toc394526064][bookmark: _Toc520042034]
Chapter 4 – Case Study One: South Derbyshire District Council.
[bookmark: _Toc520042035]4.1 The “Council”
The council, that this action research takes place in, is South Derbyshire District Council (SDDC).  It is one of eight district and borough councils within the county of Derbyshire.
South Derbyshire has an urban area centred round the town of Swadlincote.  This is an ex mining and pottery manufacturing town.  The rest of the district is fairly rural with many villages covering approximately 340 square kilometres with an estimated population of 98,000 people (SDDC 2016c). 
SDDC was 40 years old in 2014 and was created after the amalgamation of several rural councils and an urban council.  A few years after it was created came the demise of the collieries which was a significant employer in the area.  But then came a large car manufacturer to again become a large employer in the area.  
The economy benefits from very low unemployment 0.7% recorded in September 2017 which is the second lowest in Derbyshire and way below the national average of 1.9% (DCC 2017).  However using a different source unemployment is at 2.7% (Nomis 2017). However it is still very low and lower than the surrounding areas. There are approximately 3600 businesses within the district and many of these are micro businesses however there are some large organisations as well such as Toyota, JCB, Bison and Nestle.
Tourism is also growing in South Derbyshire at a faster rate than the rest of the East Midlands.  The National Forest is providing a new tourist destination.  South Derbyshire has a thriving tourist information centre that is run in partnership with Sharpe’s Pottery Heritage and Arts Trust (SDDC 2016c).
The area where SDDC is situated has one of the fastest growing populations in the UK. The population has grown by 16% from 2001 to 2012. 97% of the population are born inside the UK and 94% of the total being white British (2012 Census).  Only 0.3% of the potential working population were taking Job Seekers Allowance in November 2016 and the percentage of all people claiming benefits, including disability etc. in November 2016, is only 5.7% which is lower than the rest of the East Midlands at 8% and the UK at 8.4%. This indicates that the demographics are not skewing towards those taking benefits and that more people are in work than in the rest of the country (Nomis 2017). However the old age population is growing and this does become an issue for areas such as housing to make sure the council is catering correctly for their needs.
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[bookmark: _Toc519426455]Figure 20 Map of the District of South Derbyshire (SDDC 2016f)
The map above is the map of the District and the green area at the top right hand side is the ward that the author represents.
As the district is growing the local plan shows that there is the need to build 12,600 houses by 2028 (SDDC 2016c). This becomes tricky when many people have moved to the district to live in a rural area that does not have many houses.
The financial position that the council is in is strong at the moment with a surplus planned for 2016/7 and 2017/18.  However after that the Revenue Support Grant falls away and a deficit is forecast. This means that SDDC has to save over £1.5m over the next five years.  This is a common theme across most authorities (SDDC 2016c). The government recommends that for a council the size of SDDC that a reserve of £1million is kept.  If the reserves start to fall significantly below this then the audit commission would become interested.  If this were the case a team of trouble-shooters would come in and assess the capabilities of the leadership team and either guide them to improvements or recommend that they are replaced (Murphy 2013).
SDDC employs around 360 people however many services were contracted out to a third party. SDDC had a seven year contract that saved the council several millions of pounds when it was first set up (SDDC 2016c).  The council has recently taken these services back in house in 2017.  At the time of writing there appears to have been a smooth transition.
SDDC is focussing on a “channel shift” from face to face operations to self service and on line transactions (SDDC 2016a p31).  This is working well with more people using these facilities which means less queuing at the counters. This also means that the costs are reduced thus helping the council to maintain its services whilst cutting the costs.  There are still some customers that prefer the face to face contact and this is still available.
The Figure below shows the annual summary of the accounts.  The Finance Director and Section 151 officer comments that the “118 page statement of accounts is not read and is no longer printed”.  A more user friendly Annual Report is produced for the people of the area.(SDDC 2016a). 
One of the ways the council manages to “make South Derbyshire a better place to live, work and visit” (SDDC 2016a p5) is to work in partnership with commercial, voluntary and other government agencies across the district.  There are many examples where the achievements have far outweighed the achievements that the council could have made on their own.  For example Sainsbury’s supermarket has invested £1million in Swadlincote for it’s “Waste Less Save More” initiative and hopes to reduce food waste by 50 per cent in the area (SDDC 2016a p17).
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[bookmark: _Toc519426456]Figure 21 summary of Accounts for SDDC 2015-2016 (SDDC 2016a p18)
[bookmark: _Toc520042036]4.2 Governance of the “Council”
South Derbyshire District Council is one part of a two tier local government system in Derbyshire.  Some services are provided by the district councils and other services are provided by Derbyshire County Council. District councils were deemed to be too small to cope with certain areas of local government services such as education, social services, etc.  The districts were left with the areas of housing, recreation, environment, economic development and planning (Leach 2009). 
The council has statutory tasks to complete which are dictated by acts of parliament and also they have discretionary tasks which the council can choose to complete or not (SDDC 2016d).
The Council is a fourth option council which means they are operated via a committee basis.  This is an option for smaller councils that do not want a Mayor or a cabinet system.  There are 36 elected members and at present the political split is 24 Conservative Councillors and 12 Labour Councillors (SDDC 2016d). 
The committees are shown below.
	Committee
	Policy or Regulation?
	Frequency of meetings

	Full Council
	Policy
	Every 6 weeks

	Finance & Management
	Policy
	Every 6 weeks

	Housing & Community Services
	Policy
	Every 6 weeks

	Environment & Development
	Policy
	Every 6 weeks

	Overview & Scrutiny
	
	Every 6 weeks

	Planning
	Regulatory
	Every 3 weeks

	Licensing & Appeals
	Regulatory
	As & when required.

	Audit
	
	Every 6 weeks

	Standards
	
	As needed.



Within the controlling group a Leader and a Deputy Leader are chosen. This is completed via a vote of the councillors within the controlling group.  The author has been the Deputy Leader for two years 2015 - 2017.  The senior leadership team of the controlling group consists of the Leader, Deputy Leader and Chief Whip who are all elected plus the Chairs of the Policy committees which are Finance and Management, Housing & Community and Environment & Development, who are chosen by the Leader. A total of six politicians.  The politicians then meet with the Chief Executive and the Directors on a regular basis.
The role of the Deputy Leader consists of:
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[bookmark: _Toc519426457]Figure 22 Role of the Deputy Leader (SDDC 2016e p9-10)
[bookmark: _Toc520042037][bookmark: _Toc394526066]4.3 Culture
From the previous chapters it is suggested that the general public have a poor view of “councils” and they have a reputation of being bureaucratic and ineffective (van Helden 2005). The culture of SDDC has changed over the time of this study.  The culture at the beginning of the time period studied was not as entrenched as other councils but there was still the feeling of a local authority.  A job for life was the paradigm which was taken for granted and there were several levels of management which created the bureaucracy typically associated with a council (Johnson et al. 2011). Handy (1993) characterises culture into four views.  The role culture would support a bureaucratic organisation such as a local council however there are also elements of the power culture as SDDC has a very experienced and proactive CEO. 
 A huge change occurred when the decision was made to outsource several functions to a third party commercial supplier.  Initially SDDC looked to partner another neighbouring council but this failed to materialise.  The senior officers of SDDC could foresee the savings that needed to be made and thus embarked on a commercial arrangement. 
Anecdotal evidence from senior officers commented on how they underestimated the difference in the two cultures.  Some staff that could not cope with the change subsequently left the organisation.  In addition to this new partnership the senior management team underwent a restructure and reduced in number.  The aim was to reduce the levels of management to make the savings needed in order to keep the services to the customer as high quality as before.  Approximately four years ago the central government cut the funding by 28% and SDDC needed to save £2.3m.  The CEO saved £1.6m by flattening out the senior management structure and ensuring that all directors are operational including the CEO.  For the CEO the key to successful performance is clear goals and having the right people in place.
In 2016 it is a much leaner team that are taking forward the vision of the council than it was in 2009.  The power is still with the senior officer team and the members but now there is another control in place.  A constant check from the third party to see if there are any more savings to be made.  Comments from the senior team are that they like this as it keeps the staff on their toes and able to adapt more easily.  The change from the original culture to the more commercial style culture was managed in a directional way with the leaders deciding on the change of the strategy and then implementing it.  This enabled the change to happen quickly (Knight & Baranova 2012).  SDDC have now reversed this and have taken the staff from the 3rd party back in house in early 2017.  This was again due to cost management and the need to have the flexibility within the costs and not a one large lump sum contract.
[bookmark: _Toc520042038]4.4 Process for Performance Measurement for SDDC
The controlling group write an election manifesto to say what they want to do if elected and what they want to achieve. When they are confirmed as the controlling group after the election the officers at the council look at this manifesto and convert it to a strategy. This is often challenging as the manifesto is usually vague and will not commit to achieving anything specific.
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[bookmark: _Toc519426458]Figure 23 The South Derbyshire Conservatives Manifesto for the May 2015 Elections (SDCA 2015). 
As you can see this is more of a press and publicity statement rather than a clear vision for an organisation. Not a lot of time was put into creating this manifesto and this causes issues when trying to implement it as there is no clear vision of what the conservative group want to achieve.
At a country level each time a government is elected they put forward their strategy of what they want to achieve over their term of office.  This vision is then disseminated down through the unitary, county, districts, boroughs, towns and finally to parish council level. This is what is known as the “Golden thread” (Michelli et al. 2007).
The strategy, of the council, will be determined by the Leader of the Council in conjunction with the Chief Executive Officer (CEO).  The officers are the consistent part of the council and will have the history and in depth knowledge of the organisation whereas the members can potentially change on a regular basis.
The council produces a corporate plan for a three to four year period. Usually this will coincide with a term of office for a political party. It is prudent to try to keep in line with the controlling group as making decisions on the eve of an election may not prove to be in the organisations best interests if the controlling party changes and the new regime rescinds all recent agreements. 
After each election the corporate plan is refreshed.  With the continuation of a controlling group there may not be many changes however if the power does change parties then changes could happen as the new party wants to put their stamp on the strategy.
Working groups were set up with members and officers to discuss the strategy and to agree it.  All members were invited and only one member of the opposition attended all the meetings until the final wash up session.
This year very extensive discussions were held. The first meeting with the members gave the evidence base for what had happened over the last corporate plan term.  As Deputy Leader the author challenged the process of this meeting as members did not get the chance to input anything until about 90 minutes into a two hour meeting. The format of subsequent meetings were changed and information was circulated beforehand to ensure everyone knew all the background before the workshop.
The members discussed the four current strategies.  The author was concerned with having Value for Money as a separate strategy and suggested that this theme should run throughout everything the council does. 
The timeline of the meetings for the corporate plan are listed below. The four initial workshops were held in the “committee room” which is a room with a large table that everyone can sit around and see each other.  This leads to an inclusive style of meeting with everyone having an equal voice.  The “Wash Up” session was held because members of the opposition had complained that they were unable to attend the original meetings.  This was held in the Council Chamber.  The chamber is a semi-circle with members on one side and officers on the other.  The political groups are also split with the controlling group on one side and the opposition on the other.  It does not encourage informal discussions as it is a very formal setting. However by this time the main focus of the corporate plan had been agreed and this was more of a catch up for members who had missed the other workshops.
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[bookmark: _Toc519426459]Figure 24 South Derbyshire District Council Chamber (SDDC 2016h)
Timeline of the Corporate Plan
	2011-2015
	 A Corporate plan exists that was predominantly designed in 2007/8 and revised in 2011.

	Pre May 2015
	South Derbyshire Conservatives launch their manifesto for the May 2015 local elections.

	7th May 2015
	Election. New team of members are elected.  24 Conservatives, 12 Labour. Out of the 36 councillors 11 are new councillors.

	12th October 2015
	Corporate Plan Workshop – Sustainable Growth & Opportunity

	19th October 2015
	Corporate Plan Workshop – Value for Money

	26th October 2015
	Corporate Plan Workshop – Safe & Secure

	28th October 2015
	Corporate Plan Workshop – Lifestyle Choices

	14th December 2015
	Corporate Plan Workshop – Wash up session.

	11th February 2016
	Meeting with Communications team regarding the Action Plan.

	17th March 2016
	Corporate Plan presented to the Finance & Management Committee.

	4th April 2016
	Meeting with the communications team to discuss the Performance Management Framework,

	7th April 2016
	Corporate Plan presented to Full Council.

	11th April 2016

	Meeting with the communications team to discuss the Performance Management Framework,

	28th April 2016
	Performance Measurement Framework presented to Full Council.

	2nd November 2016
	Focus Group.


	11th January 2017
	Corporate Plan Refresh session for members. (14 out of 36 members attended).

	18th May 2017
	Refreshed Corporate Plan presented to Full Council.

	27th June 2017
	Interview with a Head of Service

	11th July 2017
	Interview with the CEO



[bookmark: _Toc519426460]Figure 25 Timeline of the Corporate Plan
Officers then create a Corporate Plan – this is a glossy document containing the strategy. This is then announced and released to the public and is available on the website.  An Action Plan is then created which details key objectives within each area of strategy. Service plans are created from this and targets are fed down to middle managers via personnel development reviews.
In 2016 the corporate plan changed visually as the Venn diagram was incorporated into the design.  The author had draft a version of this that was in boxes with the over- arching theme of the outcomes and value for money.  However the author quickly agreed that a director’s view with the softer circles was a much better approach and the workshop attendees were all happy to accept this.  This visual picture of the circles has now been utilised for all corporate documents either via a watermark within the body of the document or in a heading or footer.
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[bookmark: _Toc519426461]Figure 26 South Derbyshire District Council Corporate Plan Diagram (SDDC 2016i) 
Performance reports based on the service plans are reported on a quarterly basis to the relevant committee.  EG Waste Collection would report to Environment and Development.  All reports are approved by the Finance & Management Committee as well.
This year the officers are all meeting to discuss the results across the teams. “This is the first time we have operated a physical performance board where the managers will meet together to discuss the results.  In the past this has always been a paper exercise” (CEO 28th April 2016 Full Council). Here managers are trying to understand the performance of the whole council and not just their areas.
The communication of the corporate plan has involved many members and officers.  Now the first draft of the plan is complete the chairs of the committees and the directors and senior managers are pushing the plan and the measurements so everyone understands the objectives and direction of travel.  Plus they all understand how their role fits into the overall picture.
Objectives have been colour coded (and assigned shapes to aid identification) for strategic, management and tactical levels.  Posters have been put up all over the buildings to remind everyone of the focus.  This will hopefully engage everyone as they can see where they fit in. This is the theory but we will see later in the case study that this does not always happen.
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[bookmark: _Toc519426462]Figure 27 presentation delivered to members on the 11th January 2017 at SDDC. 
It is important that the correct measures are undertaken.  There is no point measuring just to measure. The “so what?” question must always be asked.  What will you do as a result of this measurement? (Bourne & Bourne 2002).
SDDC have openly involved all members and many officers in the process of reviewing the current plan and moving it forwards.  The timing of this has been important as well.  In May 2015 several new members became elected and were new to the team.  These members needed to take time to understand what the council is all about before trying to decide on the strategic direction.  The workshops commenced six months after the election and had a large take up from members.  Creating the right environment for the organisation to have these discussions is vital (Bourne & Bourne 2002).
This plan is then supported by the medium term financial plan where the money is allocated to support the themes. The corporate plan drives everything.  According to a senior member “if it is in the plan then the funding is allocated.  If a project is not in the plan then it will not happen”. 
The corporate plan targets have been refreshed and presented to the annual council on the 18th May 2017. The disappointing aspect of this is that on the consultation process for the agreement of the measures only two members responded.  The author and the Chairman of the Finance and Management Committee.  Both professionally qualified accountants.  No one else made any comments.  This is perhaps because the members think it is a document that has been completed and that it is a once every four years exercise. Or is it that the members do not really understand the corporate plan so do not feel able to comment or challenge.  They are happy to leave it to one or two members that they feel “know what they are doing”.  On the other hand it could just be complete apathy that members are not really bothered and will rely on the officers to deliver a plan and do their job without needing member input.  


[bookmark: _Toc520042039]
4.5 Action Research Learning Process
It all began in 2006 when the author uttered the words “I could do better than that” when the local district councillor fell asleep in the parish council meeting where the author was the chairman. Subsequently the author was elected to the council of South Derbyshire in May 2007. 
The Conservative group took the control from the Labour group who had been in continuous power for 33 years.  For each meeting a motorcycle courier would come and deliver the documents that needed to be read.  The envelopes were thick and they were far too large to fit through the letterbox.  All these papers had to be read, digested and then questions asked.  This was too much for the average person to comprehend and it resulted in many members not reading the papers. This is what propelled the author to investigate whether there could be improvements made to this process (McNiff & Whitehead 2010).
When the author was re-elected in 2015 the author wanted to see if there was a better way to manage the decision making process.  Having worked as an accountant in various industries the decision making processes were much faster with less paperwork than in the public sector.  In the private sector a managing director would expect a one page summary to cover all the key points needed to make a decision.  Would a commercial director read a 200 page document every week for a meeting? The author also checked their understanding by discussing the open papers (those which are on the website and the general public have access to them) with other colleagues.  Colleagues at the University and from private sector businesses agreed the volume of paperwork was too high to be consistently read and understood by all members.
The author wanted to make a difference and to improve the processes to make it easier for members and to also make more informed decisions.
McNiff & Whitehead (2010 p288) ask “How did the author gather data to show what the situation was like at the time?” Having been re-elected in May 2015 the author gathered information internally from previous corporate plans and service plans.  Previous experience from the council was reflected on.  The council had moved to being “paperlite” with having all documents available to download to an iPad.  Paperless was not an option as too many people still felt the need for some paper, including the CEO.  However agenda’s and meeting papers seem to increase in size. The objective of saving paper had gone and thus the file sizes increased and officers added everything in “Just in case”.  This can also have the effect of hiding any key messages.
Access to all the information was not a problem as it is all available internally and most is on the website and in the public domain.  Having good relationships with officers has made this easier though as they have provided information to the author rather than the author having to forage for it.
So the author has gained access to the information but then McNiff & Whitehead (2010, p229) ask “What did the author think they could do about it?”  Returning to the back benches of the political group would achieve very little so in order to make changes the author would need a seat at the top leadership table. Once in a position of influence then challenges could be made to improve the process.
The authors ward seat is in a fairly safe area, politically.  A reasonable amount of pre-election campaigning returned all three conservative councillors to the Aston ward. However this would only bring the author into the back benches and not to the leadership team.  The next step was to convince the group that the author should be the Deputy Leader.  Fortunately, and after a weekend of lobbying, the majority of the group agreed and the author was elected as the Deputy Leader.  This gave the author weekly access to the CEO and other senior officers.  This has put the author in a position of influence.  As the workshops progressed the author has gained respect from the officers by the level of questions asked.  This was evidenced by the comments from both the CEO and the Chair of the Finance and Management Committee,
“The Chairman paid tribute to the members who had assisted officers with its implementation, in particular Councillor Mrs Coyle” (SDDC 2016f, p2).
The Corporate Plan is the vision for the council.  It is updated every four or five years.  The last major change was in 2007 with the change of political power.  This plan was then tweaked but in October 2015 workshops were organised to review the plan and to see if the themes and objectives were still valid.  The author met with the communications team to structure the member’s workshops to gain the maximum output.  An interesting observation comes here at the start with the communications team driving the plan.  Quite often it is the finance team that takes the lead because the majority of the controls and performance measures are financial (Nath & Sharma 2014).  The workshops were well attended and many members contributed to the discussion.  At the same time discussions between the author and the senior officers took place to review the outcomes of the workshops.
From the process of the research “What did the author learn?” (McNiff & Whitehead 2010, p229). The collective view of the members coupled with a constructive discussion brought out several key themes.  The main point the author wanted to put across to the members was that the value for money theme should not be a theme on its own but should be part of everything everyone does at the council.  This was discussed and agreed. The Chief Executive has since stated that this has been the best plan the council has ever had.  The author believes this is because the workshop environment was open and welcoming for all to speak.  The ideas and values of all members attending were noted and this improved the content of the plan.
The author has learnt that although the workshops were good and made good progress they could have been better if they were more focussed.  More time was needed to really understand what the group wants to achieve and also how will this happen and what areas does the group want to measure and monitor.  However this is hard to do at the first stage of a project.  The reflective process has meant that each time we learn more and can add to the critical evaluation of the discussion.  It is hard to get there without taking those initial steps.
The process of completing an action research project is that the author is in the organisation and can make changes so “How can the author evaluate the quality of their influence in other people’s learning?”(McNiff & Whitehead 2010, p229). Due to the authors interest in this topic area the author drove the members’ interest and encouraged many members to take part.  Encouraging members to speak up and make sure their voice is listened to and views taken into account.  This is possibly due to the authors experience as an educator but also the natural leadership style of inclusion.  Several members have commented that they feel more comfortable about speaking out in a group.  
Another issue is with the members recognising the efforts of the officers.  All too often an officer will spend time writing a report for a committee meeting and no one asks any questions at the end of the presentation.  Some officers heave a sigh of relief that they have not had to respond to questions and others feel demotivated that members have not wanted to challenge them as this appears as disinterest.  Involving the members in this process has motivated officers to engage with the process as well.
There is a continual process of learning.  Even with the final action plan coming to committees in August 2016 the author is still challenging the content.  The plan is a living document so it can change.  Reviewing the reports with the communications manager in August 2016 has hi-lighted the facts that there are many gaps in the data.  Other members have noted things such as spelling errors or missing numbers in a sequence.  The author is still asking about what measurements are missing.  Taking time to read the documents and reflect on whether they link to the objectives or not and not just ticking the box to say the plan is now complete for another five years.
McNiff & Whitehead (2010, p229) are keen to see “How has this project extended the author as a professional?” The author has learnt from the approach of the communications team as opposed to a traditional financial approach.  The project has made the author really think about the linkages of the strategy and vision to the measurements.  Also the author has a keen interest in this particular area but what about other members? Working with the communications team to produce a “successes” page so members can look at one page to summarise what is great about the committee they sit on.  Members often “zone out” from the lists of financial figures and results.  Producing a colourful simple guide is a starting point for them to engage in the process easily.  This has given the author practical experience of the plan for this authority and has developed the understanding of the authority which will be vital for the leadership role.
The next step is to communicate to the members that they now have some easy measures to read and understand.  Plus these measures are based on the priorities that the members were involved in choosing during the workshops. Research shows that people who are involved in the development of the measurements are more likely to engage with them (Drury 2015).
Also the author has been openly engaging with the officers by taking an interest in their work, challenging some assumptions and measures but also congratulating the officers on their good work and positive attitudes.  This attitude from members is now progressing to other chairs of committees as a best practice.  The ad hoc feedback from officers is that they are appreciating the interest shown in their work and it also creates more robust pieces of work.
The communications team have sent out a survey to see how well the staff have understood the process.  These results are interesting but only a small percentage of staff replied.  The author has followed this up and by observing a focus group in November 2016 which is detailed below.  
Completing the action learning review has pointed out the value this project has had on the authors understanding of the organisation.  Taking time to analyse the data has meant a greater understanding with more challenges made to improve the final version.  It has also set an example for others to take time to read in more depth and not just accept the officers’ first draft.
[bookmark: _Toc520042040]4.6 Focus Group
On the 2nd November 2016 the author attended the first focus group that was purely for the Corporate Plan.
Twelve officers attended and they were from a range of levels and areas as follows:
Modern apprentices, planning & conservation, economic development, sport, grounds maintenance, housing, environmental health, business improvement and community support.  There were eight females to four males which is not quite a true representation of the demographics of the council officers as it is about equal male and female.
The CEO ran an icebreaker quiz about the council and the district to show that not everyone knows everything but we all know something.  The mood of the group was very buoyant.  The author introduced herself as a member and also as a research student.  The group were happy to have the author present and were very vocal in their discussions so they did not hold back anything.  This is very positive as the presence of the Deputy Leader may have made people feel worried about what they said.  However the mood was such that they were pleased a member was also taking time out to attend this group and learn more about the officers and their work. This was also fed back to the communications manager after the event where the feedback was the staff “liked to hear the member point of view”.
The group was facilitated by two officers of the communications team and they had invited everyone and had told them the topic of the focus group.  The first responses were interesting as the group was asked to define the corporate plan.
“Never seen it”, 
“Don’t know what it is”, 
“Vision and aims of the council”, 
“Vision, aims, directions and outcomes”
“Future”
“Direction”
“Blue print of what we do”
“Don’t know”
“Don’t know”
“People, place, progress and outcomes”
“What, how, why we do what we do”
“Aims of council moving forwards”
So a real mixed response.  Some of the people that said “don’t know” were new to the organisation however some had been there for some time and still didn’t know.  So some people, even though they knew the subject of the group, had not taken time to find out what the corporate plan was.
The actual definition designed by the council is:
“The Corporate Plan sets out the way in which South Derbyshire District Council intends to develop and further improve its services between 2016 and 2021. 
Working in conjunction with other Council plans and policies, and those of our partners, it plays an important role in ensuring that our strategic objectives are achieved for the people of South Derbyshire.”(SDDC 2016g).
The vision of the council is “Making South Derbyshire a better place to live, work and visit” (SDDC 2016g).  The CEO made it clear that there are no politics in the core activities of the council.  As the control has shifted from the Labour group to the Conservative group the core activities have remained the same. The CEO has been an officer of the council for over 40 years so has the experience to be able to make these comments.
The focus group were then asked about the values of the council and the responses were:
“Honesty”
“Quality”
“Integrity”
“Openness”
The corporate plan states the values are:
[image: ]
[bookmark: _Toc519426463]Figure 28 The corporate plan values (SDDC 2016d, p5) 
The values the focus group identified are relevant and underpin the values above.  The values in the corporate plan are more specific so unless the group had read the plan it would be difficult to match them exactly.
The CEO then gave the focus group members an analogy to help understand the goals of the council.  
“The elected members take money from everyone in the district via the council tax.  They take it on a promise to spend it well.  If an individual were to go to the shops they could spend their money on whatever they wanted.  For the council it is a promise to spend money on behalf of residents.  We (the council) then have an obligation to deliver.  We need to ensure we know what we are doing.  It is important to understand what people want.  We are constantly looking for improvements. 
If you buy a cinema ticket you have a view of what the film is about and you take a risk hoping that you will like it.  People move to South Derbyshire expecting to live in a decent place that is predominantly rural.  The members are closer to the people and the people put their trust in the members to deliver on their promises.  The members employ people and spend money to deliver this.  There are approximately 98,000 people in South Derbyshire and they need to be satisfied with the services provided.
This corporate plan has had more interaction with members and officers than any other plan.  We need to be clear about what we are setting out to do.  We can write the words but then the staff need to deliver it.  Members will hear about it. We are all visible in providing services.  We need to be relevant. We need trainees to tell us what the youth of today want. We need to convince businesses to invest in South Derbyshire like Toyota did.  The corporate message needs to get out to the people of the district and we need to deliver our vision.  We are doing it FOR the people and not TO the people” (CEO of South Derbyshire District Council, Focus Group, 02/11/16).
The focus group enjoyed listening to the CEO and several people asked if he could do a podcast to get this message out to everyone.  Also it was suggested this content should be included in induction meetings for new staff.   The CEO took these comments on board but also pushed back and asked the officers to spread the word as well. 
The focus group were then asked to identify three projects that they had worked on and identify which area of the corporate plan these fitted into.  This proved quite tricky as many of the projects could fit into more than one area.  This is supported by the literature as most authors of the balanced scorecard believe that there are many crossovers and targets could be placed in several areas.
So the key question for the focus group is “do staff really understand the corporate plan”?  The feedback and discussions gave a varied response.  One person had a very proactive manager that photocopied the aims of the corporate plan and highlighted the ones which that team covered.  However this was very much a one off.  The general feedback was that unit managers did not feel the need to tell staff about the corporate plan, “you don’t need to know this, just do your day job” was a quote frequently used by the staff in the focus group.  Staff felt their managers would not tell them and told them it was not relevant to their role.  Obviously this is a complete contrast to what the directors are saying.
Staff based on a different site felt they were left out and knew nothing of what the rest of the organisation was doing.  The previous director held regular briefings the current one does not.  Staff were saying they wanted to know but then in contrast they said they only needed to know where they fitted into the corporate plan.  What did it mean for them? So here we have conflicting views from the same staff.  Yes they did want to know about others but really the “what was in it for them” attitude took over.  
One officer suggested a plan similar to the corporate plan for each area.  This is a view supported by the literature that indicates the balanced scorecards are devolved in the organisation in order to become relevant to lower levels (Kaplan & Norton 1996).
However there are some staff that like to come into work and do their job and go home again without really thinking about the bigger picture.  The key for these people is that their supervisors have interpreted the corporate plan and set their work targets in line with the plan.
This is where the discussion, again, became interesting as one officer could not see how the outcomes and targets had been decided on.  What she did, did not fit into the targets at all and they appeared to be out dated. So how were the measures chosen? A key question for this research.
Also the group felt that the document was “boring” and “couldn’t something be put on you-tube?  Is this the way forward? Communicating by television?  Managers have told their teams to “go away and read the corporate plan” but no one wants to do this.  Only one member of the focus group has read the plan and this was because they needed it in their job.  The mantra of the organisation is to “do more with less” and the officers interpret this as finding things to cut out of their daily work and the reading of dull documents fits this perfectly. 
All around the building are posters with the corporate plans three circles Venn diagram.  Asked what the group felt about these and the feedback was “they are like wallpaper, no one notices them or reads them”.  Even the relatively new people did not feel they were useful as they had not read them. 
Another comment was made regarding the strategies that the council follows.  For example there is a housing strategy, an asset management strategy, a volunteering strategy, a sustainable community strategy and the list is endless.  If an individual is using one of these strategies for their role then what use is the corporate plan?  Ideally the corporate plan should have been written first and then the strategies follow but this is not the case as many of the strategies were in place before the corporate plan was reviewed.  In theory all the strategies should have been incorporated into the plan or the strategy dropped. The officers have assumed that the strategies are valid as they have been “approved by the committees, so they must be right”. No one felt the need to investigate this further and just carried on with their jobs.  This along with managerial feedback of “just do your job” and “you don’t need to know” has reinforced this view.
So the communication of the plan seems to struggle after the directors and immediate managers.  This appears to be a disjointed process with different standards across different teams.  How can this be improved? How do you make it relevant and interesting?  How many members of staff were involved in the creation of the corporate plan? Does a one size fits all work for the communication of the council’s vision and strategy? The focus groups shows that it cannot.  There are many members of staff that are out and about every day and do not have access to emails or the intranet.  These staff within the focus group commented that face to face briefings work better for them and also hard copies of documents put in their pigeon holes.  The council has adopted a “paperlite” strategy where everything is communicated via emails rather than printed copies.  However if you do not regularly check your emails you could miss out.  The staff magazine has been moved to the intranet with one hard copy going to the outdoor based team for their noticeboard.  It is understandable that they do not read it as much as they did when they each individually received a copy.  This is something that can easily be resolved now that the issue is known. 
One of the ways the vision of the council can be filtered through to everyone is within their personal appraisals.  This has to start from the top, from the CEO and the other directors and flow down to each person.  This is easy in theory but very clear it is not happening from the focus group feedback.  The feedback from the majority of the group that they do not know where they fit into the overall vision and strategy of the council is concerning but not unexpected.  Now the issue is can this information dissemination commence now it is known that there is an issue.  Subsequent focus groups have been mentioned to check this, however at the time of writing nearly a year after this focus group they have still not materialised.
The overall feeling of the focus group was that of energy and enjoyment of working at the council.  Potential to see where they fit in and to know more about the rest of the council came across which was a positive finding.  The next steps are for the council to develop an action plan to see where improvements can be made.  
For the research the key comment was “Where have the measures come from?”  The senior management team have chosen these measures but they are not appearing relevant to staff further down the hierarchy.
[bookmark: _Toc520042041]4.7 Staff Survey
Many managers complete staff satisfaction surveys because they “have to” and not because they have the wellbeing of their staff in mind. Lawrence et al. (2008 p18) suggest that “even though some companies know roughly what is going on research is the catalyst to take action”. 
Staff will participate more if they think it is an ongoing research project and that there will be some outcomes and improvements.  If they feel it is a one off tick box exercise then many staff will not engage. The diagram below shows some of the signs that all is not well with the staff.  If employees are dissatisfied this will influence how they work and how they treat other people.  The negativity will spread (Lawrence et al. 2008).
There appears to be a mismatch with what the management thinks and what the staff think in terms of the performance measurements of the council.  
Content removed for copyright reasons.






[bookmark: _Toc519426464]Figure 29 Signals in the Organisation (Lawrence et al. 2008, p18)
In June 2016 the communications team carried out a survey on the internal communications of the council.  However only 50 office based staff answered the survey.  It could be argued that the results should be great for the communications team as the people that answered the survey were the office based staff who have emails and use of the internet on a daily basis and not the staff that work off site on grounds maintenance or bin collections.  The survey also did not go to the staff employed by the 3rd party outsourcer as they have their own procedures for collecting feedback. The Communications manager expected a “mixed set of results” which is interesting as there was not a feel for how the staff would respond.
When asked what is the vision of the council 50% of respondents skipped this question so it would appear that this is too hard to write down quickly or respondents did not know. Only 18 out of 50 respondents knew the strapline of “Make South Derbyshire a better place to work, live and visit” (SDDC 2016e, p17). The rest that responded said they were unsure or didn’t know.  
When asked if staff felt informed about the corporate plan over 70% felt they were informed but then 56% of staff felt they do not understand the aims and role of the corporate plan and 12 staff skipped the question.  So although staff are aware of the plan the majority do not understand it. 
Some of the comments that were made included:
	“make it easier to understand for staff and give real live examples to translate 	it better” (SDDC 2016e, p20).
This supports the view that the corporate plan should include statutory measures and aims as well as aspirational ones so that staff can see where they fit into the goals of the organisation.
Staff also commented on the impact of the “drip feed” of the information “communications need to be thought through and delivered once instead of update after update on the same subject” (SDDC 2016e, p28).
So how did staff think the communication could be improved? Below are the comments produced in the survey and only eight suggestions out of 50 participants are offered.  So it is easy to criticise but not easy to offer a solution.
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[bookmark: _Toc519426465]Figure 30 Q20 from Internal Communications June 2016 Survey (SDDC 2016e, p20).
Some staff feel the corporate plan is a one off announcement and others understand that it should be a “living” document and should keep up with the environment.  This small survey to a few staff has shown the differences in understanding and the appetite for understanding and becoming informed from a small percentage of the workforce.  Also as these people had actively completed the survey it would be reasonable to consider that they were the more proactive members of staff as well.
What was missing from the survey was an indication of how happy the staff are generally. A wellbeing index.  A way of measuring the morale of the staff as this will colour their thoughts.
[bookmark: _Toc520042042]4.8 Discussion of the Measurements.
The author talked to the Director of Planning and Community Services and asked how did he know what was going on across the whole organisation. It is through weekly meetings with the other directors plus fortnightly meetings with the senior politicians of the controlling group. There are only three directors plus the CEO so this is possible as it is a very small team. The CEO controls these meetings and is a strong leader.  Often there is not much time for other directors to add comments. 
The council is becoming more “business-like”.  It is working in partnership to improve the economic prosperity of the region. It has less money coming in.  Plus it needs to save £1.5m over the next four years. 
Results have only just been drafted and collated and is referred to as the “Performance Board” which is being presented to councils in August 2016 for the first time and then every quarter. The results are linked to the aims under each of the headings.
Analysis needs to be done on why these measurements were chosen and do they take the council towards its goals.
There are no statutory measures in here. The author has challenged this and the feedback is this is aspirational and not statutory.  The author has challenged do, for example, the bin men know where they fit into this plan? Without the statutory measures they may not know where they fit in and then does this reduce the effectiveness of this as a motivational and communication tool? The feedback from the focus groups is clear that the lower levels of the organisation do not know as much as the senior Directors think they do.
The Directors have commented that many staff have been involved in the creating of the measures however this is not how the staff feel.  Many do not know why the particular measures have been chosen.
Some measures have been used because they were already being used as part of the national data set.  The general view is that the measures come out of the service plans. However as most of the measures are aspirational there are many that are used because they are easy to calculate or there is a calculation available already by another organisation, a proxy measure.  Examples of this are pollution levels, empty homes brought back into use etc.(SDDC 2016b).
Measures are also used that are utilised elsewhere.  The author prefers a positive view. In the action plan for the year 2017-18 a target is given below. 
[image: ] (SDDC 2017, p4)
The author queried this as to why it could not be a 99.52% accuracy target rather than an error based target.  The response was “the finance director says this is due to the criteria set out and the way the information is recorded”.  This supports the view that the public sector is slow to react to change.  However as the author was the only member to comment on this then would it be worth the effort to change it?  Later on, in this chapter, the apathy of members will be discussed.
So how good are the measures used and will they deliver the aims and goals of the organisation? If everyone in the organisation is focussed on delivering these aims then the measures are very important.  However as we have seen from the evidence within the case study officers follow the service plans and the policies and do not often interact with the corporate plan.  This makes it vitally important that whoever designs these measures links them into the service plans that sit below them and makes sure that all the aims and goals are communicated to all in the organisation.
[bookmark: _Toc520042043]4.9 Theme 1 - Stakeholders & Communication
How does SDDC know what their stakeholders want? How often does SDDC canvass the public?  The election of the councillors for SDDC coincided with the general election so it can be implied that national politics had an impact on the local vote.  Usually the winning of an election gives the winners a mandate to go ahead and deliver what is in their manifesto.  The Conservative manifesto was so short in 2015 that it cannot be classed as a consultation or a strategy.
There are many consultations on individual policies but not one on what should the council be focussing on.  The Corporate Plan has been built up “following extensive consultation into South Derbyshire’s needs” according to the 15th June 2017 Finance and Management Committee. Probing further into this finds the process somewhat lacking;
“what we’ve done is we create a big evidence base for the performance management framework and for the corporate plan and what we do for that is we look at anything that has been consulted upon over a certain time period and then we look at current strategies moving forward which again have been consulted upon which are then used as part of this evidence base which is then presented back to elected members which is then presented back to officers and say this is the current situation we are in at South Derbyshire” (Head of Service SDDC Transcript p336, l6-12).
So nothing has gone out to the public to actually ask the residents and citizens of South Derbyshire what do you want from your council and what should it focus on.
Years ago national government introduced the Place Survey which was used to consult the public;
“But there was nothing like the place survey that says to us what do people want, what are people looking for moving forward and how do we fit our priorities around it so it’s certainly something we could improve upon” (Head of Service SDDC Transcript p337, l22-24).
The last time the place survey was carried out was at least seven years ago.  Much has changed in the environment since then.  In a recent meeting with the CEO he has agreed to produce a report to look into what consultation methods members would like to use in the future.  However the CEO is very wary of asking the public what they want;
“Clearly you have to put the question in the right way to them otherwise you're going to get the answer that you don't want” (CEO SDDC Transcript p376, l22-23).
It may be the opening of Pandora’s Box to ask the public but it is something that members are now starting to feel strongly about. The CEO would like to focus this more on specific areas rather than a general open question;
“In our leisure industry is very important because we want to provide services that people want and not what they don't want.  It might be all very shiny and new and look beautiful and no beggars using it, that's not very good so we consult widely on that” (CEO SDDC Transcript p376, l25-28).
Endless consultations for the local plan have been carried out and members of the public have attended events in village halls across the district.  Planning is an area that generates public interest and opinion.  Yet area forums where the public can attend and ask questions are very poorly attended by a few parish councils and the odd member of the public. The council classes this as public consultation but it does not reach many people.  The author has requested the format of these meetings are reviewed as they are not a good use of officers and councillors time. 
“everything has its day doesn't it even question time can be a little bit samey sometimes and I watch that because I find it interesting but sometimes I think I know the questions that are coming the topics of the day and all the answers you're going to get off PAT answers the stock answers yeah and that's becoming the same with with area forums it's a little bit samey how can we shape that differently well the danger is we could ask people what they want out of it and then give them what they want if we can and it might be they don't want it it might be that the same people turn up all the time in the rest of them couldn’t give a monkeys it might be that the parishes do such a good job that the parish liaison meeting is the only time they ever need to come together because the parishes are the ones individually that meet their customers’ needs at a very local level so we need to be careful we asked for on things like that but I'm up for change but I'm not up for just not doing it saying well the only eight people turned up so therefore let’s not do it. If you take that away without putting something in its place or taking the time to consider what if anything needs to be done rather than just not do that’s easy you run the risk of losing that contact with the public” (CEO SDDC Transcript p17, l31).
The report has just been presented to the Scrutiny committee (September 2017).  It suggests combining two meetings that happen on the same evening.  No different agenda or items of interest.  Perhaps it is the same because everyone is having difficulty in finding a solution.  Apathy from the public is seen as a sign of success. As a director points out “If there was a problem the meetings would be packed”. It is difficult to see how a meeting where no one turns up is a successful public consultation. Officers feel the meetings have good content however;
“There is a chance to have your say and listen to the matters, the issues that affect you. They are very good as a structure the difficulty has always been getting people to engage with it and […] we have tried an awful lot of publicity in terms of social media, in terms of leaflet dropping, this is all been over a number of years that they have been in place but as I say when you consider 6 out of a population of hundreds, thousands it’s not really representative of that communities views is it? (Head of Service SDDC Transcript p338, l9-15).
So is the issue that the community want to communicate in a different way?  Perhaps on a one to one basis or via social media.
“So it’s how you reach everybody and then give them the decision about how they want to feed back” (Head of Service SDDC Transcript p339, l3-4).
More work needs to be done here to address the communication issues with the public.
What about members as stakeholders and the quality of the members?  What skills do you have around the table?  Elected members need no qualifications and just need to be prepared to stand for election and work in their community. But is this enough? 
“By calibre what I mean is they come from the, the background that they live in and they bring that to the table, what I hope for in any member that elected, is a passion to serve because that passion can drive you on whether you have experience in law or, or architecture or engineering or, or anything. If you have a passion to make a difference for the people that elected you, you will challenge my officers and you will challenge the members around you to actually deliver something for those people. So if you ain't got that if you're just a name on the ticket and you need a sat-nav to find where the blinkin offices are I've got a big job on my hands to get you into my level of passion for this place because I'm better by having two passionate people than having myself talking to myself around the table with members.  I want that passion so that's the first qualification for me you've got to have and like most things and you might say it back to me who some of my officers you've got it in some places you ain't got it in other places and that's no different for members. After that what you, I'm looking for is, how can I say this, I don't want a personal interest I don't want someone who's come to achieve something for themselves …to keep your people happy or worse still to people, small enclave of people's you live around happy I can't be doing with that and that's led me to conflict with members in the past” (CEO SDDC Transcript p378-9, l14-23,1).
At the same time as the passion and unbiased approach the CEO would like members to be consistent;
“if it's there a fair-minded approach to help the many not the few that they live and work with and then a cooperative in terms of joining into a group and and following that policy line and not going off on one every every committee so I've got a whole faction of people to try and keep on a message that to me is as much as I can ask for in members” (CEO SDDC Transcript p379, l12-16).
“Is it is a cooperative it is a collection of members that make decisions not individuals” (CEO SDDC Transcript p379, l7-8).
The political groups are then reliant on the officers to drive forward the agenda of the council.  If members are not prepared to challenge then the officers have free rein and then it comes full circle back to the question of who runs your council? Officers or members? (Wilson & Game 2006). When the corporate plan has been presented at various council meetings, over the last two years, no members have made any challenges or asked any questions.  The CEO would like members to challenge;
“one of the things I've found most recently with the administration as is now and I look back at you as the deputy for the last two years, is that challenging officers leads to better results than just allowing officers to put their own stamp on things and their own professional level of competences. The challenges are only valuable if they're intelligent challenges, if it's just “eh up, what's going on I'm not happy”  that doesn't add, if it's have you thought of doing it this way because there are more than one way to do this then that is thought-provoking and it's stimulating for my,my directors” (CEO SDDC Transcript p364, l14-21).
Members are given a lot of information but understanding and the appetite to understand is lacking.  The new performance board and action plan are huge improvements on the previous set of reports but they are still not perfect by a long way.  What impact does it have on the organisation if members do not engage with the aims and objectives? It does mean the council becomes more of an officer led organisation.  When asking members they will say it is a partnership of officers and members that decide on the direction of travel however the evidence from this research shows a level of apathy that points to a more officer led approach.  
Staff are also stakeholders and there are employee forums where staff can raise questions.  The CEO will brief the whole council whenever there is an important message to deliver. Also the focus group was a good way to engage a cross section of officers to deliver some feedback. 
“Like stories that go on the intranet and Better online are linked back into the corporate plan priorities. We do a lot more in terms of making sure the success go up on the notice boards and they are very visual” (Head of Service SDDC Transcript p339, l25-27).
However the officers at a lower level have not been involved in the setting of the corporate plan;
“we want the corporate plan to be done from the bottom to the top and they feel that they are part of the decision making process, it’s their understanding of the process, how they fit into it and that’s something that we’ve never done here before and that’s something that we want to try and change based on the feedback that comes to us because it has always sat at a top level and we want to try and change that so we feel that everyone has got ownership of it” (Head of Service SDDC Transcript p339-40, l32-34, 1-3).
SDDC have prioritised the communication of the corporate plan as the communications team are the official lead officers on the project. Two internal communications officers plus a consultant.
The consultant has made a huge difference as she has experience of other councils and understands what other councils do with their target setting.
This team has responded very positively to challenges that the author has made.  This resulted in discussions that moved some of the targets to be clearer.  This team understand that the measures can change.  The feedback from other officers and members has been one of “I thought we had done the corporate plan”.
Communication is very good at director level and the first line reporting staff. However the quality then depends on the people, the managers and how much they value the plan and feed it down the chain.  The communications team are very interested in how far the information travels, they look at;
“How messages are communicated from top to the bottom and bottom to the top… Are you getting the right messages? Have you got the right one to one relationship with your manager? Are all your needs being fulfilled? Do you get right messages about the corporate plan, performance reporting, are they all cascaded down? Does communication work from top to bottom throughout the organisation? (Head of Service SDDC Transcript p334-5, l30-34, 1-3).
It will all depend on the managers and how committed they are to delivering the right messages. 
“I mean we hold a quarterly performance board here sitting around that table I think part of it is to, one is to make sure the messages are coming from the very top and feeding into unit managers who are then supposed to pass it down but also it is a chance for people to have their say, ask any questions and you know really look into things in a different way and in a bit more depth and detail. And I think you will find it’s the same voices all the time that are doing that” (Head of Service SDDC Transcript p334, l29-34).
The focus group also made it clear that the communication was patchy and not consistent;
“Some didn’t even have a team brief or a one to one so it went to that kind of level with some and others got the gold package where they got a sit down, they got a walk through, they got told what it was all about and what it means for them and that was one of the things we have tried to change on the back of the focus group to give unit managers the same resources and same information to be able to sit with their staff and go into a meeting to talk about the corporate plan and what it means for their staff and also about the service plans and how that filters up to the corporate plan” (Head of Service SDDC Transcript p335, l19-25).
It is progress in the right direction otherwise;
“making sure that people know that needs to be done and that’s so important to make it otherwise it becomes like Chinese whispers and people get their own interpretation and people are out on the front line and as I say they have heard things that perhaps haven’t been verified and then that gets fed out to members of the public so it has a knock on effect internally and externally as well and it’s so important that we get that right” (Head of Service SDDC Transcript p335, l29-34).
The focus group supported the view that it depends on the manager.  So once again the leadership themes come through and it is not only the CEO but all the managers in the organisation.  All managers need to believe in the plan and promote it.
Other stakeholders consulted are those that SDDC work in partnership with;
“there's a strong partnership ethos so like South Derbyshire sport which I see that counts as a key driver for they all have seen that as part of it naturally I say in other areas where there's perhaps not so much of that focus on partnership working then it may be more of a miss than a hit in terms of how again there's a general rule the right partner should have been consulted as part of those policies and those procedures” (Head of Service SDDC Transcript p345, l25-30).
South Derbyshire has a very proactive partnership group that includes Toyota, East Midlands Airport, Representatives from the NHS, County Council, Chamber of Commerce and local businesses and charities.  The South Derbyshire Partnership is chaired by SDDC and they fund a small amount to get the projects started and then the other partners join in.  The partners and stakeholders here are seen to be very important to enable the objectives of the corporate plan to be delivered.
[bookmark: _Toc520042044]4.10 Theme 2 - Strategy & the Corporate Plan
The CEO has stated that he believes this is the best corporate plan SDDC has ever done.  As this is a particular interest of the authors then the author feels that maybe they had a large part to play in driving this forwards.  The disappointing result is that other members do not see the importance of having a strategy and objectives.  Members will nod and say “yes great plan, nothing to add”.  Some members have openly said they don’t really understand it and others have not taken any interest in it to really read through and grasp the concepts.  
The workshops for the corporate plan worked fairly well after the first one;
“I think we think is the first one it had to be information overload because we've never done it before so so you needed that context of background” (Head of Service SDDC Transcript p358, l6-7).
Too much talking by officers and not enough by members with the first workshop. The author commented that pre reading was essential so all members have the opportunity to comment.
The opposition didn’t really join in, apart from one member, until the last mop up workshop.
“last one we got a little bit more engagement with it and that that was really useful we got a bit of challenge and what was said at that was factored in” (Head of Service SDDC Transcript p358, l13-14).
However this time around the members have bought into the plan;
“I think for elected members it's much more comprehensive there's a lot more information and a lot more context for you to make informed decisions which is as it should be from a corporate management team perspective it's a lot more of a seamless process now it's a lot easier takes a lot less of their time hopefully but also at the same time when we're taking a little bit of the burden off them by trying to cascade those messages down and then for the staff who do the day-in day-out everything that we put out internally relates back to the corporate plan which didn't happen before” (Head of Service SDDC Transcript p360, l19-26).
Some members lack confidence to comment and others are happy to leave others to complete it.  
The officer leading the corporate plan initiative sent out an email on the 12th April
“The Corporate Plan refresh process for 2017-18 is at an advanced stage.
 As a result, we are in a position to present an action plan to you, as Elected Members, for final approval (please see attached).
 
This outlines 44 proposed strategic measures and projects that will take forward our vision of making South Derbyshire a better place to live, work and visit.
 
Please would you review and come back to me with any feedback by the close of play on Friday, April 28?”

Only two members out of 36 replied. The author being one of the two members. However the CEO is pleased with the members that have been involved;
“it's got enough member buy-in to make it aspirational and the Localism Act allows that to happen and why wouldn't we want to do that I have not been risk averse since since I took over because if I was we wouldn't be here now we'd be run by the government”  (CEO SDDC Transcript p374 l3-6).
 “So I am aware of how we need to be aspirational to meet the change in demands of the customers I'm pleased to say that corporate plan is the best attempt I've seen at doing that” (CEO SDDC Transcript p374 l20-22).
However more members are becoming engaged with the outcomes.  The results are coming each quarter to each of the three policy committees.  The whole document is there for each committee.  This has made it easy to identify all the actions regardless of the committee the member sits on.  So each members gets the holistic view.
“I think just as an anecdotal thing from what the feedback we've had from directors particularly they said they feel that elected members are more engaged in it through the committee process they get asked more questions now they've been asked to take more away from those meetings our look into a little bit more depth and detail” (Head of Service SDDC Transcript p354, l9-13).
Also the CEO feels that this plan is written by the members;
“you have to learn to write in the handwriting of the elected member so it's your words in handwriting that they recognize as their own and that way you tend to get what you need to get because let's face it if it doesn't work it's your head that's going to be chopped anyway but if you don't get it and you end up doing something that members want that hasn't been if you like proofed through your ability to delivery you're going to fail anyway. Now the corporate plan this time we've not had to do that for the first time the handwriting has been written by the members in great, great number and it's been owned by the officers and it's been confidently accepted as achievable from an officer and a member of perspective that's the best of all worlds I haven't seen that before before we've had lip service to some things we've had must do to other things what we have in the corporate plan now is an aspiration to do better must do better must improve and that has come from the members with the officers buying into it and delivering it in a framework that is realistic so that handwriting I recognize as written by members in a great number and you were one of the main authors of that I would say even if you were one of the great authors which you are if I felt it didn't work for us and we would strive to do it but you know I wouldn't be confident I am confident I've said that on record I'm pleased that my members and officers have worked together on it without my handwriting at all anywhere seen in it” (CEO SDDC Transcript p368-9, l25-33, 1-9).
The author has now been made the “Corporate Plan Champion”.  
So what would happen if there was not a corporate plan? 
“So five years down the line and basically nothing in the corporate plan had been done or achieved and it was this apocalyptic society you know, tumbleweed blowing through, crime was rife, there were problems everywhere. People didn’t know what they were doing and they didn’t feel like the council respected them and it was a really difficult place to be and what they were saying, the moral of the story is well it’s a good job we are five years before that and we have got the corporate plan and we can influence it and fulfil our vision” (Head of Service SDDC Transcript p340, l11-17).
“The moral of this story is that we need to do something that engages people on a different level. It’s not just that high level stuff that people don’t relate to it and they don’t know what it means for them. We’ve got to do something where they are thinking ok I can see the role I am playing and this is how I want to contribute towards it” (Head of Service SDDC Transcript p340, l19-23).
“It’s the things that we feel we can do to achieve our vision of making South Derbyshire a better place to Live Work and Visit beyond those statutory duties because we have to do those so it’s what do we want to do extras to make that vision happen” (Head of Service SDDC Transcript p342, l9-12).
How do the service plans link to the corporate plan?
“I mean strategic is very much it affects the district as a whole. The service plans tend to be more specific to those service areas. So the strategic ones to tend to be those that affects the wholes of the population affects the whole of South Derbyshire it fits into that much bigger vision” (Head of Service SDDC Transcript p343, l30-34).
“As a general rule you would be doing the service plan and what’s been set down as part of that but they need to know what they are contributing in towards what with the bigger picture and as I say their information that they will feed in up the chain will help their unit managers” (Head of Service SDDC Transcript p344, l13-16).
From the focus group the evidence suggests that there is a different standard of how managers communicate this overall bigger picture;
“we know from the feedback we’ve had that that the manager in there is sitting down with employees saying right this is what we’ve got a service plan level this is what we’ve got a corporate plan level but this is how you fit into this is how we want to achieve it these are your own personal targets for doing that people are very clear about how they’re fitting into that process” (Head of Service SDDC Transcript p345, l3-7).
“It gives you a framework doesn’t it gives you a foundation it gives you something aspirational to work towards so yes would everything fall down no of course it wouldn’t because people are professional and they want to do a good job so of course it wouldn’t but it gives you the direction it gives  you the way forward it tells you where we want to be as a council it motivates to an extent in terms of where we want to get ones get so it’s absolutely crucial in that respect in terms of moving forward now everything won’t fall down I don’t think that for a second but if you didn’t have it it would be a little bit baseless be a rudderless ship almost wouldn’t we and just would just be sailing the seas are not really knowing where we are going”  (Head of Service SDDC Transcript p359, l18-26).
“It’s about challenging it’s about being ambitious it’s about doing things differently from time to time and getting yourself to where you want to be which is where the corporate plan comes in” ”  (Head of Service SDDC Transcript p359, l5-7).
“I think for the last couple years of the old corporate plan it’s  fair to say it was given lip service and nothing else” (Head of Service SDDC Transcript p359, l32-34).
“The culture is the hardest thing to change in an organization … members it’s been a phenomenal difference have been a phenomenal step change in terms of from where we were and sometimes and personally I have to tell myself and have to tell the team that to say what difference makes as when you are so close to it you don’t see that” (Head of Service SDDC Transcript p360, l2-9).
“I mean we need to have a look at that process as a as a whole to be able to move that forward I think for us we need a baseline to go off to really see whether the key issues aren’t be able to affect them in the right way at the moment feels like we’re guessing a little bit  we think we know and I’m pretty sure we won’t be far off but we don’t actually know and that’s where we have that’s the fundamental issue at the moment” (Head of Service SDDC Transcript p345, l16-21).
What comes first – service plan or corporate plan?
“Well it’s like chicken or the egg this is is a bit as that you know it’s a it’s a really really good question and it’s something we’ve asked ourselves and it’s very hard to give a definitive answer I mean I would argue that really you are talking service levels, service level plan is your bread and butter it’s the day in and day out those things you have to do it is more of the statutory side of things I would argue that you have to do the the corporate plan the strategic side of things it’s the aspirational side of things the bits where you want to get to but you have to do the bread-and-butter to get to the aspirational side of things as well so you need it’s a balance isn’t it between both personally how if it sounds like a little bit of a cop-out but I say there hold equal weight in terms of what they do because you have to do the day-to-day have to do those statutory things but at the same time you’ve got to have a wider vision and everyone’s got to be working towards that collective vision because if they’re not why are we here full stop because as I say we’ve got to be working towards that common goal moving forward” (Head of Service SDDC Transcript p346, l6-19).
The general feeling is that this is a great way to move forwards and the relationships between members and officers is good;
“I'm grateful to that working relationship that is it is evolved in in the plan up to the point where now it's up and running and we are evaluating it on a regular basis so there's no hiding place” (CEO SDDC Transcript p369, l11-13).
[bookmark: _Toc520042045]4.11 Theme 3 - Leadership
SDDC has been through many restructures over the years and this has been necessary to survive.  In 2000 the council was bankrupt and needed to change drastically to survive.
“We were 2.1 million unbalanced budget that's unlawful not just uncomfortable and it needed a totally different approach” (CEO, SDDC Transcript p365, l32-33).
Below is the structure at the time of writing.  However this is soon to be changed again in order to cope with the demands of the district and the budgets. 
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[bookmark: _Toc519426466]Figure 31 SDDC Senior Management Team as at September 2017
Beneath the directors are the Heads of Service and managers.
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[bookmark: _Toc519426467]Figure 32 SDDC Chief Executives Direct Reporting Staff
As you can see from the above structure the CEO has a very hands on role and is not just a figurehead looking at the overall strategy but also is heavily involved in Human Resources, Legal and Economic Development departments.
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[bookmark: _Toc519426468]Figure 33 SDDC Finance and corporate services structure
The Director of Finance is now responsible for the services coming back from the external third party organisation that SDDC out sourced to, previously.  
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[bookmark: _Toc519426469]Figure 34 SDDC Housing and Environmental services structure
And finally;
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[bookmark: _Toc519426470]Figure 35 Community and Planning Services Structure
Is this level of staffing appropriate for the size of the council?
“When I started here we had, I think we almost had, double the number of directors than we have got now and heads of service were in high demand at the time so there’s an awful lot of people you could turn to when you needed …  we have the corporate management team at the top and the unit managers underneath and there is a big gap between those two at the moment and it is how you try and bridge that gap a little bit more to make it more meaningful” (Head of Service SDDC Transcript p333, l4-17).
Members have also supported this view and commented that at present it is a little thin on the top.  There have been times when senior staff have not been available to members.
“Because of the funding cuts it has been a necessary evil I guess, but the difference, the change has been substantial and at times you can see that.  They have managed to paper over the cracks very well” (Head of Service SDDC Transcript p333, l21-23).
In order to keep the council as relevant and fit for purpose (a favourite saying of the CEO) then the structure needs to change to ensure that those cracks are covered properly.  At present the council is about to start a process with the Local Government Association to review the structure that is needed. The focus will be on where the decisions are made and is there anything preventing staff from doing their jobs.
The council has also changed its constitution over the years;
“are you ready for this we had 17 committees  and I said look you know the alternative method isn't about doing the same always done it's about bringing them down and I took  17 down to five, three promissory and two statutory committees and that's how we operate now” (CEO SDDC Transcript p379-80, l31-33, 1).
Looking at SDDC from an internal point of view shows that leadership is a key part of the drive for the strategy.  Any kind of change programme cannot be achieved without a strong leader.  The leader must be willing to adapt and change as if they are stuck in the past then this becomes what Greiner (1998) calls the crisis of leadership. 
“I'm still fairly active in appreciating new methods of delivery I'm not stuck in the sort of always doing what I've always done and getting the same results. Step change is something I'm just engaged in again now and I've got great hopes for us taking us to an even better place” (CEO SDDC Transcript p365, l1-4).
Contingency leadership styles are needed, a different style of leader for a different situation.  However the CEO of SDDC has been in post for 18 years (In total over 42 years at SDDC) and will have seen a great deal of change over this time.  
“I've been here so long I'm part of the establishment I do care passionately about the place” (CEO SDDC Transcript p364, l10-11).
It has also been the CEO’s drive that has reduced the hierarchy which has resulted in a lean management structure with only four directors at the top table.  The risk to the organisation is what happens when he retires or indeed if any of the directors leave. This again is another reason for the structure review to ensure that the council is resilient in its leadership team.
The CEO has been a proactive leader and has driven the changes through. Anecdotal evidence shows that the CEO is not afraid to make tough decisions (A previous life as a prosecutor has perhaps helped this). The CEO comments that he has “cut down the jobs and carried out formal interviews and tests and has saved £1.6m over four years”.   Carrying out a clear programme of redundancies within the senior management team previously had not been easy and a task which other, more consensual leaders, may have avoided.  Nevertheless this has meant that SDDC had a lean and flat management structure which is ready to adapt to the changing environment. The new structure does not envisage putting in anymore highly paid staff but more of a focus on keeping the hierarchy flat to ensure faster decision making.  
The CEO has also used a transformational leadership style as he has empathy and support for his followers and builds their confidence to succeed.  The success then leads to belief that they, the followers, are capable and in turn they feel they can do more for the organisation.  It is a style of leadership that encourages people to look further than their own self-interest and work hard for the good of the organisation (Dym & Hutson 2005).  The CEO commented that he has “asked everyone on his senior team to do more and offered them no extra rewards.  All have accepted the challenge”. 
A senior member believes that SDDC are performing well and this is supported by the excellent external assessments. The member believes that the key driving force for success is the strong leadership of the CEO.  “The CEOs skills and abilities in land and property deals are the envy of other councils”.  In his opinion a weak CEO could not make this work.
The political leadership is different.  It follows the basic manifesto of the controlling party’s national aims but the detail is often left to the officers.  There is evidence of this as so few members responded to the action plans and the corporate plan workshops. Yet the CEO feels that he has a very good relationship with the members and also feels that members are involved;
“unless the hands go up at committee you're not doing anything because it's got to be voted in ,your certainly, the important decisions that are not delegated to officers, I've got to be voted in by members and that's the, the pleasure and the risk of of, of a job like mine if I don't take the members with me and if I'm waiting for a decision on the night not knowing which way it's going to go I'm really not very good at my job” (CEO SDDC Transcript p367, l18-22).
“So it has to be a partnership and the good way of dealing with that is using the ability to talk to members outside of committee on a regular basis that I've said earlier in this interview it's much better and more stimulating to be challenged by members off piste before you've got that report in front of you before you're sitting in a formal committee or council process and I welcome that and I would be sad if some of that dare I say talent from members is not put up front central because it does not make me a better person it makes me believe in myself a little too much that's not a good thing”  (CEO SDDC Transcript p367-8, l26-32, 1).
The author can corroborate this having been in over one hundred meetings with the CEO.  The discussion between the CEO and the Leader and Deputy Leader happens on a weekly basis.
However if both political and officer leaders were dynamic would this work or would there be clashes? A potential topic for further research.
As well as the leadership at the executive level there is also the issue of middle management. The middle managers are the people that get the messages out to all the staff.  
“There's a saying isn't that you, you know, you pay peanuts you get monkeys that's true to an extent but you also get ,if you get it right at middle management, people who aspire a to be where they are which is why they're here because they believe they can do something to improve the service and I tell people all the time in my middle management team it's not doing it to people it's doing it for people and if you believe that then you take that self-starting motivation to make a difference for people at middle management level. They are the engine room if I'm on the bridge shouting you know for more speed now, don't get it  down on the engine room, I'm still looking at the same horizon so I know the value of the people down below” (CEO SDDC Transcript p371-2, l30-33, 1-5).
It is tricky in the public sector as you cannot reward staff with monetary incentives in the way you can in the private sector.  So there have to be different “carrots” and incentives;
“so what I'm trying to say to my middle managers is you will gain more experience working for a small multifaceted Authority where you've got more than one job to do you might not be paid as you would in the larger Authority where you've got less to do in terms of variety but you'll get that experience you'll either then be rewarded within the authority where we can do and I'm not talking about dead men shoes I'm talking about restructuring opportunities for successful middle managers or you will be equipped to move on to bigger and better things” (CEO SDDC Transcript p371, l14-20).
This will work for those officers that are motivated to improve and forge ahead with their careers but what about the other managers;
“There’ll always be those people who just do what they do and go home.  Let's first of all get them down to the minimum and one of the things about successful management is sharing success and the only way you can lead somebody, because I'm not sitting in their office now as you're not, so whatever they I think they're doing they're doing whatever they're doing alright so you have to encourage you have to try and expose a better place for those people to go by complying and by encouragement and by sharing the success of those who have done that and that's something I always aim to improve on within the organization” (CEO SDDC Transcript p372, l6-13).
So in other words trying to show the excellence of the good managers and try to inspire the others to follow or that they are worried so they will follow.  The CEO quotes the Japanese tradition of all businesses effectively being a family;
“in Japan it's like that everyone has a role they know they're going to be looked after as long as they answer to the main product and if we can get local authority to be totally like that I'd be delighted if we can get it very close to being like that and that's probably the best we're going to be” (CEO SDDC Transcript p273-4, l32-33, 1-2).
The social pressure of the “family” makes you pull your weight as you do not want to let anyone down.  This is the aspiration of the CEO.  If this does not happen he is not averse to sorting it out;
“now there are always exceptions and they are highlighted easily on a long table around the room I point to everybody, bit like Alan Sugar, and say how is it for you and what I'm really saying is, you know, how is it happening tell me, convince me here on the money. There's a measurement that I've got in front of me when I'm asking that question but I want more than that I want to know they understand the plan you sat in a room with me with 15 -18 officers and there's been hit hit hit miss hit hit hit miss … some officers I think surprised you and delighted you with how much they're switched into it.  It's a constant need to engage and improve and encourage those doubters all those, shall we say, those people who pay less, less heed to it, the need to do it and by sharing the success from the table of those who do and rewarding them visibly rewarding them I'm encouraging them. If it gets to a point where it's not going to happen certainly by a third quarter I'm knocking on the door I've just done that this morning with my managers I don't go to the director I've got straight into the manager and by 3.30: … this afternoon you'll see some improvement in one particular area as a result of that and sometimes a short sharp shock of the chief executive springing you a visit is what's necessary. Unfortunately it happens but fortunately not very often” (CEO SDDC Transcript p375-6, ’29-31, 1-14). 
On the other hand though there are some officers that are restrained about coming forward and speaking out;
“I think there’s, it’s a cultural thing I think Hilary in terms of people are a little bit scared to speak up and they become a little bit reticent to speak up and they feel, rightly or wrongly, it will be used against them further down the line in some shape or form or that it will be shot down” (Head of Service SDDC Transcript p335-6, l34,1-3).
At some point the issues of leadership will be included in the staff surveys that are carried out periodically.  This has been promised for a while but has not yet been achieved;
“There’s always been something that’s going on at that moment in time so for example the most recent one was pay and grading so it’s not the right time to do it because we have got pay and grading going on. Before that Northgate partnership contract, that’s going on before that there’s a restructure going through. So there’s always a reason why we can’t look at that in more depth and detail. And what we’ve always been told is that at some point there will be this wider reaching over arching survey that will be done and it’s never quite come to fruition” ( Head of Service SDDC Transcript p334, l5-11).
The work that the Local Government Association are going to come in and do for the council will address some of these issues as they will be asking staff what stops them from doing their job and if this is the fear of trying new things or speaking out it should come out in that piece of work.  Once the scale of the issue is known it can then be tackled and improved. 
“I think that's a cultural thing and but I think there needs to be that little bit of a steer to people to just say you have got a voice here you can make a difference if if you're willing to do it you're willing to go that extra mile with it then let us know” (Head of Service SDDC Transcript p356, l28-361).
The analogy that the CEO often uses is “cut me open and I am SDDC through and through like a stick of rock”.  This is what he would like for everyone that works there. 
[bookmark: _Toc520042046]4.12 Theme 4 - Transparency & External Perception
Most of the staff that the author has worked with and spent time in meetings with believe that the council is a successful organisation.
“I think for a council of its size, if I can use a fairly generic term here, it bats above its weight I think in terms of aspirations and in terms of challenging itself to do things differently” (Head of Service SDDC Transcript p354, l32-34).
Seven years ago they took a risk to outsource the back office activities to save money but also to improve the service by recruiting the expert skills in from a third party supplier.
“You look at the outsourcing contract with Northgate as an example and I know people have different perceptions of that but as far as I'm aware we're the only council that really did something like that to that kind of level, and it, and it did what it needed to do. It had problems in between completely accept that but it ultimately, they've made those 2.1 million pounds worth of savings and have been 1.9 million pounds worth of investment in IT so that for me is something that's outside of the box and you're challenging yourself to do something differently. I think they were on another side of things I think perhaps where unit managers look at this and this is what was coming back at the workshops is do we have that desire and do we have that ambition to really almost invest to save to take a risk to go in a new direction” (Head of Service SDDC Transcript p355, l1-10).
The council has now come full circle and the back office contract is now back under council control as the contract to outsource has not been extended or renewed.  This was a tough decision to make however the need to be able to control the costs and not be fixed to a huge commitment was the driving force behind this.  This also link to the theme of austerity.
These decisions are made by the committees and then ratified by full council however;
“people want to know how decisions were made, now that just didn't mean committees that also meant corporate management team as well” (Head of Service SDDC Transcript p361, l6-8).
The staff are becoming interested in who is making the decisions and how and when they are made.  
“If they could see that their issues their worries their concerns where they see opportunity have been discussed and being looked at in more detail it makes them feel more valued as employees” (Head of Service SDDC Transcript p361, l10-12).
As yet the discussions of the management team are not made available to the staff.  However the committee decisions are as long as they are in open and not in exempt.
With regards to transparency with the public consultation could be;
“Wider it could be deeper as it’s balanced up against times cost pressure” (Head of Service SDDC Transcript p345, l33-34).
As with all data collection there needs to be a cost benefit analysis to confirm that it is worthwhile collecting the data and feedback and that the council is going to do something constructive with it.
The CEO is passionate about the authority but also realistic;
“We are an excellent Authority, we know we can improve” (CEO SDDC Transcript p371, l16-17).
The public need to be happy that they are receiving value for money.  
“I always say this to my staff we take the money from them unlike a shop where you can go in and choose to buy we take it before you even got through the door “(CEO SDDC Transcript p382, l26-27).
The public need to trust in the council and also work with the council in a kind of partnership. In other areas councils have lost the trust of the public and it becomes damaging to the council.  For example Birmingham City council and the refuse collection dispute.  The public are demanding that the leader resigns due to the mountains of rubbish piling up in the streets which has arisen from the workers striking.  Indeed this pressure has worked and a new leader is in place (Barej 2017). 
So for SDDC we need;
“the next place which is doing it for people in a way that they appreciate for a cost that they are prepared to pay which is a reasonable amount of council tax and for an improving service” (CEO SDDC Transcript p374, l8-11).
The council also needs to help the residents to get the information and services they need.  It needs to be transparent and open.  At the time of writing a new website is imminent;
“if you don't change your shop window from time to time they'll walk by because they know what's in there they don't even glance because they've walked past last week and it was the same, same, same our website is our shop window” (CEO SDDC Transcript p381, l16-18).
When the author attends meetings with the public the general feeling is that the council does do a good job and the public are happy.  Except when it comes to planning and the author has yet to address a room who wants 500 new houses built in their back yard!
[bookmark: _Toc520042047]4.13 Theme 5 - Austerity, Resilience & Business-Like
Significant cost savings have been made to enable the council to survive with the budget cuts.  The governments’ budget has been the key driver for the change but rather than waiting and reacting to the cuts the CEO has been proactive and enabled the organisation to positively move forward.  This links into the dynamic capabilities of the organisation. SDDC wants to do more than just survive so the management team are proactive and ensure the organisation has the capabilities to do well within the constraints of the environment (Johnson et al. 2011).
All of the officers that have worked with the author are very much aware of the financial pressures that all of local government are under;
“It’s a completely different environment to the one I joined here. I think when I first joined you had people to spare, there was budget to spare it was a very different environment different world. Whereas now everything's being tightened, everything's being streamlined, everyone's working with less at the moment and still there's a perception that they should be doing more and more with it and I think the thing with sometimes I just go do you know I can't do anymore” (Head of Service SDDC Transcript p356, l17-22).
The CEO realises this; 
“so I know the value of the people down below and it's about rewarding them yes financially if I can from, from the restraints and budget issues that we have but incentivizing them to, to learn in a small Authority more work than they would ever learn in a larger authority” (CEO SDDC Transcript p371, l5-8).
The offer of experience and opportunities to learn will only hold good staff for so long until they move on to more lucrative roles.  The CEO knows this and with the flat structure this is inevitable as there are few chances of promotion.
Leadership is a theme that has come through in this action research and has supported the literature review in that there is a need for an “entrepreneurial” leader in todays’ environment.  The CEO of SDDC does show these characteristics especially when it comes to making the most of the property that the council owns.
Utilising the assets of the council in the most value creating way.  There are numerous examples where poor quality pieces of land have been converted into leisure facilities such as a dry ski slope and a community centre and football pitch.  The latter involved a deal to sell off a poor quality piece of land to developers for housing on the basis that the developers improved the quality of the playing field and also built a community centre.  This improves the prosperity of the area.
The CEO’s working style supports the literature that no longer can CEO’s just dish out benefits and collect council tax, they have to be more “business like”.
“My drive is now to encourage further investment” (CEO SDDC Transcript p366, l1-2).
The CEO is heavily involved in the economic prosperity of the area and is not waiting to see what happens with central government but trying to be proactive and mitigate any loss of income with other income streams;
“we need to look now where that investment might come from in the future I attended a meeting two weeks ago with the Chinese delegation at a company right in the heart of South Derbyshire and we have achieved a massive Chinese inward investment I've kept them under the radar at the moment until the company are happy for that to be released that isn't us driving over to China and, and, and having a few noodles with people it's about China coming over here because they've recognised in the South of Derbyshire there is great investment already and great opportunities and they want to return on their money and the company that they've invested several millions in has given them an opportunity to put a foothold in South Derbyshire and nothing spreads better than success” (CEO SDDC Transcript p366, l6-15).
“I steered them into expanding their Factory and purchasing other factories of the basis of the success will come the employment will increase by 200 people almost overnight by October” (CEO SDDC Transcript p366, l18-20).
Improving the local economy is now a huge goal for the council as this will improve the lives of the people in South Derbyshire.
However local authorities are slow to move away from just completing the statutory tasks they provide to expand out into “anything that is legal” as described by the localism act.
“What we must do by law means it’s unlawful if we don't do it where the change in legislation has happened step change in legislations happened under Eric Pickles when he produced the Local Government Act 2011  when it was clear from that that we can now do anything that isn't illegal previously we can only do that which statute allowed us to do we could not make ice cream because it doesn't say in law we have to make ice cream now we can make ice cream if we if that's what we want to do because the law doesn't say we can't that's a major step change localism has brought” (CEO SDDC Transcript p373, l19-25).
“We haven't fully embraced that because we are risk averse by Nature” (CEO SDDC Transcript p373, l29).
There is some talk amongst councils about buying hotels and investing in other areas to attempt to secure a level of income that takes away the worry of not having enough money to survive.  However in SDDC there are many members that are uncomfortable with this so change will be slow as the committees need to vote all activity through.  Councils are naturally risk averse so it will take time.  It is then vital to have a “Business Like” leader with these skills.
[bookmark: _Toc520042048]4.14 Theme 6 - Balanced Measures & What Measures Are Chosen.
Another theme appearing is what do we measure and how have we chosen what measure?  During the two years of this action research the only time when members have vocalised their views is when one of the strategic targets appeared that said “recruit a town crier”.  The performance board was reported to committees in autumn 2016.  After some discussions it was agreed that it was not a strategic objective to have a town crier (SDDC did have to advertise three times to be able to recruit one). However officers then hid behind the auditors and said they couldn’t change it because the auditors would question why that measure had been removed.  This goes to support the view that the corporate plan is viewed as a one-time creation that cannot be changed.  Also this plan is for the use of SDDC and it is not a statutory document so it can be changed at any time.  Perhaps it was embarrassment that caused officers to adamantly defend this choice of measure.  However the idea that this is a document that keeps evolving does not settle well with members or some officers.  The general feeling is that the measures are set for the year.  The communications officers that are leading on this project are keen to change it and constantly improve it but it is hard for them when there is very little engagement from members.
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[bookmark: _Toc519426471]Figure 36 Extract from the Performance Board for Quarter 1 2016 (SDDC 2016b, p13).
The fact that the Town Crier example was a red indicator meant that members saw it and commented on it.  
“I think that gone for as a green… I said no one would have given it a second thought” (Head of Service SDDC Transcript p353, l8-10).
However this example has been used many times in many discussions across the council and has;
“Helped to tighten up the process as part it's a real life example people can understand” (Head of Service SDDC Transcript p353, l23).
An issue that Internal Audit are interested in is the quality of the data that is collected.  On the 31st August 2017 a report came to the Finance and Management Committee regarding this.  They chose four key indicators from the Corporate Plan.  They are the ones that the council has chosen and not those that are sent up to national government. From this the auditors made 19 recommendations.  Some of the recommendations linked to indicators no longer used.  The action details state:
“No longer applicable.  Indicator is no longer included as a strategic measure.  Will continue to be reviewed during 2017/18” (CMAP 2017, p3).
So this again is evidence that the data collection performance measurement can become an industry.  Why were the figures not collected robustly in the first place? Why did it need an auditor to come in and check them? This is an example of an authority and its’ partners not being able to let go of the indicators that they calculate. Even though they are not used and not deemed to be a strategic issue any longer.  This is also an added cost that would reduce if there were fewer indicators to report.  The audit recommends that the calculations are checked by a more senior officer.  This is a prime example of command and control management (Seddon 2008) and a lack of empowerment of staff.  This indicator related to the energy consumption in public buildings.  Just collating the costs and nothing will change just because it has been measured.
The other challenge to make is the “so what” challenge and also about the quality;
“So we've held a Swadlincote jobs fair brilliant great that's lovely but what did we achieve from it? How do people got offered by? How many attended? How many got offered jobs? How many got into interviews as part of it? What was the feedback from companies? What did they get from it? You know all those sorts things which we do collect but weren't being reported back as part of that process now again it's not perfect but slowly but surely that added commentary is there” (Head of Service SDDC Transcript p354, l16-21).
This is an example that the author chased up as to deliver a jobs fair was the measure and the tick was put next to it.  But was it worth doing? It turns out it was and the council even offered some attendees roles but that information was not being passed up the chain to the members.  Without the question of why are we doing this we did not see the full benefit that the jobs fair has brought to the area.
There is a mixture when it comes to who chooses the measures;
“You’ve got unit managers who are perhaps getting information from their staff and they know it day in day out and they know they know the opportunity, they know the constraints better than anybody. Then you've got the corporate management team who perhaps looking at it from a more overarching bigger picture point of view and then you've got elected members who obviously are looking at it from it from a ground level as well in terms of their constituents, in terms of their residents, in terms of what they may be looking for in terms of what they're hearing may or may not quite be right from the council perspective so the thing we have to do, you've got very good experience of this Hilary, we have to try and balance this between all three of them so as I say sometimes just to use this year as an example we very much wants to look at the outcome side of things and make the outcomes very meaningful because the people place and progress are all-encompassing they cover all manner of sins but the outcomes really should be the what do we want to achieve? What do you want to get out of this? And we felt that the first year of the corporate plan was a good start is a step in the right direction but we didn't feel it quite, they've gone deep enough at the time and we felt they need to be a little bit more streamlined so we got the feedback from unit managers in the original workshops and elected members in terms of what they were looking for and we put in their suggestions as part of it. Then at that point it was looking very bloated there was even more in there than there was the previous year so we said to the corporate management team look we really need to sit and have a discussion about this in terms of where ever you want to go because we think it should be a lot more streamlined” (Head of Service SDDC Transcript p346-347, 25-34, 1-12).
The officers had several discussions about the measures and had several heated debates about what to include and what not to include.  The focus group showed that not all officers were involved and it tended to be senior officers only.  Also members were not involved at this stage.
“Ultimately I say it, it should be elected members who own that and are driving it moving forward” (Head of Service SDDC Transcript p348, l12-13).
The officers in the communications team who are the lead for the measures end up discussing them with many different teams of staff and would prefer;
“everybody's sitting around the table and having those debates at the same time rather than we go and have those debates with three different groups and then feed it back up the chain accordingly” (Head of Service SDDC Transcript p348, l17-19).
The senior leaders from the controlling political group and the directors and CEO meet every fortnight and the corporate plan was brought to one of these meetings early on in the process.
“I came in a sat on a couple of those and my perception was very different to the reality. I was expecting to come in here say to people what works what doesn't and have a really fulfilling discussion and take away that information and use it to go off with and I can remember asking the question and the best way I can describe is it's like tumbleweed blowing through the office like no one kind of really wants to put the head above the parapet no one really wanted to say anything and I came out of that meeting so I'm a little bit mystified that's the only word I can think is kind of like okay” (Head of Service SDDC Transcript p348-9, l29-34, 1-2).
It is difficult to say why people are not engaging with the process;
“people happy with it and they don't want to change it or do they not understand it enough to be able to influence it which is what the conclusion I eventually came to with it in fairness or is it just apathy and people aren't really that bothered about it you know I say perhaps you might say the right things in public and to the wider world but you know it's the reality somewhat different to that and they say it gave me a bit of a wake-up call that did that actually people aren't as engaged with it as perhaps we are you know we live and breathe it it's a huge part of what we do but for other people it's a tick box exercise” (Head of Service SDDC Transcript p349, l3-11).
This political term was the first time the council had held workshops for the corporate plan;
“I think the workshops have been very good I think that's been a big plus a big step forward something we didn't have previously” (Head of Service SDDC Transcript p349, l15-17).
They try to focus on the strategic issues but sometimes they are caught up in each members’ pet project;
“it’s that wider vision where do we get what do we want to be known for in four or five years’ time how do we get there and how do you make it as I think sometimes we get very caught up on the the issues that might be in our head at that moment in time” (Head of Service SDDC Transcript p359-50, l34, 1-3).
However this has been a huge improvement on previous years according to the CEO;
“I think the plan is the best I've seen and I'm saying that truthfully and there might be some people offended by that over  previous regimes and both in, in both parties but I don't care I'm just saying as I see it” (CEO SDDC Transcript p369, l22-24).
The service plans, are the more detailed versions, and tend to be produced for the year and are not adapted or changed during the year;
“it tends to be we set them in stone it goes to committee and then that's it and then it would be year down the line and they'll go back to committee and we'll reset them again” (Head of Service SDDC Transcript p351, l22-24).
“The data is there and it gets reported back to the director management team meetings and they regularly update against it but then it doesn't go to that next level which is to feedback to elected members and that's where that's why it falls down at the moment” (Head of Service SDDC Transcript p352, l1-4).
However the CEO has a different opinion regarding the reporting of the performance of the service plans to members;
“you do you see them in a different form you see them in the form of the quarterly measurement of the progress against the corporate plans aims and objectives and that's basically taken from each quarters research of where they are in their corporate and in their service plans so you do see it but in another format. We used to present service plans more regularly people and members just yeah move it, second it, we didn't even my officers were feeling really deflated I dragged them along through an evening meeting and it is move it second it” (CEO SDDC Transcript p375, l2-8).
The Head of Service would still like to see them presented to members more often;
“I think you have to do it on that six monthly basis and people say okay halfway mark this is where we are and this is how we performing it it's a really good stop check exercise to make sure it's going in the right direction” (Head of Service SDDC Transcript p352, l17-20). 
Service plans cover the majority of the statutory duties that are carried out by the council;
“Any manager any director that doesn't perform his duties, he's going to get into trouble” (CEO SDDC Transcript p374, l25-26).
“Right it's each service plan is aspirational of both the statutory level because it absorbs its part of the corporate plan we have regular meetings now you've attended some of them with my senior managers to make sure that they are not only giving to Caesar what Caesar requires i.e. lip service to the corporate plan that they're actually still engaged still, still fully focused on over and above the statutory provision of their service” (CEO SDDC Transcript p375, l23-28).
The CEO encourages managers to strive to do more than just meet the statutory requirement.
The CEO feels the members are served better by looking at the higher level targets rather than the detail. The CEO feels the members do not challenge enough;
“I would love it when members say well why is that not quite there and then we would give a reason for that” (CEO SDDC Transcript p375, l13-14).
Unless the measures are challenged progress will not be made according to the CEO;
“nothing ever gets bigger by measuring it, you just measure it record the measurement and all the way and then measure it again no no no you have to find out when you measure it where it can go where you can extend it to where you can strive for stretch targets” (CEO SDDC Transcript p369, l15-18).
Then allowing staff to fail in order to learn;
“it's carrot and stick, you need the threat of you know we'll find out what you've done and so make sure you do it that that works to an extent when you find out it's not happened and the way it is what you do about it? Do you inspire people to do better next time or do you punish them for the failure in the hope that that fear of more punishment will drive them on to better things” (CEO SDDC Transcript p369-70, l31-32, 1-3).
“And it's never over until it's over so all measurement has got to be followed by encouragement and realistic achievement based on why it is where it is I've had previous the deputy chief executive here who measured it and held it in  front of people as success or failure without any encouragement for those that have failed and what happened they continued to fail and those successful could have started to plateau because when you're successful and you don't have to strive to be any more you need the equal amount of encouragement to success and failures” (CEO SDDC Transcript p370, l16-22).
So how do you know what makes a good measure? What makes a measure strong? What can we achieve with current resources and what we can aspire to and stretch to over time.   The CEO looks at the past and then projects forwards.  In 2000 the council was “bust” according to the CEO.  He was given the opportunity to be CEO and had six weeks to prove he could do it.  He looked at the financials strengths and weakness and also the delivery arm, the organisational structure and expertise. “What do we have? What do we want?” (CEO 12/09/16). This will vary in each council.  The CEO compares it to a “Personal best at the Olympics” (CEO 12/09/16). All authorities are not the same and they shouldn’t be,
	 “The strength of local government is to deliver the demands, aspirations and 	desires of local people” (CEO 12/09/16).
The CEO calls it the “Brand standard” in that the same standard should be delivered at all levels.  Good customer satisfaction, rate of response to requests and getting it right first time makes a huge difference. The CEO believes that this is the best corporate plan the council has completed and says it 
	“Has attempted to be cross cutting, cross fertilising rather than departmental. 	 What are you going to do to make it better? People, Place and Progress. We 	are walking faster than we were four years ago” (CEO 12/09/16)
[bookmark: _Toc520042049]4.15 Summary of the first case study
To conclude the themes of the action research project it is clear that there are many improvements that can be made with the process of performance measurement and the choice of measures.  It has become clear that some officers are choosing the measures and members are accepting these with very little challenge.  Staff are subjected to a mixed level of communication from their managers with some being very proactive and engaged and others not bothered with a “you do not need to know attitude”.  
There are good intentions and the commitment of the officers is very visible.  However guidance is needed regarding what to focus on.  A clear understanding of each group of stakeholders is needed and what they want from the council.  This then needs to be prioritised.  
The officers then have so many targets to think about and also where these targets come from.  Do they look at the:
· Corporate Plan
· Service Plan
· Numerous policies
· Appraisal targets
· Job description?
With so many sources of targets staff will become confused unless they all sit together.  SDDC have not yet compiled a comprehensive list of all the policies there are so these were not fully considered when the corporate plan was devised. Ideally the corporate plan should come first and the policies later but in practice the policies already exist.  The policies are on a rotation system to be reviewed but this is done in isolation from the corporate plan.  It could be argued that the senior officers understand the policies and helped to guide the corporate plan within them.  However there are many policies and it would be very difficult to remember them all.  As they come up for review on rotation they should ensure they fit in with the aims and objectives of the corporate plan.
The structure of the officers is to come under review again as a major restructure is about to commence at the time of writing.  The flat, lean hierarchy is subject to both admiration and scrutiny.  It is good to keep costs low and also encourage faster decision making yet at the same time it leaves the council vulnerable to a lack of skills and resources and also a lack of promotional prospects for the officers.
The council has a good reputation with the public and partners.  The South Derbyshire Partnership is often held up as an example of good practice across the county and the Safer South Derbyshire Partnership has recently won an award for their good work.  However there is still a question around whether the communications mix is ideal.  More quality feedback from partners is needed to ensure the council is delivering to their needs and requirements.
Austerity is a word that officers know too well and the issue of finance is always on the agenda.  The need to find more savings to balance the budget in future years to enable the council to survive is vitally important.  The need to move with the times and to generate income is equally as important.  This is a new area for councils to venture into and this warrants a different leadership style that is more business-like.  Yet how can a council behave like a business when they are constrained by a group of members and policy documents to give guidance on everything that they do?  Although they want to become more business-like businesses do not have these constrictions.  
Measurements are prolific and the desire to keep all the targets and KPI’s is strong.  Comfort is gained from measuring but does this drive the organisation forwards towards their goals in the corporate plan?  Do they feel confident enough to drop measurements and move on?  They are trying but the internal audit recommendations to continue with the measures just in case they are used again does not help with this progression.  So again the conclusion becomes good intentions but not a clear focus.  The fog of many measures is clouding the clear view of the goals.
[bookmark: _Toc394526073]So is this normal for a local council or is SDDC different?  Two further case studies of similar councils will now be discussed with semi structured interviews based on these themes


[bookmark: _Toc520042050]Chapter 5 - Case Study Two & Three.  
The next step was to take the learnings from the action research and take them to two other councils. 
[bookmark: _Toc520042051]5.1 Background to Councils Two and Three.
These councils are in the Midlands due to the accessibility of the data. One of the two councils wished to remain anonymous thus both councils shall remain unnamed.  They will be referred to as council/case study two and council/case study three. 
They are both district councils in rural areas with a mix of towns and villages and so are comparable to the first case study.  
[image: ]
[bookmark: _Toc519426472]Figure 37 Data for the three councils in the research
The above data has been collected from the Nomis website but for confidentiality reasons cannot be identified. All the data was the current data as at 25th August 2017.  The data is useful for comparison purposes.  It shows that the three areas have similarities. They have many very small businesses in the area accounting for around 90% of their total number of businesses.  All three are rural with Council Two being larger than the others but the mix of rural and towns and villages are the same.  All three areas are deemed to have tourist attractions which means visitors come into the area.  They all have very low black minority ethnic residents within them and are mainly white. Unemployment is low in all three districts as well. The political mix is two conservative and one labour led council. It is important to see whether the choice of political party has any impact on performance measurement.
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[bookmark: _Toc519426473]Figure 38 Remuneration details and gross budget 2015/16 
All the data in the figure above was collected from the Annual Accounts of each council for 2015/16. 
We can see from this data that case study one pays their staff higher wages and this includes the remuneration of the elected leader.  The leader of case study three is paid less but has a larger budget to work with and the rest of the members are remunerated more than case study 1.  
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[bookmark: _Toc519426474]Figure 39 Gender of members across the three councils
The data for the above figure came from the authors’ primary research and from the council websites. Case studies two and three have a reasonable proportion of women but case study 1 has very few women compared to men with regards to members. Case study one has both male CEO and leader and both case studies two and three have one male and one female for CEO and Leader.  None of the three councils have two women. The lack of senior level women in the public sector is a current topic of discussion that is interesting although out of the scope for this project. Nevertheless the proportion of women does have an impact on style of leadership and performance measures chosen (Bochel & Bochel 2004).
The proportion of staff that live in the area and are also citizens of the area is 55% for council two and 58% for council three.  So there is a ready-made and easy accessible “citizens panel” or focus group.
Council Two have a performance management handbook and a performance management cycle.  The theory looks good however only the Head of Service referred to these.  No one else mentioned them so this indicates they are less significant and they are not embedded into the procedures. 
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[bookmark: _Toc519426475]Figure 40 The Performance Management Cycle (Council 2 2016, p1)
[bookmark: _Toc520042052]5.2 Data Collection
Between March 2017 and April 2017 19 interviews were undertaken at the various offices at the two district councils in the Midlands.  All interviews were recorded and transcribed into 152,844 words.  This has provided a rich database of comments from a range of personnel.  Some having only been at the authority for a few months but the majority of staff having been there for more than 10 years.  
	
	Length of service
	Grade

	CEO (Interview with Leader)
	4 years
	> £100k

	Leader (Interview with CEO)
	30 years +
	N/A

	Officer Grade 6
	10 years
	6

	Officer Grade 4
	10 years
	4

	Senior Manager Grade 10
	20 years 
	10

	Officer Grade 9
	 10 years
	9

	Supervisor Grade 6
	 18 years
	6

	Senior Officer
	10 years
	10

	Head of Service
	19 years
	>£50k

	Apprentice
	2.5 years
	Apprentice  

	Member of the controlling group
	6 years
	N/A

	CEO
	18 months
	> £100k

	Assistant Director 
	12 years
	>£50k

	Officer Grade 5 (Joint interview)
	9 years
	5

	Officer Grade 5 (Joint interview)
	9 months
	5

	Officer Grade 5
	16 years
	5

	Assistant Director 2
	19 years
	>£50k

	Officer Grade 8
	18 years
	Est. 8

	Manager Grade 10
	3 months
	10



[bookmark: _Toc519426476]Figure 41 Summary of interviews undertaken for case studies two and three
The grades and salaries indicate that there is a wide range of levels of staff interviewed along with two elected members. The choice of who to interview was left with the CEO of case study two and the Assistant Director of case study three. It would have been difficult for the author to have chosen the interviewees not knowing the staff or availability.  The author requested a range of levels and a range of functions to try to obtain as broad a picture as possible.  Due to the length of service most staff were very happy and supportive of their council all bar one who was not happy at all.  Both councils were very supportive of this research and were very helpful to the author.
[bookmark: _Toc520042053]5.3 Theme 1 - Stakeholders & Communication.
One of the issues with analysing strategy and performance in the public sector is finding out who the stakeholders are, what do we know about them and what do they want? How do we know what they want and when did we last speak to them?
The CEO of Council Two says;
“We do a lot of survey work on the public we have what used to be called a citizens panel but it is an online panel…that we regularly consult on various things any changes we are making to services, erm any changes we make to a service like we recently consulted on the opening hours of the public loos at the station, the bus station. And we tried to consult users that we actually know used the facilities rather than just a general panel so we will tailor consultations so they are relevant.  We do general surveys” (Transcript p4 l 18-25).
The Head of Service supports this view;
“It [the corporate plan] was developed on the basis of an extensive consultation with with residents I think we had about 1,500 residents involved through a mixture of surveys and sort of focus group workshop type thing … what would your ambitions be if you could write the headlines […] in five years” (Head of Service Council Two Transcript p149, l4-13).
The CEO of Council Three likes the smaller districts than the large unitary authorities;
“Districts know the communities” (CEO Council Three Transcript p209, l25-26).
Council Two go even further and ask the public how they would spend the funds;
“We also did an exercise with the budget showing that these are all the different services how much do you think should be spent in each area then we showed them how much was spent in each area and they say and it didn’t match at all what people wanted to spend in each area so you know that that gauge improves as well” (Head of Service Council Two Transcript p149, l18-22).
The citizens’ panel consist of about 1,000 people and the surveys are either emailed out or posted to them. On the survey for the corporate plan, for Council Two the survey was sent out to over 4,000 people, over 1,000 people responded to the survey that received it and this was approximately a 24% response rate. Although this is low it still provides some very useful information. Council Two invested in consultancy services to collect this feedback thus showing their commitment to wanting to understand the views of the public.
Recently the citizens’ panel for Council Two has been changed to an online panel because it is free “rather than paying 4,000 quid a go for consultation” (Head of Service Council Two Transcript p151, l27-28).
Council Three also use a citizen’s panel of about 500 people;
“We still have a citizen's panel which is, it used to be a thousand people on the panel and we split it between ourselves and [the] County Council. [The]  County councils has now pulled out […] we've still got our panel but it's now reduced to 500” (Assistant Director Council Three Transcript p236, l12-20).
As well as the surveys Council Two also have focus groups and community forums. Community forums are;
“Not always at the same venues but somewhere in that area and the public are invited and we have a certain number of topics that we present in a consultative formal information form and at the end we always have a free for all and by that I mean they can ask any questions they like and we endeavour to answer those questions and that involves our partners” (Leader Council Two Transcript p5, l 6-10).
“I mean they are an, a totally excellent way of trying to communicate with our constituents” (Councillor Council Two Transcript p186, l18-19).
Around 40 people attend these meetings and again Council Two will tailor them to the needs of the community by taking them out to villages so they can find out the village view rather than from just the main towns.  They also carry out a local member briefing session before the meeting so the councillors are up to date with everything that is happening in the area.  So Council Two are very keen to keep in touch with their public.  However the issue is getting people to attend;
“The major problem is getting people to go along to them it only really if there's a topic that's likely to be at all controversial that people will come along … but unless it's a topic that is dear to people's heart they won't give up an evening to come” (Councillor Council Two Transcript p186-7, l19-21, 1-2).
Council Three also consult with their stakeholders quite extensively;
“I mean in the past we used to send it to all the other district councils and county councils in … as part of a consultation but we ceased doing that I think you know after CPA went there wasn't say need to have a corporate plan” (Assistant Director Council Three Transcript p239, l6-8).
“Our newspaper our magazine that goes out three times a year and we need a big back page spread on give us your views on what, what you think about our proposed priorities and did it that way the time before we had loads of public events and actually did you know sort of forums and workshops” (Assistant Director Council Three Transcript p233, l23-26).
However this consultation to every household did not yield very much feedback;
“I think we probably had a hundred back and we sent out 34, 000  we also went to parish and town councils and sent it out and we've got strong partnerships local partnerships and we did send it out to people and you know took on board any feedback that they'd got us just as stakeholders but no not a lot of feedback last time I think it was somewhere about 100 no more than” (Assistant Director Council Three Transcript p233-4, l30-31, 1-3).
So it could be apathy on the publics’ behalf or it could be the topic areas in that there is nothing in there that excites the public into action;
“I think unless it's a planning issue if they as you know I mean you know we've had people queuing down this lane here to attend planning meetings but you know there's not there isn't a lot of interest I think it's deteriorated over the years but but we did the exercise and there wasn't many” (Assistant Director Council Three Transcript p234, l6-9).
“Some of it is apathy is now, I think it’s only things that get them hot under the collar isn't it that the, they bothered about now that's when they do turn out otherwise it's well you just expect your bin to be collected and you know everything to be run smoothly” (Assistant Director Council Three Transcript p234, l13-15).
Council Two also like to know what their staff think;
“We do staff surveys every two years. We do consult them on the corporate plan when we consult the public we will hold a staff focus group as well”. (CEO Council Two, Transcript p6, l 24-26).
“Yes I have regular core briefings sort of every four months where I and my management team go out and talk to them about various update them on things that are going on and what-have-you. We have an employee group which I go to which is a group of representatives from all over the council which raise issues and we also use it very much as a consultative forum on things like the corporate plan, policy changes, if we change the sickness policy and things like that … Also we have held, which was very popular, a question and answer session where we allowed them to, anyone to, put anonymous questions into myself and the corporate director and that was really popular and we have over 60 questions and quite hard hitting questions which we then answered we held a session where we sat down and answered them and gave written answers to them as well and they want to repeat that. They liked putting us on the spot” (CEO Council Two, Transcript p7, l 2-13).
The CEO for Council Three also does briefings quarterly.  There is positive feedback from the staff and the view that the CEO tailors the talk to each group individually;
“[The CEO] tends to do it for the whole, you know whole of the council so [the CEO] probably does a section at a time like they did all the customer service perhaps together and they'll show us you know what they’re concentrating on how we've done spending you know all that kind of stuff and just gives us an update of what, what they're working towards basically it was quite good actually yeah yeah yeah because we've had them in the past with different CEOs that have been a bit all numbers and we sit very glaze over but [the CEO]  was very, just a bit more down to earth” (Grade 5 Officer Council Three Transcript p259, l11-17).
The CEO, of Council Two, wants to be open and transparent and comments that there is not a hidden agenda;
“There are still going to be corridor conversations that go on that things are going on that they don’t know about.  Staff always think that something is going on but actually it never is. They think you have an agenda and you haven’t. Sometimes I wish I had but I haven’t”. (CEO Council Two, Transcript p7, l 29-30 – p8 l 1-2).
Council Three also want to know what their staff think;
“We did massive thing on the intranet I think we put it on there and did a survey and they could feedback free text or tick boxes to say we did focus groups as well with managers different groups levels of staff and the unions were invited to that as well” (Assistant Director Council Three Transcript p235, l17-19).
“Our employee survey we do ask questions about how your job links and things like that so it is all there I just think it's probably not as strong as it was a few a few years ago but that is a reflection on you know you've taken jobs out of we've taken posts out we've got less people there's less messages going out you know you haven't got that same sort of push” (Assistant Director Council Three Transcript p246, l10-15).
There is also a weekly bulletin which goes out and officers look at that.  How useful it is depends on the content;
“Well this one you can buy a bunk bed or you can just talk about the race that's happening or the walks or more important stuff about parking at the [council offices] because it's a nightmare, the bottom road’s blocked because we can't get through, it’s just communicating to ourselves really about obviously a bit of a chat page within some important stuff thrown in from obviously what's been coming from the directors” (Grade 8 Officer Council Three Transcript p304, l2-6).
However communication to staff is an issue at Council Three;
“I think I get frustrated with like communication through the council we do our side of things and then it's, it's passed on to another department and then the delay getting back to the customers” (Grade 5 Officer Council Three Transcript p256, l16-18).
“You know as things happen or change within the business  again it's not always fed down to us I don't think I think it tends to stop around about middle management and then not necessarily sent down to us and you know we're not always kept in the picture I don't think” (Grade 5 Officer Council Three Transcript p270, l11-14).
Council Three have recognised this and set up “Team Innovate” to improve communication. Several officers have volunteered to be part of a team to improve communications. They are also trying to improve the language used and reduce the amount of council language used;
“They did that plain English training they're trying to get people out of talking in jargon and that kind of thing that was one of the things that came out of it and then they do not back to the floor exercise aren’t they some of the senior management team coming into the contact centre with us to like sit with us perhaps on telephones and just get back to basics” (Grade 5 Officer Council Three Transcript p271, l3-7).
The commitment from the senior managers to spend time on the “shop floor” as such was met with enthusiasm from the staff.  It means that their voice will be heard.
Minutes of the Heads of Service meetings, at Council Two, are posted online for staff and members to see. The leader is happy with this as the members feel informed and involved.
Council Two also work with partner organisations, groups like the District Councils Network and the special interest group of small rural councils as well as lobbying their Member of Parliament.
“On a formal basis when consulting for the corporate plan with you know the public and members and […] in my own role I obviously do a lot of partnership working so the local strategic partnership the we've got a kind of economic development partnership […] with work a lot with County Council on economic development issues” (Head of Service Council Two Transcript p158, l14-19).
Council Three also have a parish council liaison group, the old local strategic partnership, the links with their county council and they also link into the business community;
“We did specifically have a session for businesses, so we're like have a business breakfast meeting and we took the growth strategy through that business breakfast meeting  […] and got feedback but again we didn't get an awful, an awful lot” (Assistant Director Council Three Transcript p235, l10-15).
As a new and incoming CEO, the CEO of Council Three;
“I went to County Hall and I met the chief exec and I met the leader and I said what can I do for you? What can you do for us? You know that was the reality of it.  I'm an incoming chief exec I want to make sure we have a positive working relationship with the county, you are the provider of the upper tier services,  you provide services for our most vulnerable adults and that's vulnerable children what do you want to keep you sweet but then likewise I'm not always going to agree. I will act as an honest broker between the two” (CEO Council Three Transcript p209-210, l31, 1-6).
The CEO of Council Three was keen to understand the agenda of the upper tier authority as one of the stakeholders.  Council Three undertook a very comprehensive programme of consultation with their stakeholders. So would they do this again?
“I'm not convinced that we will be doing as much consultation if we change it this next time because one we've got less staff two we've got less budgets to do it with as well” (Assistant Director Council Three Transcript p235, l28-30). 
Although Council Two has made a conscious effort to communicate the strategy it does not seem to reach all staff. 
“What’s our strategy? Er no […] I don’t know what the specific strategy is. It’s all about saving money and cutting costs where we can” (Grade 6 Officer at Council Two, Transcript p 22, l14-19).
“Core values and stuff. I know some of it. I don’t always listen to be honest” (Grade 4 Officer, Council Two, Transcript p38, l18).
“I suppose I know our mission statements you know that we're green and clean and affordable housing and encouraging economic expansion I also know that most of the time we're spending our time looking at cutbacks because we have very little money coming in and that basically that has been the case all the time that I've been a councillor” (Councillor Council Two Transcript p183, l5-9).
However when asked about whether they had seen the corporate plan;
“I’ve seen it up in the toilets […] I think others and me would say because they do it every year you look at it and think I’ve seen it once so you probably don’t look at the changes do you see what I mean that’s probably the problem” (Grade 4 Officer, Council Two, Transcript p39, l18-20).
“Broadly aware of it but not sure where my role fits in in the delivery of that” (Grade 9 Officer, Council Two, Transcript p85, l27).
“I can’t reel it off, off the top of my head. Because we work from a depot not from here it’s sort of not, you are not confronted with it much” (Grade 6 Supervisor Council Two, Transcript p104, l7-8).
Again the theme of the quality of staff comes through and how much effort do staff want to put into to find out what is going on;
“I mean probably the best example is you know last night I was at committee community Environment Committee presenting papers there senior management team obviously is quite involved with some of the decisions that are made around the values of the corporate plan and things like that which a lot of the team even you know in services are involved with that but then you know I myself I go out to leisure centres and we do workshops with staff to help them shape what the future looks like as well so it's not you know I don't you know specifically at the top or at the bottom is it's about working through that both ways really you know making sure that communication goes both ways as well so we'll go to corporate leadership team present papers or business proposals on certain things but then those ideas often or come from the staff I work in in our team anyway so it's kind of that role to be you know  that link I guess between corporate leadership senior management and the shop floor where all the good stuff happens” (Grade 10 Senior Officer, Council Two, Transcript p123, l8-20).
How far down the organisation does the strategy and corporate plan information cascade;
“Not as much as it should but probably more than people might expect so there's pockets across the organisation who are quite wedded to performance because it affects for instance their their funding or it effects which is the case say with with housing or it might affect their you know whether they get put into special measures by the planning inspector for instance as it might do with the planning indicators and it might affect their service level agreement has as the revenues and benefits one might do so there's there's different parts of the organisation who are quite up on performance stuff there's other parts who who who aren't and and either see it as a chore or because they haven't got any indicators they kind of ignore it all together so yeah they're it's it's it's a mixed picture” (Head of Service Council Two Transcript p153, l4-13).
Staff are aware that the council has improved the communications;
“Yeah they have tried to improve communications but we just don’t know what happens in other parts of the council” (Grade 6 Officer at Council Two, Transcript p 22, l1-2).
However not all staff feel this way;
“That sort of information isn’t passed down readily to people below the corporate leadership team” (Grade 9 Officer Council Two Transcript p85, l7-8).
Still it does depend on how motivated staff are to find out any information;
“There's no excuse for him to say we never get told anything because they do and and you can ask [the CEO] has always said I have an open-door policy so they can’t say we don't know about the structure because we never told they are then they just choose not to be interested” (Grade 6 Supervisor Council Two, Transcript p113, l5-8). 
Also it does depend on how diligent and accurately managers want to pass on the information;
“I think our manager takes reasonable notes but I suppose it’s reliant on people at CLT entering into discussions and taking accurate notes and feeding that information in its entirety down to department managers […] so we are reliant on … our manager, sitting in departmental meetings with the head of service taking notes himself and he will just bring those notes with him and say oh yeah we discussed this, I mean last week he said something like “Oh by that time I weren’t really listening” and I think that reflects really how the information is filtered down to us” (Grade 9 Officer Council Two Transcript p93-94, l26-28, 3-7). 
This officer admits to being disengaged so whether they are not looking for the information or whether it is really not there is hard to tell.  On one hand this officer says; 
“What would be useful is that this is our strategy and this is how as a department we are expected to sort of help deliver and meet the councils’ objectives but we don’t get that” (Grade 9 Officer Council Two Transcript p86, l3-5).
Yet on the other hand they state that; 
“I feel disengaged I think, It’s the fact that I think well, what’s the point?”  (Grade 9 Officer Council Two Transcript P93, l13),
“I’ve got no loyalty with the authority at the moment” (Grade 9 Officer Council Two Transcript p95, l14),
“I haven’t attended the last few [core briefings]” (Grade 9 Officer Council Two Transcript p93, l11),
“I think people are naturally a little bit selfish in that they are only concerned about something that might affect them I must admit that I am not personally interested in the rest of the council I am only interested in my area of work” (Grade 9 Officer Council Two Transcript p96, l15-18).
These comments support the theory that when a member of staff is unhappy it colours all their thoughts and they struggle to be objective.
So how good are the messages going up the hierarchy? Does the communication work upwards?
“Probably not as I don’t really, erm I’m quite low down compared to a lot of other people […] but in my specific role I don’t know really if my voice gets heard if I am honest” (Grade 6 Officer at Council Two, Transcript p 21, l23-26).
This officer did appear to lack confidence about whether their voice would be heard up the hierarchy.
The senior manager interviewed at Council Two has always had confidence that the message will go up the chain as well as down;
“They both [previous and current manager] take their timeout to listen to what you have got to say. I can’t say that I always get back what I want to hear but that’s part and parcel of it” (Grade 10, Senior Manager Council Two Transcript p59, l1-2).
The officer is also realistic enough to know that although the hierarchy may listen they may not react as you want them to.
At Council Two a senior manager summed it up when saying it is his responsibility to understand what is going on;
“I think it's my it's my job and every other departmental manager as a leader for that department is their job to make sure that their staff and their team their voices and their ideas and their good work is gets to the top through that channel because that's what our role is yeah we're we're a service manager but we we're also a voice for our service to make sure that you know corporate leadership chief exec and the corporate director know what's happening on the ground otherwise you know that whole structure from top to bottom doesn't work communication doesn’t  work” (Grade 10 Senior Officer Council Two Transcript p128-9, l29-32, 1-3).
 “It should be a bottom-up approach not a top-down approach” (Grade 10 Senior Officer Council Two Transcript p126, l12).
Most officers that were interviewed from Council Two did like and appreciate the CEO core briefing. However how much of that briefing was taken on board within their roles and how much was parked and left as a separate event?
“But then after the core briefing we all go back downstairs back to our normal jobs and don’t think about it until the next core briefing so you know it does kind of get lost a bit” (Grade 6 Officer at Council Two, Transcript p 31, l12-14).
“I find it interesting but sometimes I don’t think a lot of it relates to me … not meaning it like selfish but you know what I mean. I find it interesting and I like to know what’s going on but I don’t think I really take it with me if you see what I mean. I’m sort of in the moment person - doing, do you know what I mean?” (Grade 4 Officer Council Two Transcript p45, l11-16).
“They are far more interesting than they used to be because it was very much as you used to sit almost theatre style in rows.  … so different managers speak and cover their topic that is relevant at that time. I think they are beneficial because people get it first-hand. … Everybody has an interpretation of something and I do think things can be misconstrued quite easily so I think the core briefings, provided that the people that go listen, you are hearing it from the horse’s mouth, within reason as there is obviously different sessions but you are all hearing it at the same time so there is still that element of misinterpretation but you’ve all been told in the same way rather than [the CEO]  telling me and I might have a different take on it and go and tell my guys and then they might talk to someone else in a different section and they might say “oh I was told this oh no that’s not what I was told” so I do think that it stops some of that . … I don’t take everything on board and think oh yeah I’ll factor that in but I do think it’s dependent on the topic itself” (Grade 10, Senior Manager Council Two Transcript p69, l9-24).
Officers at Council Three appreciated the tailored briefing so it was relevant to their roles and they did use the information in their jobs.
“Have that customers coming up to us with queries so we can relate the queries to what [the CEO] said and that informs us better with the customers” (Grade 5 Officer Council Three Transcript p259, l23-25).
The core briefings, for Council Two, were held at the Depot as well where the staff that do not work in the main office start their day;
“They make allowances for that and they do them at 7 in the morning when we start so everybody is at the depot together” (Grade 6 Supervisor, Council Two, Transcript p105, l19-20).
One of the issues that came out of this discussion is the lack of modern online connectivity to the Depot;
“The thing with the the Internet is the certain literacy issues at the depot so that option is not open to people … There’s forty men there there's two computers in the canteen quite old things I can't have forty men all hauling back one day just because they want to look at something” (Grade 6 Supervisor Council Two, Transcript p113, l21-26)
The supervisor at Council Two also does not have a smart phone so when officers were asking why have you not read your emails the supervisor commented that; 
“I’ve no access where do I read them up oh they're just assumed it everybody had access” (Grade 6 Supervisor, Council Two, Transcript p114, 23-24).
So through all the communication methods did the strategy appear to be understood by the staff?
“Ok the vision generally because it doesn’t sit with me as parrot fashion because the vision as we layout on the website actually refers to different areas that I am not involved in so I would generally say that from my point of view and from my service area it’s about providing good customer service but the vision of the council I think is to be seen as dealing with things transparently. Providing a good service whether it be bins or illuminations or really generally to have a good ethos that yeah makes it known what we are doing and why we are doing it and I think we are quite good at that as a whole we try to, we do communicate to [our residents] on a regular basis with as much information as possible. Don’t get me wrong there are certain times where things fall down and the message doesn’t come across as it should have done but I would say 80% of the time we are telling people … We have the community forums and the likes and we ask people what they want and we do do quite a bit of that.  Getting people in and to ask what they want. Quite bizarrely it is generally different to what is real. One of the prime concerns was the safety and I know I remember looking into it at the time and we had senior managers get together, I think its quarterly, and we discuss the forums that they’ve held and one of them was you know what would you prioritise? Where do you think the public have come back to? And one of them was the community safety aspect of policing and that that was really important but then you looks at the stats and [this area] is like wooooh off the paper [i.e. no crime at all]” (Grade 10, Senior Manager Council Two Transcript p 59-60,  l16-30, 1-5).
This is an issue when trying to deliver your stakeholders needs.  In the example above the public generally want to see more police out on the streets and it makes them feel safer.  However the crime figures are so low the police cannot justify putting their officers there.  So how do you satisfy your stakeholder? 
“It’s quite difficult to strike that balance that you are seen to be listening and taking on board what they are saying but obviously balancing it as if you have got to put funds into these areas it’s actually there isn’t that much funding required there as there not much need but you have got to be seen by the public that you are spending their money, obviously the council tax and the likes, that you are spending their money transparently and fairly and addressing the issues that they want addressing” (Grade 10, Senior Manager Council Two Transcript p60,  l8-14).
A senior officer at Council Two is very loyal and believes that the council fulfils its obligations very well.  Although there is a lot of outsourcing there is still the ambition to run services in house for the best service to consumers and thus satisfy stakeholder needs;
“We've become more of a commissioner organization but I do think whenever that topics arisen I think there is a still a desire to actually you know we are a council we do deliver services to the community we deliver good services and I think there's a you know there's an ambition where we can to try and retain that because we need to do something really well we could argue do we do it better than the private sector in some cases” (Grade 10 Senior Officer Council Two, Transcript p127, l19-24).
When it comes to members as stakeholders and officers as stakeholders both councils respect each other.  Members respect that the officers are there to give advice and complete the operational tasks and officers get on well with members when they have contact with them;
“Some people tend to tiptoe around them, they’ll just talk to them as normal people” (Grade 6 Supervisor, Council Two, Transcript p109, l11).
“The officer member relationship is good, the member member relationship is good across parties they're very respectful and appreciative of each other and at the same between officers and members too so the working relationships are good” (Head of Service Council Two, Transcript p146, l16-19).
The senior officer interviewed for Council Two believes that the council works in a cross party way for the benefit of the district.  Although there is some political posturing the main focus is on the community;
“I think that there is a drive definitely about members being champions in communities and for them to be active in communities supporting championing not just picking up the complaints and sending them through to an officer I think it’s about how can members support the process and enable the process to be better whereby communities are coming forward with what their priorities are how things should run locally” (Grade 10 Senior Officer Council Two Transcript p125, l16-21).
The champions then report back to council meetings and the champions represent all groups and are not just from the controlling group which does support the above officers’ view.
“I get the impression that everyone’s pulling in the same direction yes there’s difficult decisions to make even more so now than ever but I do get the impression that people want to make the right decisions for the right reasons whether they’re a member whether they are someone in corporate leadership team or whether it’s a person doing the job I really get the sense of that from this council” (Grade 10 Senior Officer Council Two Transcript p126, l1-6).
This view is supported by the councillor;
“Both staff and councillors really good at working together you know although it although we are political we're not aggressively political we all really seem to be singing from the same hymn sheet in that we're all trying to do the best for our constituents” (Councillor Council Two, Transcript p193, l27-30).
However in some areas where data protection is needed officers are trying to coach members into a different practice as they cannot tell members confidential details about residents;
“I shouldn't really be telling you it's confidential in its data, that’s so they should be asking for it for a reason you know so we now have a form that councillors should fill in.  They don't, they won't fill it in - what is your reason for wanting this information because it's very protecting our data protections there now for everything we do and like I say you can't just keep telling someone that knocks on your door” (Grade 8 Officer Council Three Transcript p299, l24-29).
This has knock on effects for the member to officer relationship in those areas and;
“So the relationships changing it's a bit more distant than it used to be” (Grade 8 Officer Council Three Transcript p300, l4-5).
There is a focus from both councils on the public and employees.  With each stakeholder group responding in different ways and with differing levels of interest.
[bookmark: _Toc520042054]5.4 Theme 2 - Strategy & the Corporate Plan
Most councils have a corporate plan and all three councils in this study have their version of a corporate plan.
“I think the thing is we love authority corporate plans and they tend to follow a rather stock approach so the most corporate plans that I’ve seen will be clean and green and cost-effective services and you know involve people in making our decision an excellent customer service um and what happens is local authorities write a corporate part and stick it on the shelf” (CEO Council Three Transcript p200, l1-5).
“we've always had corporate plans so ever since I've been there …so we've had one for about  12 years and they usually run for four years and they follow the Civic pattern” (Assistant Director Council Three Transcript p231, l9-11).
The danger is that the corporate plan can turn into an industry of its own;
“I think sometimes the plan turns into a process within itself because my my challenge would be to any officer is how many people in the community will read this, it's not particularly easy to understand. When I was at … we turned it into a plan on a page, we've got it on a page and we've got three objectives and three actions and a delivery of those objectives and that was easier for us to go back to because actually what you end up reflecting in the corporate plan, if you're not careful, is your day job so our corporate, corporate aspiration is to provide our customers with excellent service. Well that's industry standard isn't it? It's local government,  is public sector these people have no choice where they go for planning, they have no choice where they go to rent, there's no choice where they go for benefit so we should always be providing excellent service so do we really need you know” (CEO Council Three Transcript p200, l8-18).
The CEO of Council Three is very honest about what their thoughts are of the corporate plan they have inherited;
“I don't like this. I inherited it um I don't think it's particularly good, each document, because it's not sharp enough there's a bit too much waffle in there” (CEO Council Three Transcript p200, l23-25). 
The officers of Council Three are clear that the CEO is not overly impressed with the current plan: 
“We've always gone with a theme so that we've got then consistent graphic messages coming out so this is used then in other sort of publicity when or if we're doing things with a public you know we're talking about customer services would use some of these images so that runs through the, the four years what I would say about our corporate plan is it is a mixture of performance indicators and of more project plan sort of stuff longer-term bigger projects that it's always worked for … we've got a new chief exec [who] doesn't particularly like that approach [and] prefers performance indicators so I think it is one of personal choices isn’t it but the members have liked this …and that's why we've continued with that sort of approach” (Assistant Director Council Three Transcript p231, l17-26).
So do staff know where they fit into the corporate plan and the strategy of the organisation?
“So everyone has an action plan from their PDR and some probably not all the actions will relate back to the corporate plan and stuff certainly relate back to what's in people's individuals departmental service plans … I don’t think we are quite at the stage of like NASA where you ask … what do you do we put a man on the moon” (Head of Service Council Two Transcript p155, l9-16).
“There’s obviously a corporate plan that goes out and then they'll be like a service plan for each service area I presume and that gets fed down like through our appraisals” (Grade 5 Officer Council Three Transcript p258, l4-5).
“I think we fit in every little bit of it because, because the main roles is obviously customer satisfaction well I'm a frontline officer so I deal with customers every day” (Grade 8 Officer Council Three Transcript p299, l2-3).
A discussion that occurs in both councils regards the length of the plan.  How long should it be? The Corporate plan for Council Two consists of two pages only;
“So it is short and easily pick-up-able and it's got some high-level things that people can recognize but you know there is a lot of detail in the service plans and and if you hunt on the website you'll be able to find them as well” (Head of Service Council Two Transcript p156, l7-9).
“I think we're we're just stymied into what what we can do so what is the point in trying to achieve a lot of things if there is not the way you know if you know you're not going to be able to achieve them so yes good a short plan that perhaps things that we are going to be able to achieve” (Councillor Council Two Transcript p184, l3-6).
“That's [the corporate plan] also changed quite radically over 18 years because it used to be quite an heavy document lots of phrases but it's now quite bullet pointed” (Grade 8 Officer Council Three Transcript p298, l23-24).
The issue that a council has is that every four years the administration could potentially change depending on the election result however in reality;
“The colour of the flag may change but the personalities within the castle very rarely are different that's the reality of it and that doesn't necessarily you don't find because you have a conservative administration that immediately they privatise everything” (CEO Council Three Transcript p226, l6-9).
Also there is the question of what should be in the corporate plan and should statutory duties be in there as well as aspirational ones?
“it has got some of the stuff that you would expect from a governance point of view or a strategy point of view but not everything so it doesn't say in here that we will you know deliver the medium term financial plan by X cuz we've got to do that anyway but anything new so we've got the Boundary Commission for instance electoral changes as a result of the Boundary Commission by December next year so we knew that that we've got to do it but that was new and it was going to take work so we have put that in so not everything that’s statutory is in in here by any means but it is more the development sort of stuff all the stuff that members of really want to buy into” (Assistant Director Council Three Transcript p248, l14-22).
Council Three is also keen to show that it can adapt and react to changes in the environment and not have to stick rigidly to the plan;
“We're setting out our vision this is what we're planning to do in the next sort of four years but the growth strategy was actually an add-on to this because we realized you know when you started talking about taking business rates out and how are we going to survive with no business rates and stuff like that as a district council that's why we did the growth strategy because we realized that financially we were becoming we could become unviable and therefore that sat at the side of this corporate plan for the first time in 2015 as another approach to how we are going forward and taking our vision you know and what we did so the growth strategy is a separate document but what we actually did was take the three themes from the growth strategy and make those the this aim for the the corporate plan so they are  very interlinked” ” (Assistant Director Council Three Transcript p249, l9-19).
One of the ways of communicating the corporate plan to staff is through the setting of targets and the appraisal system.  Some officers think this could be improved;
“I think it could be clearer myself I feel like when we have an appraisal obviously they've got the aims down that you know they know it's been trickled down to them obviously I think sometimes how its put across to us could be better I think and I think we kind of say oh it's to do with service plan or corporate aims and it's kind of bit glossed over but that's how I would describe it I think perhaps it ought to be communicated more and more often if that makes sense so we are more aware of it yeah do you know what I mean and I  think it comes out with the appraisal but other than that we're just carrying out our role that's how I feel personally I don't think we perhaps tie into it enough I think it could be perhaps at team meetings or whatever via email how are we going to communicate it but I think we could refer to it more” (Grade 5 Officer Council Three Transcript p265, l6-15).
Later on we will see how appraisals are often written and then forgotten about so the suggestions above are sensible and practical to keep the messages alive and loud and clear to the staff.



[bookmark: _Toc520042055]5.5 Theme 3 - Leadership
The structure of Council Two has a CEO, a corporate director and then several heads of service. 
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[bookmark: _Toc519426477] Figure 42 Council Two Organisational Structure
Council three is slightly different as they share services with another council.  This structure does appear to be very top heavy but it does cover two district councils.
[image: ]
[bookmark: _Toc519426478]Figure 43 Council Three Organisational Structure
How do officers find the structures and do they work for them.  At Council Two a grade 6 officers feels it can be a little unbalanced and unfair at times
“Some people have got lots to look after and some people haven’t got so much and some people have got whatever’s swept at the end” (Transcript p21, l14-16).
Yet another Grade 6 supervisor from Council Two is happy with it;
“From my point of view yes. I mean when you look at this some heads of service deal with a lot” (Grade 6 Supervisor Council Two, Transcript p101, l25-26).
Also another officer is aware that one of the Heads of Service has left and also a potential outsourcing event so comments;
“It will probably need restructuring if or after leisure go” (Grade 4 Officer Council Two, Transcript p37, l24).
A senior manager believes it has changed for the better since the new CEO has joined
“How do I feel about it? It works, erm I am relatively new to it mind you so are we all. Because I’ve been here for such a long time our previous chief exec had a very different work ethic in that … he was more er what’s the word I am looking for, wasn’t dictatorial but he had a set way of doing stuff and knowing what he wanted cascading down whereas the balance now has changed where it’s more diplomatic and cohesive in that they all give their thoughts to whatever gets raised at the Corporate Leadership Team (CLT) and they all give opinions to arrive at a decision which is completely different to how it used to be. It used to be a decision was made and this is how we make it happen and you go away and make it happen whereas now the managers, or service heads rather, have an opinion within that and the decision is made within that team or section. Whether it’s top heavy …possibly but I think that’s more of a reflection of what’s beneath it. What’s beneath it changes regularly” (Grade 10, Senior Manager, Council Two Transcript p57, l14-28).
“I personally really like the way that it works I mean I have worked at other local authorities before this one and I like how officers are left to do their job members don’t get too involved with the day-to-day business and running services” (Grade 10, Senior Officer Council Two Transcript p124,l24-26).
“I think it works quite nicely the thing that I really like about the structure its whether it’s the structure or whether it’s the people or does the structure enable the person to be able to do something but I really like how the chief exec and the corporate director are both visible whether that’s because I have the opportunity to go to corporate leadership and present papers and all that kind of stuff but you know they given the fact that they are you know extremely busy they do they do try to be as visible as possible and I think people that appreciate that I think they spend time to try and do that” (Grade 10, Senior Officer Council Two Transcript p126,l22-29).
“It is very much about being in touch with the workforce and who’s you know who were the people day-to-day running the services so I like the fact that this structure allows that to happen I think sometimes you know when you get a huge organization often people don’t know even who the chief exec is never met them never even have a conversation with them I do think that it creates a tighter more coordinated an organization” (Grade 10, Senior Officer Council Two Transcript p127,l5-10).
“It’s difficult to say …  what's the right structure one year might be wrong another year as things as things change … it's a perfectly good structure for for the for the time being whether it is it going to be fit for purpose always, no” (Head of Service Council Two Transcript p147, l4-9).
Another senior officer at Council Two feels that there are too many managers and not enough people to actually do the jobs 
“You have got quite a lot of people in head of service sort of positions and you will find that the majority of their time is spent in meetings discussing various issues some of which are not relevant to what their line of work is so it’s not really a good use of their time” (Grade 9 Officer, Council Two Transcript p84,l13-16).
This view is supported by the councillor of Council Two who agrees with the fact that there needs to be more people to do the jobs and they are concerned with the salary bill of the management team;
“I'm concerned that the sort of this level there aren't enough people so I suppose you know I do think possibly it is a little bit top-heavy now” (Councillor Council Two Transcript p185, l6-7).
However the officer quoted above was not happy at the present time working at the council as they felt that they had been taken advantage of and this has coloured their viewpoint.
“I think you need a chief exec and you need a deputy chief exec to provide that strategic oversight but underneath that I am not so sure if you need a leadership team that discusses all council matters” (Grade 9 Officer, Council Two Transcript p84,l13-16).
The author felt that if this member of staff had been recognised and praised more often then this would not have been the view taken.  This officer was the only one interviewed from Council Two that was upset with the council and not really happy to be there. However the officer did seem to want monetary bonuses and this does not usually happen within local government.
The CEO of Council Three has an interesting task of being a CEO to an alliance of two district councils and is thus a joint CEO.  The CEO is still fairly new having been in the role for 18 months;
“There are two elements to a local authority local authority structures quite often it's how the portfolios are aligned and where areas responsibilities sit but what's more importantly is the people in it so I've got two issues to resolve as an incoming chief exec if you're not on the back of a government commissioners intervention, if you're not on the back of a stinging cpa rating as was, if you're not on the back of some dysfunctional relationship between officers and members then you need to take stock. If you kind of come in when the authorities in a bad position you kind of charged with sorting it out if you're coming when the authorities is generally okay but there were some issues that need to be addressed you've got to develop a plan and my plan is to look at how those portfolios are aligned because if you look I think what has happened is that they've just occurred because the circumstances without any real material planning” (CEO Council Three Transcript p198, l20-31).
In reality the CEO of Council Three has inherited a structure that has taken its shape from not replacing staff after people have left and the remaining officers taking on more duties without any clear strategy; 
“Patch management.  It's just who's patched it and the challenges that we’re facing now are so significant that we need to get the right skills in place” (CEO Council Three Transcript p208, l31-32).
“Over time you absorb things in don't you get less senior managers you end up absorbing something else in … it's working it's tough because I used to do this job just for one authority and now I'm doing twice as much work for two authorities” (Assistant Director Council Three Transcript p230-1, l23-25, 1-2).
The CEO of Council Three is also a supporter of having a deputy chief executive especially having undertaken that role in the past;
“As a deputy chief exec quite often you are the chief exec by default in many ways because what you end up doing is running the organization and dealing with the not-so-good stuff on a day-to-day basis while he or she is out doing the stuff, the strategic stuff which is what which is actually what you what any chief exec I think needs is he or she needs a deputy who is actually better than them at it because it's so what I found when I was in my previous job is the members always came to me and the chief exec it used to get a bit why are they always coming to you as well one I’m here yeah you know that's quite advantageous but there's that trust and confidence and I am monitoring officer but you should take some confidence from that because actually I'm not plotting and scheming against you I'm enabling you the time to fly, you can get out there, you can meet the developers, you can lobby government, you can do some of the stuff on the skills agenda you will have time to shape [the combined authority] you will have time to lobby you have time to represent you have time to breathe” (CEO Council Three Transcript p217, l2-15).
Officers at Council Three are happy with the structure but feel some senior managers are over utilised;
“I wouldn’t say it was top heavy at all I don't know but so … for instance it seems to be very thinly stress, stretched sorry, stretched in my eyes is you know he's got a lot of people reporting, I suppose, into him so I don't know where his focus you know what I mean like people can only focus on certain things” (Grade 5 Officer Council Three Transcript p268, l20-23).
Also one of the issues for staff at both councils is the flat structure creates very little opportunity for promotion and career progression;
“I thinks it’s flat because obviously doesn't leave room much room for obvious promotion … there's obviously positives and negatives for that in there because I've seen this works because you can get your word down quicker I guess because there's not too many chiefs I just mean for personal you know to actually develop your career I think it's a little not much movement” (Grade 8 Officer Council Three Transcript p297, l19-30).
On the other hand the path to the CEO is shorter and this is an advantage;
“For my perspective at least is that we are quite close to … as chief exec and I think that reflects importance of growth in this district and also that's almost a direct line” (Grade 10 Manager Council Three Transcript p317, l5-7).
The leader of Council Two reiterates the view that Cartwright (1975) had regarding an officer led council “political criticism of them having a throwaway line “This council is officer led eugh” (Leader Council Two, Transcript p3, l 15-16).  Both the leader and CEO of Council Two feel that both the officers and members jointly lead the council.
“I would say we are a bit of both respecting each other’s roles as best we can.  Making policy decisions but we don’t deal with the operation decisions” (Leader Council Two, Transcript p3, l 8-9).
At Council three the CEO is very clear about who runs the council;
“They [members] say the what and I do the how, that's basically how it works.  They, they tell you what their priorities are and you and you in effect deliver that um I don't run the authority I administer the authority’s business I think is the way I put it. They in effect run if you mean run well they lead and they trump me, they trump me.  They don't trump my advice so I give advice but I'm there an advisory capacity and on occasions that advice will be stronger than it is in others but ultimately and, and if we ever got to a point where we weren't in agreement and I thought that the fact that we weren't in agreement was going against the principles of common sense or legality then that's when a chief exec moves into the position of making a formal, you know a formal representation is when that doesn't only happens if you are in a very unfortunate position but yeah they said, they set  the direction so they do the walk and I do the and I do the how” (CEO Council Three Transcript p204, l9-20).
“I think what a chief exec has to do is make sure that the members are effectively assisting the chief executive in the organisation” (CEO Council Three Transcript p208, l15-16).
“The members at [Council Three] are very, are strong, are vocal and you know if they believe firmly in something because the strength of the … group that will happen yeah but obviously as officers we've still got a duty to come up with the plans point them in the right direction but ultimately they will have that last decision because historically that's what they are the position that they're used to being, being in you know and because of the strength in numbers of the … group you know if … group says this is happening a lot of the time it what that will happen” (Assistant Director Council Three Transcript p237-8, l28-31, 1-3).
The members at Council Three spend a lot of time at the council and treat it as their employment;
“But they are there a lot of the time and the meetings are during the day you see and not many of them actually are in employment so they kind of like that, Council Three historically that's their employment they are there a lot of the time on site” (Assistant Director Council Three Transcript p238, l13-16).
The Officers do have to treat all members fairly however there is a majority group at every council;
“I serve a ruling administration. I, I am here to engage with all members fairly and objectively but I do have to serve the ruling administration” (CEO Council Three Transcript p210, l25-26).
However members can have a multitude of different backgrounds and are not professionally trained to work at the council;
“And in fairness I'll defend the members you’re paid a lot less than us and we are professionals employed to be professional local government officers you know you are lay people you're professionals in your private life but you can't get a degree, where you can't get a qualification but you can't get a degree in being a councillor” (CEO Council Three Transcript p224, l1-5).
The Chief Executives and all other officers have to remain neutral politically.  This is often quite difficult as it is easy to quickly label an officer;
“Apolitical ones always difficult as well because you will find sometimes opposition members will, the kind of moment that the ruling group make a decision that there's not rights and chief exec or monitoring officer offers impartial objective advice in line with the Constitution of the law immediately attach a colour to the officer giving it” (CEO Council Three Transcript p210, l19-23).
The danger the officers have is if the opposition think you are not supporting them and you are politically supporting the controlling party then if they are returned to power they will automatically see the officer as not their political colour and remove them;
“I would sooner occasionally upset everyone then just upset a few you know because I think so, so what I mean is if I offer advice at council the conservatives might not like that but actually what the conservatives don't see is actually the leader tore me a strip of afterwards cuz some of the advice I gave negated his cabinet members for finance ability to speak” (CEO Council Three Transcript p211, l13-18).
The CEO of Council Two has only been at the council for around four years and the feedback from staff is positive;
“But especially since … has been here it’s improved” (Grade 6 Officer, Council Two, Transcript, p33, l3-4).
“[The CEO] does try and include us all in anything that she can that is not confidential. Anything she is allowed to talk about she will” (Grade 4 Officer Council Two, Transcript p49, l6-7).
Communication at the Heads of Service level is good according to the Head of Service interviewed;
“Communication within CLT is good obviously we meet weekly and we formed you know pretty good relationships amongst amongst all of us on the on the team there you know the seven well it was eight of us there is now isn’t there and I you know do do do work together pretty well” (Head of Service Council Two Transcript p147, l15-18).
There are managers that do include their staff in discussions about what is happening in the organisation. The staff feel that this is useful and when asked if they liked this one officer said “Yeah because you’ve got an idea of what’s going on then” (Grade 4 Officer Council Two, Transcript p39, l11).
There are also other meetings and groups that happen that are not formally documented;
“But there are various sort of corporate working groups and hubs which different people are involved in so there's a like a communication hub from one of my members of staff is on that there's a IT user group on one of my members of staff on that so there's various other cross departmental working mechanisms as well” (Head of Service Council Two Transcript p148, l4-7).
The discussion of leadership should also include the middle managers.  Those that are stuck and sandwiched between the workers and the executive. 
“Senior managers in any organisation tend to be both the facilitators and blockers of things” (Head of Service Council Two Transcript p154, l7-8)
It is accentuated even further when a member of staff rises from the rank and file to become a middle manager. The senior manager at Council Two did just that and commented that having been a member of staff for 16 years;
“It has help to understand what they are feeling and sometimes it also helps for me to put that across as it was a bit of a double whammy as it works well because I have that understanding but there was also a time, and I’m still going through it now, where because I have been at that level an acceptance that I am now not that level and I now manage them so I am not autocratic in my leadership in style in any way so that helps but there’s still the element of “Oh you used to be one of us” and it’s quite hard to you have to earn your stripes the hard way” (Grade 10, Senior Manager Council Two Transcript p66, l19-25).
Another senior officer commented;
“For me it's about how you get people involved in encouraging more of the values and the behaviours that we expect within the organization and then all of the good stuff that that breeds how do you then get it out and and share that with people and how do you get staff involved rather than policy officer saying to a department head right I want your I want your service plan done by 1st of whatever here it is and that’s set for ever on report to Council we’ll update at  half a year you know it's not about actually doesn't do anything it doesn't it doesn't grow the organization it doesn't grow people it doesn't show people it doesn't do anything in my opinion” (Grade 10 Senior Officer Council Two Transcript p142, l21-28).
This brings it back to the leadership style and also being more business-like and empowering your staff rather than wrapping them up with policies and procedures. 
However if the members do not challenge the officers the officers will carry on and do their job as best they can;
“If they're [officers] not challenged they'll do what they think is correct it might not be right but then that's how they've done it and they've not been challenged on here previously so they just carry on but the skill I would say the skillset of senior local government officers it's very different than it was ten years ago” (CEO Council Three Transcript p208, l20-24).
All councils are different and the CEO of Council Three sums up the question of leadership in a council as the;
“Authority should always be member led and officer informed.  Yeah so it is, it is difficult but some I’ve worked in a number where it was the officers that were running it in and I’ve worked in a number where it was the members who were running it without ever giving regard to all the officers were telling them and I've been in a couple of others well nobody seemed to be running it in reality you see just seem to kind of muddle on who's in charge you don’t really know” (CEO Council Three Transcript p225, l9-14).
With regards to the leadership of the corporate plan and the performance measurement system there needs to be someone that drives the system forwards and takes accountability for delivering it.  At Council Three there is such a person;
“I would sooner say it's because we do hold ourselves to account but you've got to have somebody doing that haven't you? You've got to have somebody that drives that and that's been driven by me and my department you know and that could easily slip couldn't it? If, if somebody didn't drive it and the members weren't that bothered then you know it that could quite easily go” (Assistant Director Council Three Transcript p247, l10-14).

[bookmark: _Toc520042056]5.6 Theme 4 - Transparency and External Perception
All staff and members interviewed were asked if they thought their council was successful.  All staff, even those not very happy, were fiercely loyal and said yes they believed they were successful.
The leader of Council Two commented that “Well we think we are but how do we know?” (Transcript p16, l21). After thinking for a few minutes the leader continues;
“Generally the public are pretty satisfied. I mean you had some people say that on Tuesday night” (Transcript p17, l4-5).
The leader was referring to the community forum meeting where the CEO, Leader and senior officers go out to see the public about various local issues.
The CEO also comments 
“We’ve tested ourselves externally with peer reviews. We’ve used the LGA* peer review process” (CEO Council Two Transcript p16, l22-23). 
This is quite a proactive thing to do as the sector at the moment are bemoaning the fact that one out of three councils have yet to sign up to this and the initiative has been running for over six years (Peters 2017). (*LGA in this context is Local Government Association).
Another method to gauge how satisfied the public are with a council is to monitor how many letters of complaint are received;
“We report to members on the number of complaints we get every year through our formal complaints process” (CEO Council Two, Transcript p17, l8-9).
The CEO was pleased that this year the ombudsman did not accept any of the complaints “That to me from my point of view tells me that at least we are getting things right” (CEO Council Two, Transcript p17, l16-17).
However in the arena of Environmental Health one officer states that;
“The bulk of our work is people contacting the council asking us to look into problems with noise or abandoned vehicles yeah so if it wasn’t for the public making complaints I wouldn’t have a job” (Grade 6 Officer, Council Two , Transcript p23, l9-11).
However the same officer is very realistic regarding the public’s perception of the council;
“Often you can’t really satisfy anyone. People will ring up and say why have I had this letter about noise and then the other side say why are you not doing anything about my complaint, it’s barking again that dog so you know often we can’t satisfy both parties” (Grade 6 Officer, Council Two, Transcript p23, l25-28).
The senior manager of Council Two also comments that the public are starting to see a reduction in services;
“For quite some time [the council] have provided a gold service in the majority of things that they did. Don’t get me wrong not all the time far from perfect, I am not building them up to that length, but members of the public did generally receive a gold service and I think now it’s for financial reasons and that being the main one really and probably facing between a bronze and a silver but it’s still a good service and I’ve found that internally as well so especially from becoming centralised with the admin some sections had platinum, somebody to take the minutes, somebody to attend meetings to make them a drink it was just beyond and then you go to another section and they didn’t have any but the ones that had got this super service were thinking oh no” (Grade 10, Senior Manager Council Two Transcript p73, l19-28).
“Members of the public see it through the news that we are facing cuts but don’t actually put that into the realisation that means some things we can’t actually do now” (Grade 10, Senior Manager Council Two Transcript p74, l4-5).
“I think people’s opinion is very very valuable so do we ask the public’s opinion you probably know what but most of the public think we’re paying too much and we’re not getting enough but I think we are successful yeah yeah the streets look clean when you drive around grass still gets cut not as often” (Grade 6 Supervisor Council Two Transcript p115, l23-26).
The senior manager of Council Two feels the council is more open than it used to be; 
“I think we probably know far more than we ever did. I think they are quite a lot more open than we used to be as an authority and I think some of that is circumstance that we’ve got to be for everybody to understand what we are facing” (Grade 10, Senior Manager Council Two Transcript p70-71, l28-30, 1).
From the members point of view;
“At the end of the day our test is in the elections and whether they are prepared to give us another shot and they have for the last x years. I think in general terms the public think the council is well run to their benefit and accept it” (Leader Council Two, Transcript p17, l19-22).
The leader continues to discuss a well-known issue with a council in the area and that everyone sees that as a “Basket case” (Transcript p17, l28) however their council is “basically regarded fairly well” (Transcript p17, l29-30).
Being successful is all about working with the communities;
“I think it's more about the way then you go about doing that isn't it so if the certain communities that are more deprived or you know they have certain issues affecting them it's about working with them rather than imposing stuff on them” (Grade 10 Senior Officer Council Two Transcript p134, l23-26).
Staff believe the council is successful;
“I think you know statistics prove that it's a great place to live and work I think and visit you know thousands to millions of visitors every year” (Grade 10 Senior Officer Council Two Transcript p134, l12-14).
“I think as a whole I think it's quite successful yeah” (Grade 5 Officer Council Three Transcript p269, l9).
There is also the transparency in the officer core and the whether they can act in an independent way irrespective of their politics;
“There is a new skill of senior officers to be able to throw themselves into that tangled web of politics but not necessarily get caught in it” (CEO Council Three Transcript p210, l15-16).
“The reality, it is successful but it's not as successful as it could be and, and, and it's not releasing the talent” (CEO Council Three Transcript p216, l15-16).
Council Three feel that their corporate plan has been a quality document over the last decade and that the public like it. The plan has;
“Had a lot of credit to it you know when we've had external assessments people have said all really like how you do it how you keep the themes going you know so it's had a lot of credibility” (Assistant Director Council Three Transcript p236, l2-4).
The councils do use many policies to set out how the council should work.  This can end up being very confusing for both officers and the public;
“We had a grass cutting policy, we had an hedge cutting policy, a tree pruning policy, we had a this policy, that policy, we had a bulky policy, we had a larger bin policy, we had a waste collection policy, we had a recycling policy, … so all I've done is, is just condense them all into one so the waste joint waste collection policy now contains everything, sets it all out so if I'm updating I’m only updating one” (Assistant Director 2 Council Three Transcript p290, l12-19).
The officer also talks to members;
“But before I do with that I sit down with my members yeah, yeah this is where I want to go with this is what I want to know yeah fine that's it yeah work closely with them” (Assistant Director 2 Council Three Transcript p290, l24-26).
All the officers at Council Three confirm that they have a strong group of members that are very hands on and involved.
Everyone interviewed, with the exception of one, were happy and proud to work for their council;
“It’s a really nice council to work for I think people care about the districts I think that's massively important” (Grade 10 Manager Council Three Transcript p329, l16-17).
“I went down the mines for seven eight years so I do know hard working conditions then they all closed down, went into factories just as bad so when obviously you feel like you mature and you learn new skills you do recognize how nice the company is like this” (Grade 8 Officer Council Three Transcript p295, l15-18).
“I can’t think of a better place to work” (Grade 6 Supervisor Council Two Transcript p100, l2).
[bookmark: _Toc520042057]5.7 Theme 5 - Austerity, Resilience & Business-Like
All staff and members interviewed were very much aware of the financial constraints that are currently affecting local government.
“I was running a workshop with staff this morning and we were saying that the financial stranglehold that’s getting tighter and tighter may force us to visit our priorities again” (CEO Council Two, Transcript p15, l19-21).
The knowledge of the financial constraints is a theme which has truly reached everyone in all of the councils.  A grade 6 officer in Council Two comments;
“Each team has to look at how you can save money you know in the long run we can’t waste it any more … Not that we ever did but you know” (Transcript p30, l13-17).
“[The CEO] also keeps us quite informed with the budget you know and the cuts and everything. That was a big thing in the last core briefing so I know quite a bit about that that we might have to change or save 2% or 10% all the heads of service had to do a what if for that if you know what I mean to look at savings” (Grade 4 Officer, Council Two, Transcript p38, l22-26).
“Obviously restricts enormously what we can do I mean that again it is coming down to only being able to provide a lot of statutory obligations as opposed to enhancements” (Councillor Council Two Transcript p183, l12-15).
“It’s very, very tough at the minute. It’s, when I started it was nearly perfect. There was money available now it’s quite tight and we can’t, we can’t really do what we’d like to do because of budget restraints. We have to cut back on a lot of things and from seeing how it was to seeing what we have to do now it’s quite disappointing but I understand that’s what we have to do… one example is grounds, grass mowing is not done as often and to the same standard as it was.” (Grade 6 Supervisor, Council Two, Transcript p100, l4-11).
“I don't love my job as much as I did.  I think that's the, the climate in which we are find ourselves in local government” (Assistant Director Council Three Transcript p230, l9-11).
Clearly officers are now starting to feel the impact of the austerity:
“Well we’re always busy and I think now when people leave we don’t always replace them. We are busy and I don’t know if we could cope with any less staff but they are always looking I think they want to save another 10% at least but I think how can we save more money?” (Grade 6 Officer Council Two, Transcript p 29, l5-8).
“I think it gives you something to think about because our head of service … she got us all involved in it so we all had to think of ways” (Grade 4 Officer, Council Two, Transcript p39, l1-2).
“It’s become leaner over over recent times” (Grade 10 Senior Officer Council Two Transcript p127, l12).
“Everybody I talk to are envious of housing staff it's obviously we're in the HRA fund and everybody else is in a corporate fund that is really tightened down and you can't spend a penny” (Grade 8 Officer Council Three Transcript p313, l4-6).
At the moment the officers are comfortable with the cuts but it cannot be said it will remain so;
“We are having to cut a lot and people have really been hit hard whereas we can do our job at the moment. We do not have to cut corners we are still doing everything as thoroughly as we can”. (Grade 6 Officer Council Two, Transcript p 33, l24-27).
However the CEO has been very positive and reassuring for the staff;
“[The CEO] has said that we are in a better position than some councils and that we’ve got reserves and things where we have saved before so that makes you feel a bit better if that makes sense” (Grade 4 Officer, Council Two, Transcript p47, l21-24).
As well as cutting costs both councils are on the lookout for investment opportunities and ways to generate some income;
“We have been asked how can we create, can we start charging for more the services we do” (Grade 6 Officer Council Two, Transcript p 29, l 11-12).
Council Two are continually reviewing areas and some staff seem to get weary of this however;
“Why we review things so regularly and you can see people go “oh not another review” but actually yeah we need to because we need to make sure we can keep on track and see if there’s a better way of working or earning more money or cutting something that we don’t need to do out” (Grade 10, Senior Manager Council Two, Transcript p70, l2-6).  
A popular buzz word at the moment is resilience and how well placed are councils to survive the austerity cuts.  In order to save money and increase resilience Council Two pooled their administrative people into a central team a few years ago;
“We’ve created a team of really quite high resilience” (Grade 10, Senior Manager, Council Two, Transcript p55, l6-7). 
“We managed to do this without any redundancies throughout this period we made £230,000 savings by what we did” (Grade 10, Senior Manager, Council Two, Transcript p78, l1-2). 
“So yeah we’ve created far, far more resilience. Yeah we should be proud of that we have created a lot of resilience where there was none so we can continue to provide a service that in some instances will have stopped but it has watered down the ownership and the expertise in certain areas where one person would know the particular section inside and out and obviously that is really quite diluted now as there will be four or five that deal with that section that haven’t got that intensity of knowledge” (Grade 10, Senior Manager, Council Two, Transcript p79, l6-11). 
Council Three is part of an alliance of two councils;
“Come a long long long long way in terms of meeting that I say financial climate … and you're talking about 1.7 million pounds worth of top slice savings” (Assistant Director 2 Council Three Transcript p291, l17-21)
The officers are very keen to be able to be ready to expand when it is necessary.  More houses are coming so for example the bin routes have been set so they can cope with the extra activity without having to rearrange them at the last minute.  Staff are being spread across two authorities which provides more resilience and flexibility.  Expensive equipment is being shared. Everyone is focussed on surviving the long term.  Even with making all these changes the customer is happy with the service;
“We’ve got high Customer satisfaction ratings for front line services … we have got very good Customer satisfaction ratings and that's pleasing because when you start making big service changes and moving things about” (Assistant Director 2 Council Three Transcript p293-4, l29-32, 1-2)
In the non-statutory areas the need to procure funding has been around for a long time.  
“Obviously we're all non-statutory our department so there's kind of that whole understanding of the fact that we are not statutory and you know as the budget in the bigger picture gets tighter non-statutory services are you know the ones that are naturally going to be scrutinized” (Grade 10, Senior Officer, Council Two, Transcript p132, l7-10)
“We've got one funded core funded officer who's a health and sport development officer the rest of the team we were all of the six or seven staff they're all externally funded” (Grade 10, Senior Officer, Council Two, Transcript p132, l15-17)
Here the senior officer is proving the worth of the investment of one core funded officer.  Buy one and get six free in effect.  The amount of impact a team of seven can have against a team of one will help them to continue to secure the funding for the original officer. The team have a good track record in delivering services which provides evidence for funders to part with their cash.  Once in the funding cycle it is easier to keep the money coming in.  The commitment of Council Two funding the first officer in 2007 has driven this income generation. The senior officer comments that it is about;
“It’s keeping that in mind for a council when the savings agenda is so aggressive” (Grade 10, Senior Officer, Council Two, Transcript p137, l31-32).
“Being a little bit more commercially savvy I think and running things in a more commercial commercially minded way” (Grade 10, Senior Officer, Council Two, Transcript p133, l5-6).
“I think it's just I think it really is about how a leadership that encourage it that are really open and encouraging of people to try new ideas to think what business like to be smarter in the way that you work and help to put a framework in place for that to happen” (Grade 10, Senior Officer, Council Two, Transcript p134, l1-4).
Every person interviewed was aware of the financial stress that councils are under at the moment.  A year is a long time in the scheme of things and often targets will need to be reviewed during the year;
“We're going to have a members workshop this September to review the future priorities and direction of the council in the light of our ever tightening financial position so current climate the likelihood is there'll be fewer things in the corporate plan going forwards not not additional things added I think that’s about being realistic” (Head of Service Council Two Transcript p162, l18-22).
So along with being resilient and having to find monetary savings another change in councils is that they are becoming more business-like.  Staff are using the term business-like more often;
“You have a council procedural section within your constitution you have rules of debate the rules of the debate are there to provide a political debate but also ensure that it's business-like” (CEO Council Three Transcript p211, l28-30).
Staff are also being asked for their ideas about how to improve the organisation;
“We are always talking to staff as my manager talk to me about ideas for growth for transforming the organization just to make it better basically make it more more accountable” (Grade 8 Officer Council Three Transcript p299, l6-9).
There is a view from some staff that the organisation is open to suggestions and supports the creation of new ideas;
“You know we are doing a job we use our initiative and we are thanked for it we do get praised” (Grade 8 Officer Council Three Transcript p301, l12-13).

[bookmark: _Toc520042058]5.8 Theme 6 - Balanced Measures & What Measures Are Chosen.
Most local authorities are fixated by measures and targets, a throwback from the CPA and the national indicator set.  Today there are no rules and 
“We’re no longer measured on CPA why do you need so many indicators government inspectors aren’t coming. They aren’t interested any more” (CEO Council Three, Transcript p220, l22-24).
When asked if performance measures are really needed and if we had the right staff in the right roles wouldn’t that be enough the Head of Service at Council Two replied “how do you know you've got the right people in the right jobs” (Transcript p160, l25).
“I think we've got it about right from going from having hundreds of national indicators to go into it we've got about you know 20 of which nine are corporate targets that change every year because that's what members make the promises to residents about and  20 are measures which measure what's relevant just to check on the whole just to check we're doing all right as an organization I think that's about right you know in ten years ago I had a full-time officer doing performance management for me now I have a one day a week person do performance management and I think that's about right it works if there was any less than that we wouldn't do any at all but I think that's about right” (Head of Service Council Two Transcript p161, l1-9).
When asked how do you decide what to measure the CEO of Council Two explains;
“What we do as officers is we have got we take these and we debate particularly the heads of service who deliver the priority issues we debate with them what are the key targets we need to achieve on an annual basis to say that we are succeeding on these priorities. So for example under the affordable housing we have a target of delivering so many affordable housing units during the year. I have to say that when I reflect on that I don’t thinks it’s a particularly stretching target because we generally know what affordable houses are coming on stream over the next few years though we put them in because it’s almost a measure of how on top of it we are the programs do slip [[[...]]] So the heads of service will sit and think about these targets and think about how can we measure and we do actually have quite painful discussions about what can we really measure? Is that an outcome or an output? And then we will put those targets and measures to members and members will agree or not. I have never known them not to agree” (CEO Council Two, Transcript p9 l21 – p10 l11).
When probed further on the issue of members challenging the officers choice of targets;
“We challenge as to why a particular measure has not been met but to be fair the officers usually have an explanation” (Leader Council two, Transcript p10, l13-15).
“But I’ve never known a member challenge us in terms of the targets and measures” (CEO Council Two, Transcript p10, l23-24).
“That's what members wanted in here so we've accommodated that wherever possible that if that is a strong preference then we've put that in” (Assistant Director Council Three Transcript p232, l8-10). 
For Council Three members make sure their favourite targets such as dog fouling still make it into the corporate plan.  For Council Two the officers are choosing the targets and the members are happy with them and are not challenging or asking as to why they are a target.  The leader of Council Two was not overly clear that this could be challenged and asked the question;
“We could ask why are we measuring this.” (Leader Council Two, Transcript p10, l25).
The CEO was happy to accept challenges and in mitigation for the members the leader commented that the measures link to the corporate plan that the members have set. However underlying tone from the CEO is that they would welcome more challenges from members.  
“Officers don't just decide on their own to do this it has to come to a committee first as to what our targets are going to be then how we're going to try and engage” (Councillor Council Two Transcript p188, l12-13).
In Council Three it is “generally officers” (CEO Council Three Transcript p206, l24) that choose the measures.  However Council Three have a very strong set of members with certain measures that they want to see on the corporate plan and that they will not relinquish such as dog fouling and clean streets.  However the CEO disagrees with having a strategic focus on these areas;
“If the streets aren't clean here I'm pretty sure you'll [members] tell us so why do I need an indicator on the level of street cleaning” (CEO Council Three Transcript p206-7, l31-32, 1).
“Do you really want to be managing you know, you don't want to be having performance reporting on dog fouling and detritus” (CEO Council Three Transcript p218, l17-18).
The CEO of Council Three tries to guide his members into looking at more strategic indicators;
“Wouldn’t you be better than knowing about how much income we've got coming in” (CEO Council Three Transcript p218, l20-21).
The CEO of Council Three would like it if members would challenge more. Cabinet members often sit in on meetings and the CEO does not feel there is enough challenge;
“Have a member sitting on them generally a cabinet member sitting, said cabinet member looks bored to tears in reality that's the honesty of it you know and he’s not necessarily giving a great deal of challenge” (CEO Council Three Transcript p203, l17-20).
“They are interested and they are engaged and they they participate I don't think they participate so much in the performance management perhaps as much as I'd like them to because as a chief exec it gets a bit tiring having to challenge your own officer core sometimes you think well actually I would like the members to do a little bit more of this because they are the community advocates you know and I'm just seen constantly as a bit of a bad boy well why sickness up you know I want you to resolve it so why is this the problem why we overspending why aren’t we delivering why have we got long queues in the customer service centre you know why can't we get any parking spaces but you know but that but that but but and I think the problem is is that they've created a system which was well intended at the time but no longer really fits the purpose” (CEO Council Three Transcript p204, l22-32).
The CEO of Council Three wants members to pick up on results and ask questions rather than just be satisfied with the explanation or even excuse;
“One of the indicators through a program of targeted refurbishments, bring 15 empty private sector properties back into use and then let’s have a look one target has been flagged up as an alert target not met nine units brought back into use.  The reason why we didn't meet that target is because we had a vacancy on the empty properties officer and you know the disappointing facts on that is that the members didn't really push you know but then again how satisfactory is that as a comment … so what I would have wanted is alright then so you've only got nine so what you gonna do about it?  Is 15 too much?” (CEO Council Three Transcript p205, l9-18).
Moving on from this and discussing more about the choice of measures the question is posed of how are the measures calculated and do they choose measures which are easy to calculate or already have the measure in place. The CEO of Council Two comments that;
“Certainly at officer level we have had discussions about how do we measure that and so what we have tried to do is to come up with targets that we can actually measure as opposed to intangibles. So we have had that difficult conversations of is that really a measure, have we successfully invigorated market towns? Then we think well what else could we measure so we do have those conversations”. (Transcript p12, l1-5).
The CEO of Council Three feels the way the indicators are calculated should be very clear;
“I think one of the biggest problems I would say on the performance management framework quite often is um how is the target, what is the target and why and how is that target calculated … we used to have one and we to this day at [previous council] we used to laugh about it cuz it was in the corporate plan and we didn't really know what it meant so we used to think well you can just put any figure down nobody would know and one member actually with some savvy after I said well member said well hang on a minute how is that figure calculated what does that figure mean?” (CEO Council Three Transcript p205, l21-31).
The CEO of Council Three has come across examples of difficult to understand measures;
 “And some of these in here are absolutely for me but absolutely unclear. We have one, so economic growth is a priority area to us, fundamental to our survival and is fundamental to our financing, so we've got in here process all major planning applications 10% better than the minimum for special measures per annum.  First thing I said is what does that mean? What I would want to know is process all major planning applications within eight weeks yeah percentage of planning applications [...] as that's a bit like this is only any use to if you, if you are steeped in local government and what I would say how fair is that a measure to enable the community but more so the elected members as community advocates and laypeople to understand how well we are delivering or is that written in a way that actually nobody truly understand what it means because this is a challenge.  I thought it, I don't understand what that means and I’ve got 30 years of service I don't know what special measures mean all I know is that if there's a minor planning application that's my understanding it should be dealt with within 8 weeks if its major should be dealt within 13 weeks if it's beyond 13 weeks and we don't reach agreement with the developer we can get into trouble for non-determination.  Now what I want to know is if we're not turning major applications and minor applications round in those timescales what other reasons do I need to investigate, have I got lazy planners?  Have I got policies which aren’t fit for purpose?  Have I got members who are frustrating that process unnecessarily?  That's what I need” (CEO Council Three Transcript p206, l1-22).
As we have seen in the stakeholder section Council Two are very active in seeking the views of the public however there do not appear to be any customer satisfaction targets in the measures that are reported to the members. When asked why not the CEO of Council Two said;
“I don’t know to be quite honest …I think those distilled out of the best value performance indicators you know when there were 220 indicators we had to publish, I think those key performance indicators have been distilled out of that. The government also had the public survey that you had to do every year and that’s gone and we have replaced it with our own public survey and then we have got these which are showing how we are trying to deliver our corporate priorities and I don’t think there is any particular reason or thinking about why we haven’t joined them all together we just haven’t” (Transcript p14, l13-23).
“All the KPI is the the 20 odd KPI is probably are and they are largely vestiges of the old national indicators performance indicators that they were then and they tend to be we try to get them to cover the the high-profile public facing services but they are also what's practically measurable so that you know they cover revenues and benefits they cover planning performance to cover invoice returns and and so on and they are things that are quantifiable and they do measure the health of the organization as well you know in fact we pay our invoices on average within seven point eight days at the moment is it shows I think that we are a healthy organization we treat suppliers well the fact that our sickness levels are above eight days at the moment we want to be below eight days shows that we need to perhaps work a bit harder on that” (Head of Service Council Two Transcript p151, l5-14).
Council Two gain very positive scores from their customer satisfaction surveys plus they carry out refuse surveys every six months.  If anything was going wrong they would know about it as officers but would members?  The service plans are also very detailed with operational targets.  Members get to see these when the targets are chosen but do not get to see how the performance is tracking as results do not go back to the full council.
Further down the hierarchy in Council Two a grade 6 officer is asked about targets;
“I know what you mean but it tends to just happen as we get complaints coming in week after week and we have to get and we know we have a duty to do it” (Grade 6 Officer, Council Two Transcript p25, l14-15).
When further asked about what targets are put on the individual appraisal the officer said;
“Yeah but it’s generally just to try and organise your workload a bit better and maybe a couple of courses that might be beneficial if they come up, to train and get more knowledge.  Er targets, yeah there are targets set every year but we tend to do the same every year really” (Grade 6 Officer, Council Two Transcript p26, l10-13).
When asked about whether the officer had thought about how to improve their performance; 
“Do we look into how to improve, I guess we don’t really look into how can we improve things and look into complaints more efficiently. It might come up every now and again if something is taking a lot longer can we do it things quicker but we don’t really look at it much if I am honest” (Grade 6 Officer, Council Two Transcript p25, l26-29).
The officer went onto discuss how it is hard to evaluate performance in this area.  If complaints are resolved amicably then there is no formal notice issued.  
“Yeah I think it’s quite hard to rate our performance in a way as we can get a good result but it might not get flagged up as like oh yea that notice was served and it was complied with. We just asked them to do it nicely and they did it, you know but it might not flag up as a notice served you know so. We get a lot of freedom of information requests to see how many notices we have served and we think well we’ve not served that many because we’ve not had to we’ve solved it without doing it you know. So sometimes it can be quite hard to really prove our performance we can only possibly do it on going into a lot of detail on our workload maybe” (Grade 6 Officer, Council Two Transcript p27-28, l27-30 1-4).
So this area of work does bring some interesting questions in regarding how to measure the performance.  The officer does know the KPI’s exist due to the core briefing but is not sure what they consist of;
“Our head of the team … is always talking about performance indicators as he has to do a lot of reports and things. He might do a lot more than I realise he is doing you know” (Grade 6 Officer, Council Two Transcript p32, l20-22).
On the other hand an officer is very involved in producing information for their managers’ targets.  When asked if the officer knew where they fitted into the corporate plan the officer replied;
“Well probably not me personally but I’ve got me own little ones but I am helping towards [my managers]’ if you see what I mean like one of hers was to bring sickness levels down so  I’ve helped towards that as I do all the paperwork for the reviews” (Grade 4 Officer Council Two, Transcript p41, l13-15).
Council two are very keen for all officers to have appraisals and the information as to who has completed them is collated;
“Like log them and then chase heads of service. I have to calculate a percentage of how many are back and stuff like that … casual workers are offered one but they don’t really. I think last year something like 80 something percent came back but we are getting better every year” (Grade 4 Officer Council Two, Transcript p42, l5-10).
However are appraisals a good way to ensure targets are met over the year as;
“I am nearly ready for a new [appraisal] one so it’s hard to remember as you don’t look at it do you after you have done one” (Grade 4 Officer Council Two, Transcript p42, l17-18).
“I mean having not seen one for a year now. Yeah basically my goals should relate to that stuff on there. I can’t remember what I put for my work related goals to be honest” (Grade 6 Supervisor, Council Two, Transcript p105, l1-3).
“Yeah I’ve got it printed off in a drawer, I’ve just not looked at it in a while” (Apprentice Council Two Transcript p170, l16).
Also it does depend on how managers use the appraisals;
“It was so generic last time that our manager that conducted it all and carried out the appraisal he just scored everyone the same because he didn’t want people to think that anyone had performed better than anyone else. So it was a totally pointless exercise” (Grade 9 Officer Council Two Transcript p91-92, l27-28, 1-2).
“A mixture of six month and an appraisal …but the risk of being critical and much of it is just seems to be a copy of the job description in this sense” (Grade 10 Manager Council Three Transcript p324, l23-25).
The appraisals at Council Two now appear to be graded from 1-5 overall, which explains the above comment.  When asked if this methods works;
“Probably not. I am sure that people will always think that they have done better. I think I got 3 which was either good or very good and I did think to myself at the time well that night I got called out at 2 in the morning when the alarm was going off I can’t say I want that score” (Grade 6 Supervisor, Council Two, Transcript p108, l4-9).
Interestingly the senior manager at Council Two has not been involved in the choice of targets for her team. She is happy with them and the evidence suggests that because she was new into the management role when the team was set up that the manager above set the targets.  They are soft targets based on customer satisfaction.  The customers are often internal members of staff as well as residents contacting the council.
There are some hard targets such as answering the phone within 10 seconds at Council Two.  Interestingly Council Three have to answer within 30 seconds and are considering moving it to 40 seconds.  
“Actually, the most people will wait longer than 30 seconds … so the reality is are we beating up ourselves unnecessarily” (CEO Council Three Transcript p207, l9-12).
There is a discrepancy here in the data as the officers with the telephone targets in their appraisals comment that;
“We’ve got to achieve 80% of answering our telephone calls within 20 seconds” (Grade 5 Officer Council Three Transcript p261, l6-7).
Although this is a good aspiration to have, to not keep the customer waiting, it is the answer provided to the customer that influences the customer satisfaction rating.
“The problem with that is that people are quite focussed on the purpose of their call so I am trying to establish whether the service my team are providing is a good one, the people that we speak to that are completing the questionnaires are responding on the service that they are directing it at. Whilst my team facilitate that the majority of people, just for an example planning, somebody rings up and wants to check on their planning application and it’s not going as they want it to go so they ignore all the run up to speaking to planning, they don’t take notice of how they were dealt with their focus is on the actual outcome” (Grade 10, Senior Manager Council Two Transcript p62-63, l25-30, 1-2).
So the difficulty here is splitting the customer satisfaction rating over the different departments of the council.  To the consumer it is all one organisation.
The telephone statistics will identify those staff that are working hard and taking many calls compared to those not working as hard.  However it doesn’t account for the quality of the calls. However the CEO of Council Three likes the hard targets;
“What we ought to have on there is how quickly we answer the the phone, how quickly we respond to letters, How quickly we deal with benefits claims you know those are the kind of things that I think we need more of” (CEO Council Three Transcript p201, l23-26).
However the customer services team at Council Three do have a subjective target to achieve;
“We get assessed on customer excellence in fact it’s due isn't in April so and in an external body comes in and we provide information for our department evidence of exceptional customer service it could be emails it could just be a scenario that we've dealt with that we've reported back so each department so including benefits all the way through the Council they all have to submit similar or different types of evidence and the independent person looks at all that information and they award us with like a customer excellence” (Grade 5 Officer Council Three Transcript p261, l17-23).
When asked if this makes them consciously deliver a better service;
“It’s just what we are used to, to be fair. I’ve never really, it's just kind of one of those things that happens every year because we have to maintain because we because we are an excellent, we, we do have to maintain that so he comes in each year so all year round we are conscious of gaining evidence to prove what we're doing you know to go that extra mile or whatever” (Grade 5 Officer Council Three Transcript p261-2, l28-29, 1-3).
“It’s the person you are if you want to do a good job you'll do it anyway and this is just evidencing what we've done” (Grade 5 Officer Council Three Transcript p262, l9-10).
This supports the comments that the quality and motivation of staff is vital to deliver key services.
However quality of service does not appeared to be measured for areas like grass cutting;
“How we are measured is, my grass verges required 13 cuts this year how many did we do yes it's measured like that … nobody goes out with something like that and says well this should be a five or I'm on a given you a one you know if if me or one of the supervisors just drives past or manager drives past and it's cut neatly and grasses swept off the path that's good if they've got grass all over the path or not to swept well …” (Grade 6 Supervisor Council Two, Transcript p116-117, l28-29, 2-5).
At Council Three previously there were issues with the performance of the grass cutting services;
“So we've introduced a measured scheme of works into [Council Three] so all the grass cutting roots are pre measured using a work-study time approaches. There's a lot of issues when we first came to work in [Council Three] about the guys were on a 10 day mowing route, if they, in actual they got 14 days’ worth of work and it's why they couldn't achieve so we came in measured it and set the targets a smart target yeah so it was realistically achievable” (Assistant Director 2 Council Three Transcript p277-8, l28-32, 1)
Also it is great if the targets are achieved but what happens if they are not achieved?
“We say oh look with one of our targets is to carry out 99% of emergency repairs within within six working hours.  What it doesn't tell you is what happens to the 1% and actually they don't meet that target so if the if the if they meet if they maintain 89 to 95 percent or 99 percent of emergency repairs within 6 hours ok fine you’re meeting the target, why were the ones that you didn't meet what happens to the ones that you didn't meet?  Because actually that's where the most impact would be what are the reasons why you didn't meet it” ” (CEO Council Three Transcript p201-2, l28-32, 1-2).
However with these sort of statistics there is always the opportunity to manipulate the data as what would be classed as an emergency repair?
Some areas still have national targets that need to be reported back to national government like the planning department; 
“So key performance indicators like making sure we deal with minor and other applications within a certain period of time because that’s a national indicator for us. If we don’t determine a set number of major applications within 13 weeks then we might get put in special measures so” (Grade 9 Officer, Council Two, Transcript p87, l5-9).
“I think in planning in particular it's very easier in’t it to sort of look at things that can be measured easily, say performance against deadlines that's an easy measure …60% of majors in time and win 80% of the appeals” (Grade 10 Manager Council Three Transcript p325, l9-14).
The officers do not have a choice regarding these measures but most would argue they are sensible and give a feel for whether the department is performing or not.
In some areas officers feel they are juggling too many issues to be really challenged on their targets;
“The targets are like I say I think they're quite achievable because we've got so many different hats to wear I don't think you could over stretch us to the fact that you must get all these 100 lifelines fitted this week and your, your team must do this … you can't set unrealistic goals so I think the goals are quite, they'll keep everybody happy  and we do it that's what I'm saying we exceed them but that's only because I think if you direct you just job on one you could get a better performance on one but the trouble is you're juggling too many balls” (Grade 8 Officer Council Three Transcript p305-6, l30-32, 1-5).
So if officers could focus on one area they could be pushed to do more but when doing many different tasks the danger is if pushed too hard they may start to fail at some of the tasks.
In other areas there is a clear link from the thinking of the corporate plan to the targets;
“The context comes from the the corporate plan and it comes from our strategy so we have a health and well-being strategy that identifies broadly what target groups we should be working with to benefit health and well-being the most in our area so all of our plans and work programs are all tuned into that strand so straight away we can see how we connect from top to bottom I’m very much a believer that the staff that are doing the job you know they’re the professionals they’re the experts in their field they know what needs to be done through the work that they’re doing with communities with partners you know they know at the best let them set their targets in their frame you know their milestones and what they’re going to do to achieve our overall objectives” (Grade 10 Senior Officer Council Two Transcript p138, l4-13).
Staff in this area are very focussed about what they should and shouldn’t do and it’s not just about grabbing any old funding;
“Whenever we’re applying for money and we know that there’ll be strings attached almost in outcomes as long as that achieves our core objective and we can be good at it then we’ll go and do it whereas if it doesn’t achieve that core objective we can’t be very good at it won’t do it so the thing that’s being smart about that  really not just saying all we need money to continue let’s go for every grant possible and then just spreading ourselves too thin and not being really great at what we do” (Grade 10 Senior Officer Council Two Transcript p138, l17-22).
With these project based externally funded roles the officers can be creative about what they do and what they can achieve.  Often it is this creativity which sets them apart from the crowd and enables more funding to be procured;
“If we’ve got new member of staff starting on a particular initiative you know there’s your program it was a blank piece of paper,  for two weeks go and chat to people and come up with some ideas and let’s develop it together and that’s the way that we do it” (Grade 10 Senior Officer Council Two Transcript p138, l17-19).
Some of these projects and initiatives are more complicated to measure the outcome. The measures that are quantitative are often not enough;
“We’ll have you know we’ll have our outcomes that we have sometimes driven by sometimes it will be more softer outputs than anything else sometimes it will be you know we’ll use a case studies just a mixture of different ways to evidence how successful we are I think the good thing about working here as well you know sometimes I’ve I’ve worked with the council I think we were maybe guilty of it in the past you know is all about facts and figures it was all about the percentage increases well yeah there’s a place for that that actually doesn’t tell the story it doesn’t say how you change people’s lives and improves people’s lives if that’s what we’re about as a council you know working with communities if that’s one of our priorities in the corporate plan then a figure and a number doesn’t tell you how we’ve done that you know we’ve got to bring it to life a little bit more and as well I think anyone other than policy people don’t give a monkey’s about numbers they want to know how people’s lives have been improved through the work that you do” (Grade 10 Senior Officer Council Two Transcript p138-9, l22-32, 1-2).
Council Two have been nationally recognised for their work with the community through leisure.  Case studies and video case studies have been used to showcase their work.  The officers believe this is a better way to prove they are achieving their targets than reporting on some hard numbers. However there is still the appetite to do more of this and improve at selling themselves to the community. The nature of this work lends itself to a more creative approach.  The officer dislikes the use of service plans as;
“Having a service plan constricts, it doesn’t encourage creativity” (Grade 10 Senior Officer Council Two Transcript p141, l22-23).
The plans are set once a year and reported to council but what happens if something good unexpectedly happens during the year?  The service plans are rigid and unable to be flexible and adapt.
So overall for Council Two there are 23 targets.  Nine corporate plan targets and 14 KPI’s. 
“So the 9 corporate plan targets relate to these aims basically so each of those job creation affordable housing market towns and clean and safe they’ve each got a couple of targets underneath but and they are featuring in their somewhere and they’re drawn up on a mixture of bottom-up what comes up through people’s service planning process and top-down this is an ambition that we really like to be able to do this big thing so it’s a mixture of both of those and then setting targets so for instance if there’s a target area which what we tend to do is go to council in November saying these are the proposed target areas for next year do you do you agree with these or not so that might be build more affordable houses and then when it comes to March actually setting the corporate plan targets it be okay let’s build 30 more affordable houses so members set the areas for the targets in November” (Head of Service Council Two Transcript p151-2, l22-31, 1).
What is the key difference between the corporate plan targets and the KPI’s?
“The corporate plan targets that’s partly because you know we make specific promises to residents each year so corporate plan says we will build  30 homes this year because our top priority is is building more affordable homes or whatever so you know then we can report back and the public can judge us whether we’ve done that or not but that’s something that’s it’s a smart target is specifically achievable whereas setting a satisfaction indicator they might be specific and measurable that is achievable” (Head of Service Council Two Transcript p152, l15-21).
So this is where the council are being open and transparent about what they have promised the public that they will do and how they are performing, whether they are achieving it or not. However this approach will affect what measures are chosen because;
“Would we make promises against them [targets we couldn’t achieve] well … I don’t think we would” (Head of Service Council Two Transcript p152, l24-25).
So this this attitude only targets that could be achieved would be set and this has been comments on by the CEO of Council Two earlier that the affordable homes target is not really a target as they already know the answer.
Many of the staff interviewed were not sure about which of the targets were reported back to members;
“I don’t know what gets reported back or not, I’ve no idea” (Grade 10, Senior Manager Council Two Transcript p68, l11-12).
When discussing what measures are used several officers just have not had the time or thoughts to reflect on it or challenge it;
“I’m sure that there’s other ways at the depot we could measure performance better but it’s the time its resources” (Grade 6 Supervisor Council Two, Transcript p118, l15-16).
“Sometimes it’s forced upon us litter bin emptying for example for some reason people are choosing not to empty certain litter bins when they should so we have had to put a very basic performance measure in place which is you will now have to tick a box and sign this bit of paper when you’ve emptied that bin because they’ve been missing it and if you sign and check that and then we get a call to say you haven’t done it then disciplinary procedures will follow so our very basic performance metric but not a performance measure for the right reason” (Grade 6 Supervisor Council Two, Transcript p118, l20-28).
Again the view comes through that jobs are precious and how could you go around not doing your job. However some people do hence the introduction of measures like the one detailed above to check up that the work is being done coming from a negative view rather than one of motivation to perform better.
Satisfying members’ needs is another interesting influence on the setting of targets.
“The main statutory things like emptying bins as well recycling rate is on there and members are the first to hear if the bins aren’t being emptied properly” (Head of Service Council Two Transcript p162, l27-29).
So there is the argument as to why these would need to be on a report to members at all as they would know anyway.
“it will be finding that balance between members thinking that they’ve got things in there that means something to them and you know and that balance of us as officers saying okay well we accept that that’s important to you we will leave that in and I’ve always done that yes even though I might have thought what waste of time put in that P I in I’ve respected members wishes and I suppose that’s why I’ve had a good relationship with the members” (Assistant Director Council Three Transcript p248-9, l32, 1-5).
Overall both councils do appear to like their targets and measures;
“Numbers are just a means to an end for this performance management is good management and the organisation should know what it’s doing and how its performing if it doesn’t then you don’t know what you’re wasting and what you’re doing well so performance management is just good management but if you are wanting to improve if you are genuinely wanting to meet some aims and objectives and it’s a means to an end so yeah keep it simple rather than focusing on national indicators and quartiles and what have you try to make it meaningful” (Head of Service Council Two Transcript p154, 11-18)
“the balance here is about right you know it’s we do performance management because it’s good management not because it’s an industry of getting figures that no one here is interested in we the measures that we measure are ones that are useful to to us on the whole some of them are just to measure that the or the organization isn’t slipping but we’re never going to want to improve the the targets particularly on turnaround on planning applications because it improve it would mean extra resources and we are not in that game at the moment  we do make sure that we’re not you know dropping off and doing badly”  (Head of Service Council Two Transcript p161, 121-29).
However although the CEO of Council Three does like KPI’s; 
“In the reality of it is I find the performance management process at the two authorities somewhat tiresome um and made a kind of conscious effort kind of stay clear of it unless somebody’s decided that they needed to involve me so I just take a stick at it when I want to and I get and I get frustrated about particular bits because because what they’ve done is they’ve created a whole industry” (CEO Council Three Transcript p202-3, l30-32, 1-3).
There is a fine line between having the information you need to make decisions and to having information overload and there being significant costs to running the performance measurement system. 
There does appear to be an extreme amount of measuring happening at Council Three;
“If you’re not careful you’re measuring the shadow what is cast by the shadow that you and I think you can get obsessed with but yeah I am a big believer that if it cannot be measured it cannot be managed and I like, I like to have a measure on things especially when I’m talking about making decisions on investing on vehicles that are costing upwards of two hundred thousand pounds and when you’ve got two hundred staff across two authorities that yeah and I want to make sure that they are receiving a fair day’s work for a fair day’s pay wanted that way . so yes so the majority of our service delivery from a functional planning and program point of view is pre-planned pre-measured so from a labour profiling measurement point of view I’m more accurately to predict how many staff I actually need how many vehicles that I need” (Assistant Director 2 Council Three Transcript p282, l18-28).
On the one hand the director was saying that there is too much measurement but actually the director was driving the measurements as it is their way of understanding the organisation and managing it.  Some examples of what these measurements are;
“Things like cost per household, cost per hectare, your staffing ratio, your productivity per hectare, the cost of waste collection per household, all the recycling performance per head per household” (Assistant Director 2 Council Three Transcript p282, l11-14).
These are just for one area of the council and there are many more areas that also like to have the comfort of measuring a lot.
When asked about what information is needed the CEO of Council Three did not receive what they wanted when they first arrived at the council;
“Internal performance management that comes to the senior management team is, it’s for me short of the marks, as I think I said on the phone to you, I had to ask for them to give me information, what is corporate sickness at? What are the number of days lost for accidents? What is the level of income that we expected at this time, at this time a year on on business rates? Where, so what was the level we expected? What’s the level were at you know all that all that kind of thing because if you’re managing the business you’re gonna wanna know what the amount of money that’s coming in and and and and what your staff are doing and you don’t get that and that interesting in a lot of authorities you don’t necessarily get that level of detail at senior management and a senior management team because what we rely on is the mechanism that’s done for managing and reporting on delivery of the corporate plan now that’s not always the information that you need to manage your day-to-day business” (CEO Council Three Transcript p202, l15-27). 
Has the distinction been made about what senior officers need to run the organisation and what members need to monitor and make policy decisions? Council Three has three scrutiny committees which means the back benchers get a lot of access to data and can be involved in the decisions of the council.  On the downside;
“Three scrutiny committees they get one and then quarterly reports to the executive pulling them all pulling them all together so you can see it’s a bit it’s a bit of an industry what is interesting is that nothing ever comes to this body of management which presents a composite representation of performance across the authority” (CEO Council Three Transcript p203, l10-13).
So here the CEO is frustrated at the piecemeal way the information is fed through. This produces some corporate concerns as who is looking at the whole picture and who is taking responsibility for the corporate areas.  There are numerous meetings where;
“I worked out that it was over 360,000 pounds worth of  salaries sat down for three hours” (CEO Council Three Transcript p203, l23-24).
Again this supports the idea that the CEO believes there is an industry just for performance measurement.
“What do you find though with, with performance management systems is they end up dictating the performance management of the authority and it’s system driven rather than what we need to manage …also it turns into an industry so every month an officer has to go in and update there, the slideometer from amber to green and it just gets tiresome” (CEO Council Three Transcript p219, l11-17).
“Start again and you’ve got some flexibility do something to manage your business. Don’t create an industry about it, don’t performance manage things that don’t need performance management” (CEO Council Three Transcript p220, l26-28).
In a previous role the CEO of Council Three recounts the impact of not calculating and reporting certain measures;
“The risk register would be amber green red and it would have a slide-o-meter  and every month you have to update the slide-o-meter and I just used to say as a deputy chief exec sometime I’m not doing it and the risk manager said well you can’t do that,  let’s see what happens, let’s see what happened.  You haven’t moved the slide-o-meter, I don’t care let’s see what happens, oh look nothing’s happening what a waste of time that was” (CEO Council Three Transcript p221, l13-18).
The CEO of Council Three is slowly trying to change things but there are still many meetings, “officers love meetings” (CEO Council Three Transcript p222, l23). The CEO comments that “I just get frustrated sitting in meetings I think are meaningless” (CEO Council Three Transcript p222, l13-14).  
“You know I’ve stopped going to the growth one and they said you don’t go to the growth of directorate performance and I said I’m sure if there’s a problem you’ll tell me, I read the papers but you know I’m not gonna spend three hours sat in a meeting as chief exec paid at the rate I am across two but I don’t think it’s appropriate” (CEO Council Three Transcript p222, l16-19).  
In summary the feeling from the CEO of Council Three is that less is better;
“If that’s better and sharper more focused and more succinct then you would have a performance management framework within which you could work” (CEO Council Three Transcript p215, l21-23).
Rather than reports going across three scrutiny committees have one committee that deals with all performance measurement and keep it simple;
“Take it to one scrutiny committee was charged with performance management and then to cabinet rationalizing it” (CEO Council Three Transcript p216, l1-2).
The CEO of Council Three has a very clear vision of what a performance measurement strategy should look like;
“What I would want is a simplified plan on a page. What I want is three strategic objectives, sorry three strategic objectives, three big projects to deliver under those strategic objectives and then a series of performance indicators to show how are you delivering those projects and also how are you delivering those objectives probably a suite in total of about sixty PI’s, is fifty to sixty PI’s that get reported to one scrutiny body on a quarterly basis” (CEO Council Three Transcript p217-8, l28-32, 1-2).
However this is not what happens at the moment.  The CEO of Council Three is not sure that this will happen in the short term as the people are not in the right roles and it will need somewhat of a culture change;
“I think what you get a siloed entrenched behaviour tradition people feel comfortable with it” (CEO Council Three Transcript p222, l9-11).
“You’ll find that as a community I think it’ll tie you up. If you ever watch it just watch Yes Minister, that’s the thing just tie them up and the officer speak you know, so what does that mean? I don’t really understand what you’ve just said? But you look at sometimes, they look at me gone out as the chief exec. They say well that’s fine but I don’t understand what you said and they, they think is [the CEO] stupid no I just don’t understand legitimately, I do not understand what you said.  I think the other thing as well as where there is a need to change behaviour both at officer level and at a councillor, is being crystal clear on what the outcome of a meeting is because where we fall foul in this industry is we will meet we will discuss we will agree we will not do, mmm, there’s nobody remembers what they’ve agreed and what I found is the best chief execs and the best leaders always say at the end of the meeting right then chief exec you are going to provide us with I’ve got a note here you’re going to provide us with the report on the hard to let scheme that report will come in six months that will set out  the investment proposals the need you know why that investment proposals so how’s the are the demand where it’ll be funded from both you know from HRA as you know whenever all that kind of stuff but often, often they just I said ooh that was good, bye” (CEO Council Three Transcript p222-3, l25-31, 1-10).
“I mean there’s a lot of waffle there’s a lot of fog there’s a lot of white noise “(CEO Council Three Transcript p223, l19-20).
So although there is no direct need to have a corporate plan with all the measures and targets there is a need to show your strategy in the annual report.;
“There’s no need to have a corporate plan there’s no need to have performance indicators you don’t need any of it you know but the the one thing I have to say is we have to do the annual governance statement each year you know that’s linked to our finances and we have to prove that we’ve got good governance as part of our or finance or financial audit and you know that’s it is still one of the questions in there you know what’s your strategy how how is this documented so there is still a need for it to achieve that but technically it could just you could go back to having one loose piece of paper which is where I came from 13 years ago” (Assistant Director Council Three Transcript p239, l21-28).
Council Three have a dedicated database for performance measurement and it holds very detailed information.  It holds targets and explanations of where the actual performance is against the target.  It holds policy documentation plus appraisals. Status codes are applied so it can be instantly seen if data is missing.  The benefit is that the information is only requested once and many reports can be pulled through from this.  The disadvantage to it is a lot of information is requested and involves many staff in the collection of the data;
“We do reports to scrutiny committees on a quarterly basis and then a report to informally Council Three they have an informal cabinet and then the committee meeting that it goes to is the executive so informally it’s called cabinet but the actual formal meeting is the executive meeting so we we go in formally and give them updates but then the actual reporting is through to exec so to scrutiny exec and then on an annual basis we do annual report on the progress to date on all of the the targets” (Assistant Director Council Three Transcript p241, l5-10).
Council Three also subscribe to APSE Association of Public Service Excellence.  
“They have a thing called performance networks so we subscribe to that you know like you got your CIPFA benchmarking etc. but the authority is put into family groups where they’ve got commonalities so you’re measuring apples with apples” (Assistant Director 2 Council Three Transcript p282, l2-5).
Below is an example of one of the detailed reports that APSE provide. The detail of the council has been hidden for confidentiality.
Content removed for copyright reasons.







[bookmark: _Toc519426479]Figure 44 APSE Refuse Performance Indicators for Council Three (APSE 2016)
Council Three are proud of their achievements as they have won awards for their performance and it also gives them confidence that they are doing the right things.
That is an awful lot of reporting so it is clear to see why the CEO of Council Three wants change and a more simplified system.  However as the members are very hands on will they be able to let go of any of it? In the past they have not been very welcoming of any change;
“We’ve reduced it all down obviously over time and they’ve not liked that at all they’ve not took that well” (Assistant Director Council Three Transcript p241, l17-18).
There is also very little change in the members;
“We don’t have much turnover of our members at Council Three” (Assistant Director Council Three Transcript p242, l2).
This is very tricky to communicate to the public so a simple one page scorecard has been developed for that purpose;
“Started doing a customer scorecard which we do put on the website it’s in much more of a graphic format but these are the sort of ones that would put out to the public as well so that they’re aware of you know what we what we are doing” (Assistant Director Council Three Transcript p244, l4-7).
Also if done properly the Corporate plan process takes a long time;
“When you are doing a new corporate plan it takes about a year to run from start to finish if you’re doing it properly” (Assistant Director Council Three Transcript p236, l29-30).
So with future cuts in funding to councils expected can Council Three maintain this depth of information gathering? The Assistant Director would like to think so; 
“I’ve been trying to convince them not just to abandon this because I don’t know how members are going to react because as I say they are used to seeing in scrutiny, they used to seeing it in exec so that’s all you members that’s all 37 are seeing this detail you can’t just take that away and expect them to go yeah that’s fine” (Assistant Director Council Three Transcript p251, l2-6).
However it is part of the make-up of the council;
“If you look at our Constitution and you look at the role of the scrutiny committees its performance is embedded into that Constitution as part of their function for scrutiny and that’s why it will be difficult to change it and you know I think for me though you know we are in different environment you know we have got less officers we’ve got to make more savings and it’s a shame in a way isn’t it because it’s more about survival these days isn’t it” (Assistant Director Council Three Transcript p252, l13-19).
“I think some of these have been aspirations and good aspirations you know but it’s whether we will have the resources to do that level of aspiration in the future or or will we would be focusing more on things like that growth strategy you know is it that that we’re going to be focusing on because actually that gets the money into the authority” (Assistant Director Council Three Transcript p253, l22-26).
With regards to officers really thinking about their targets the further down the hierarchy the less they think about it.  As we have seen above the CEO’s, Assistant Directors, Heads of Service and Senior Managers have thought about the targets and what they are achieving.  Further down it is less so;
“I don't really sit thinking about targets of figures whatsoever I'm an operational person I react to a family, a person coming in I get on with my job do the best I can with them and then at the end of the day if I sit back and I do the boring computer work” (Grade 8 Officer Council Three Transcript p306, l27-30).
If an officer has to deliver bad news to a customer for example no they can’t have a council house or no they will not be allowed the planning permission the public are unhappy whatever the level of service they have been given.  A target for customer satisfaction would not be appropriate in these circumstances because it becomes personal.
However it sometimes helps to have new officers who bring experience of other organisations with them;
“We started at the … talking about speed of decision rather than the deadlines which is how long it takes you from the point that is validated to the point you make the decision because when you can report in these sorts of figures you include all the extensions of time so you might say I’ve done 100 percent of all our householders in a deadline or agreed extension but it might be 50% within 8 weeks some 50% were done in however long yeah.  I think you going back to what we were saying about key objects if that has to do with customer service excellence is that you know I think people shouldn't be waiting for this decision” (Grade 10 Manager Council Three Transcript p326, l11-18).
Looking at the measures in a different way with more of a customer service lens means the department is more likely to deliver excellent customer service.
“If you want better speed of decisions and maybe it's a big issue I think you got to understand why, why what's causing all the delay” (Grade 10 Manager Council Three Transcript p327, l7-9).
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[bookmark: _Toc520042060]6.1 Summary of results.
With over 150,000 words of transcript it is necessary for a summary to be pulled together to analyse the themes across each of the three case studies.  This is one of the ways to reduce the data and come to some meaningful conclusions. The similarities are clear to see across the case studies.  The main thrust of the data is that all the case studies have good intentions and try to do their best however there are so many other distractions that cloud and fog the view. The tables below show the key points that arose from the data gathered over the course of this research.  These will then be discussed further later on in this chapter.



	Theme
	Case Study 1
	Case Study 2
	Case Study 3
	Patterns Emerging

	Stakeholders & Communication
	· Good intentions, 
· Afraid to ask what the public wants. Defensive
· Not hearing
· Not engaging
· Stakeholder requirements vague
· Consultation Process but not really believed in. Shallow not deep
· Members- no unity
· Proactive partnerships
· Do not use their staff that live in the area to either gain information or to disseminate the information
	· Attempt to contact public- survey, focus groups, and citizens’ panel – Robotic? Not in depth
· Some focussed surveys – do they use the data collected?
· Consultants used to collect the information
· Best engagement of the three case studies but still not enough
· Internal marketing an issue
· Do not use their staff that live in the area to either gain information or to disseminate the information
· Want to communicate with staff
	· Not engaging
· Totally committed to consultation of the public – can’t understand why the public are not responding
· Communication mix not right yet
· Trying different ways to communicate e.g. Business Breakfasts
· Internal marketing
· Do not use their staff that live in the area to either gain information or to disseminate the information
· Stopped sharing information with other agencies
· Want to communicate with staff
	· Apathy of the public, the citizens
· Need to seriously research the needs of citizens
· How to communicate – old methods of newsletters and leaflets not working. No one mentions social media or two way social media
· Internal marketing not 100%
· None use their staff as example residents to promote key messages
· Need to use their staff that are citizens of the area more




	Theme
	Case Study 1
	Case Study 2
	Case Study 3
	Patterns Emerging

	Strategy & The Corporate Plan
	· Comprehensive plan. 
· Initial member engagement with workshops then apathy.
· Cultural change needed to business like?
· Too many strategic measures
· Confusion with service plans (tactical) and corporate plan (Strategic)
	· Short plan. Focused on funding – no point having a long plan that is unachievable due to lack of funds
· Ignoring stakeholder requests e.g. more police
· We know better attitude
· No member challenges
· Lack of engagement
· Desperation about funding cuts
	· Formulaic way to approach the strategy
· Overload of measures
· Measures are an industry of its own
· Led by members
· Over engagement of members for pet projects like detritus.
· Conflict between senior team on amount of measures
· Politics don’t really change the plan
	· Too many measures
· Lack of engagement of staff and members
· Issues with communication
· Does it make a difference?
· What is the optimum number of measures?
· If day job not in corporate plan then who will do the corporate plan?




	Theme
	Case Study 1
	Case Study 2
	Case Study 3
	Patterns Emerging

	Leadership
	· Dominant CEO
· Hierarchical command and control
· Major restructuring
· Leaner structure – too lean?
· Cost focus
· Proactive management of members
· Need to move from command & control to team based
· Mixed quality of middle managers

	· Gentle CEO Hierarchical command and control
· Senior team visible
· No challenge from members – too amicable?
· Senior leadership officers do not meet with senior members just CEO and Leader
· 
	· Members lead very strongly
· CEO administrates – can be strong
· Hierarchical command and control
· Patch management – need to review and see where the skills deficits are
· Complexity of leading two authorities
· Structure not balanced
· Needs an individual to drive performance measurement
	· Very hierarchical command and control style of leadership
· Skills needed for leaders are becoming more entrepreneurial
· Good quality middle management vital

	Transparency & External Perception
	· Partnerships vital
· Not sure if communications mix works
· Positive feel from community and partners
	· Senior leadership team minutes are available for all staff to read
· Ad hoc comments from the public to confirm success of the council
· No complaints classed as good
	· Officers non political
· Reputation for quality corporate plan over the years
· Number of policies confusing for the public
	· Public opinion is important
· Staff recommend working there
· More work needed in this area by the councils 




	Theme
	Case Study 1
	Case Study 2
	Case Study 3
	Patterns Emerging

	Austerity, Resilience & Business-like
	· Not moving quick enough,
· Appetite for business like but barriers like members & policy
· Process re- engineering & continuous improvement
· Outsourcing & in house strategy
· Strong financial position with reserves
	· Worried focus on the future  lack of funds
· Cannot waste money – Could in the past?
· Statutory obligations only?
· Leaner
· Strong financial position with reserves
· Looking for investment opportunities to generate income
· Administration central team to improve resilience
· Non statutory areas are way ahead on sourcing external funding
	· Senior officers workloads doubled with the two authorities
· Saved money with two councils
· Resilient? More staff across two councils but fewer leaders
· Making sure the debates are business-like
· Looking for ideas for growth
	· All very aware of austerity
· Some defensiveness – scared?
· Taking steps to be more resilient
· Understand the need to be more commercial
· Do they have the business skills?




	Theme
	Case Study 1
	Case Study 2
	Case Study 3
	Patterns Emerging

	Balanced Measures
	· Not 100% sure they have the correct measures
· Struggle to just have a few strategic measures
· Not clear between tactical & strategic measures
· Does the appraisal system work to generate the performance?
· Need for internal marketing

	· Distilled national indicator set
· No subjective measures to members
· Officers decide on measures
· No member challenges
· Log of all appraisals but they end up in a drawer
· Focussed on process rather than outcome
	· Members input to measures – pet projects
· CEO wants members to challenge the results
· Too many measures
· Is it clear how they are calculated?
· Local government speak – how will the public understand them?
· Lots of waffle
	· Do all the measures tie up together? Corporate plan, Service plan, Job description, Appraisal targets, Policies?
· CEO’s happy for more challenges from members
· Who chooses the measures?
· Easy to calculate measures or the right measures?




[bookmark: _Toc520042061]6.2 Stakeholders & Communication
All three case study councils are keen to keep in touch with the people that use their services but there is apathy from the public in all three case studies. What’s in it for the public to respond?  In todays’ society organisations are constantly asking their customers to complete surveys.  Council three sent a newsletter out to all households which is over 30,000 yet only received 100 responses.  Council three contacted all their households these were very disappointing results which has made them reflect and rethink the process for next time.  They had used a newsletter and does this now suggest that a newsletter is not a way that the residents of the district want to communicated with?  Is this old style and do people have the bin next to the post box ready to dispose of all the junk mail and does the council newsletter fit into this category?  Council two regularly get feedback from their residents and they try to deliver what their residents want within reason.  Council one consults widely but only on policies and procedures.  All councils have good intentions but the results are unclear.  The consultations are all very surface based and shallow.  Questionnaires and surveys can only go so far. The research on the public is only at the first stages of the Cooper & Branthwaite (1977) model.  More in-depth discussions and interviews are needed to find out what the public really wants.
There is a clear need in all the case studies for a better definition of stakeholders and their requirements.  The processes to gather this information are formal and repetitive and lack depth.  There is a lack of qualitative information that is persistently fed back. This could come via members and officers that are on the front line.  At present members are not asked to feed back any information to the officers regarding the residents in their wards.  The only information that reaches officers are complaints.
This also links back to the points made by Besley (2006) in that he feels that there is a need to work with stakeholders and citizens.  Citizens and voters have delegated their authority to politicians and councils but this does not mean they can sit back and do nothing.  They need to engage and play a part in the local governance of their area to get the best from it and to be happy.
So why are the public not engaging? There appears to be a real detachment with the stakeholders and the councils.  Should the information gathering be more focussed? Target segments of the community for specific issues. For example to gather information on housing the councils should be targeting their tenants or the tenants of the ALMO’s (Arm’s Length Management Organisations).  If the tenants feel they are likely to receive something back for their time they may engage with the feedback process.  At the same time the councils need to show that they will use the information and take action. If nothing is ever actioned out of the feedback then the word will soon spread that it is a waste of time completing it as nothing ever happens.  A very current and tragic example of this is the Grenfell Tower where the tenants had been raising safety issues for a long time and nothing had been actioned (Heffer & Rizzo 2017).
Could councils start to gather information in a different way and use the officers that are working on say repairs and maintenance to gather the views of the tenants and the general mood?  This would be useful intelligence to feed back into the centre. This would involve the training of staff to spot the signs.  Councils are already starting this for safeguarding reasons so why not for gathering intelligence about how they can improve their services.
So if the councils all believe that the performance measurement framework drives performance how is that view communicated to all staff and also to the stakeholders? Managers thought they were good at communicating but staff disagreed (Bourne & Franco-Santos 2010).  This was the case in all of the councils.  The message transference slowed down as it went down the hierarchy of the structure. This is supported by (Bourne 2008) who comments that the information becomes less clear the further down the organisation you go.
Ideally this information should be communicated through the performance appraisal system (Pavlov et al. 2017) and the links with Human Resources are clear however we have seen that appraisals are seen as a one off tick box exercise then filed in a drawer for the best part of a year before being dusted off and reviewed.  This process will not drive any change or performance as very few employees are looking at their targets here. 
The literature has suggested there is not systematic approach to communication and implementation and it depends on individuals (Jääskeläinen & Laihonen 2014). This viewpoint has been shown in the case studies as the communication is patchy and does depend on the commitment of the individual middle manager. 
This indicates that there is a need for improved internal marketing as the staff are not aware of the strategic measures. Posters are viewed as wallpaper and are bypassed.  Briefings are good to go to but forgotten as soon as they are over. Appraisal forms are put in the drawer for the year and dusted off just before the next one is due.
If employees are not involved they will shrink back and work to rule (Antonsen 2014) and this has been evidenced somewhat by some frustrated comments that staff are not told things so feel they cannot do their jobs.  However all but one member of staff interviewed loved their jobs and even with the frustration of not knowing what is happening they all still were very committed to serving their customers and providing a service.  Not once was there a hint of a work to rule from anyone interviewed and not even the unhappy member of staff as they were still working over their hours.
[bookmark: _Toc520042062]6.3 Strategy & the Corporate Plan
Trying to satisfy all stakeholders with the choice of strategy is a thankless task.  Technically the manifesto of the controlling group should be the way to affirm the views that the public are happy with the vision.  All three councils have had the same political administration for the last decade so there must be some truth in that.  However in the case of council one there was so little in the manifesto that this is difficult to believe.  Perhaps the public were happy with the service and did not want to take a chance on changing it.  On the other hand the public could have been swayed by national politics as at the time of the elections for local government it was also the general election for the national government.
All three councils have a corporate plan which sets out the aspirations and vision of the council.  The things they want to be remembered for.  All three are focused on austerity and at times this is the overwhelming feature and the cost cutting becomes the focus and not what the stakeholders want.
[bookmark: _Toc520042063]6.4 Leadership
It is imperative to have a strong leader to drive the vision.  Woods & Grubnic (2008) feel that without a leader any drive for performance measurement will be fruitless.  Leadership is key with all three CEO’s respected highly by their staff.  All want their respective councils to be successful.
Inspiring leadership is needed at all levels within the officer core. More so perhaps within the middle management where the messages seem to get lost and stuck.  There needs to be a team supporting the CEO to deliver the corporate message.
So who decides on what to measure? Who is in charge? McGuinness (1978) believes that in many cases officers have too much control and councillors are not taking enough interest.  Plus the standard of elected members is challenged and the question is asked do councillors have the right skills?  This still rings true today and a mixture appears in the case studies.  Council three have a strong group of members who manage to still keep their pet projects in the corporate plan but the officers make the suggestions of the measures and these are accepted.  The same for Councils one and two.  The officers are taking the lead on the choice of measures with very little challenge from members.
Cartwright (1975) believes that there is a need to set objectives for the long term, allocate scarce resources and give members options.  This is how the CEO of council three sees the running of the council in that officers advise and administrate and members make the decisions. The other two councils believe they work in partnership but in reality the members do not challenge the CEO’s.  Even though all three CEO’s interviewed said they welcome challenge and wished the members challenged more often.
Ritz (2015) believes that members should be accountable for implementation.  That is a tricky issue as at SDDC the new structure has still not been delivered after nine months.  The majority of members take a back seat and leave it all to the CEO with very little challenge.  However at council three it is hard to envisage the members there letting anything go as they view their roles like jobs and attend regularly.
This links into the pessimistic theory that Besley (2006) has regarding the motives that politicians have for standing for election.  He argues that few do it for the right reasons and many do it for their own goals.  This quality of members will affect the organisation as they may not have the skills or desire to be leaders.
[bookmark: _Toc520042064]6.5 Transparency & External Perception
All the case study councils are viewed in a positive way by their public.  Hence there has been no change of political leadership in the last decade.  This shows a strong level of trust from the citizens and voters to the politicians.
Council Two are keen to be open and transparent and publish the promises made to the public.  Most politicians will want a vague manifesto that can be manipulated at the next election (From the authors’ personal experience!) and the SDDC manifesto is an example of this.  However do the councils really know what their stakeholders want? Each council is attempting to find out and coming up against the apathy of non-participation from the public.  How do they measure the relationship that they have with their stakeholders?  For some stakeholders no news is good news for others it could mean discontentment festering and waiting until the times comes to explode.
Transparency is slowly improving. Freedom of Information rules have meant that people can find out more about the decisions the councils make. The councils are trying to pre-empt some of these questions by publishing more information on their websites.  Council two are happy for all employees to read the minutes of their senior leadership team meetings.  This is a huge step forwards one that the other two councils have yet to make.  The councils and members still have more information than the public but with modern technology this is slowly changing and more information is being released to the public.
So even though the public sector should be more transparent than the private sector there are still areas where the councils are not forthcoming and the information has to be extracted by Freedom of Information requests.
[bookmark: _Toc520042065]6.6 Austerity, Resilience and Business-Like
Each of the councils in this study are classed as rural councils and rural government needs to have partnerships to survive (Pemberton & Goodwin 2010) and this was clearly seen in all the councils.  Importance was placed on working with many other agencies, voluntary groups and local businesses.  Another issue for rural areas is the speed of growth.  Rural areas are subject to huge growth (Pemberton & Goodwin 2010) and this is especially true for SDDC who are one of the fasted growing councils in the country.  This has impacts on the sustainability of the services they can provide.
The concerns over the lack of future funding runs clearly through all the case study councils.  The need to be more  “business like” (Dreveton 2013) is very apparent.  Each council is looking for ways to increase income and cut costs.  The aims of the government for the  “elimination of over government” (Jackson 2014, p271) are still true today and councils are having to reduce staff to cope with the cuts.  As yet the public have not really linked this to the fact that some services will start to decline and eventually disappear.  To avoid this councils are having to think of new ways of working and are continually asking their staff to do more with less. The downside of the councils doing this and coping with the cuts may mean that further cuts will come as the government knows that local government can be creative and survive (Jameson & Hailstone 2017).
This results in the term “resilience” being used frequently.  All councils are looking for ways they can utilise their staff and train them to be multi taskers so they can cover more roles with fewer staff but not be left vulnerable with a lack of skills.  However there will come a time when some services have to be dropped through lack of staff or other resources.
[bookmark: _Toc520042066]6.7 Balanced Measures
Councillors think they are choosing the targets but in reality they don’t challenge in Council Two and in Council One the officers suggest the targets and councillors have had to fight hard if they want to remove or change any.  In Council Three councillors very clearly demand to have the targets they want along with the ones the officers want.  There is a mutual agreement and consent of each other’s targets.
Although there is very little empirical evidence to support the argument that having a performance measurement system improves performance the general view from all of the councils in this study is that a system is needed.  Goals are needed to drive on the changes and improvements to the administration of the councils.  All felt they would stand still or decline if there were not any goals.
However there was not agreement on the depth of the measurement with some officers wanting many very detailed measures to some wanting just a handful.
With regards to performance measurement the literature suggests that it can become  an industry of its own (Micheli & Manzoni 2010) & (Arnaboldi & Azzone 2010) and council three has seen this and provides an excellent example of this.  The other two councils still like their measurements but not to the extent of creating a purpose built database. 
Baranova (cited in Longbottom & Lawson (2017) discusses service blueprints and how a process can be mapped out.  There is potential to map the corporate plan like a service blueprint however this may end up creating a very complex document and in turn complicate the process.
Franco-Santos et al. (2007) comment that the performance measurement system can be manual and simple or can be complex and sophisticated.  The evidence gathered has seen aspects of both.  Complicated collection of data from council three where everything that can be measured is and is kept in a database to simply following parts of the old national indicator set at council two. Complicated solutions to simple problems is often the trademark of the public sector (Evans 2017) and the evidence is there to support this view.
Performance measurement should provide focus and direction (Pavlov et al. 2017) and all councils took comfort in having a set of measurements to follow.  SDDC commented that without a focus like this they could lose their way like “Tumbleweed blowing through” (Head of Service, SDDC, Transcript p340, l12-13). 
However does performance measurement have a positive effect on business? Or when does it have a positive effect? (Bourne et al. 2004).  All councils believed that a performance measurement framework was needed and necessary.  All councils have a performance measurement framework so how they would perform without one can be speculated but not confirmed as no council will relinquish their measurement collection.
One of the criticisms of local government is that they focus on process and not results (Balabonienė & Večerskienė 2015) & (Nath & Sharma 2014).  There is evidence of this for example SDDC jobs fair.  The target was to hold a jobs fair and not to look at the benefits a jobs fair could bring to the area.  It is easy to say yes we have completed a jobs fair but much harder to report the impact that fair had.  Another target is how fast the phone is answered. This is very much a process and the question that really should be asked is why are people calling? If councils can get it right first time and understand their customers then this is a much better service and output (Seddon 2008).
So again we come around to the issue of do councils just use the KPIs that are already calculated and just slot them into the equivalent of their Balanced Scorecard (Bourne 2008).  Again the evidence is there that this does happen. Council two were very open about the fact they did this even though they had vast amounts of other data they could have used.
Bourne & Neely (2002) suggested their check list like the performance measure record and the evidence suggests that the councils do follow a process.  A long one for council three who estimate that it takes a year to develop their plans. SDDC went through a process of workshops and evidence gathering.  However there is more focus on creating the plan than implementing.  There is scrutiny in the results but perhaps not as much attention is focussed on how the data is collected.
All of the case study councils know that times are being increasingly tougher with more financial constraints.  All have good intentions on wanting to deliver good services to their stakeholders.  However there appears to be a fog around this and it is not clear as to who exactly are their stakeholders.  Are they residents, customers or citizens? Should the councils be looking to break the groups down into sub categories? This way it can be made clear who is the stakeholder and what do they want.  Putting the “public” all in a pot together does not help clear the noise around the issues. 
It links into the action research cycles as well.  It can’t be a stand-alone event.  There is a need to keep the stakeholder relationship going at all times. It’s not enough to do a survey once every few years.  There needs to be a constant dialogue.
As many messages get stuck along the way down the hierarchy it would seem pertinent to keep them to a minimum.  Have a clear goal and one or two aims and keep the message simple.  That way it is more likely to reach the bottom.  This in turn makes staff more focussed.  With less money to do the “nice to have” tasks the focus needs to be on what will help the council succeed in their goal. So fewer measures but more emphasis on the measures chosen.  
The measures need to be agreed on and chosen by both members and officers.  Members in order that their goal will be focussed on and achieved and officers to ensure they focus on the strategy the members want and not a different objective.  These need to be transparent and available for all staff and public to see.  Measures that are chosen must be useful to drive the organisation in the direction it wants and also to provide information that is beneficial for decision making. Just because it was in the old national indicator set and it is easy to calculate does not mean it has a place in the current performance measurement system.  Councils need to be ruthless and stop spending time calculating measures that no longer fit with the present goals.
[bookmark: _Toc520042067]6.8 The Model
The model below sums up the themes that have emerged from this research.  It was soon clear that starting on the measurements was impractical if the strategy had not been thought through and the stakeholders’ needs assessed and prioritised.
The purpose of this section is to explain the model and what the strategic bubbles mean.  Each of the bubbles represents a strategic area that has been deemed to be important to the successful performance of the three councils in this study.  In chapter seven there is more detail about the further research needed here to drill down to the operational and tactical levels.
The model is split into three sections.  Leadership and Direction, Enablers and Performance Review.  The model commences with the stakeholder bubble and moves to the right essentially but can come round again via the strategy and leadership bubbles. It can also revert back to the start at the left hand side should there be any changes in the environment.
Leadership and Direction
The model essentially moves from the left towards the right. It starts off with the stakeholders, then leadership then strategy.  This has a circular effect as if the leadership changes for example at an election then the strategy will change and the focus on what the stakeholders want will be looked at differently depending on the political flag that is flying at the time and potentially what the national political parties are focusing on.
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[bookmark: _Toc519426480]Figure 45 The public sector model for creating a meaningful performance measurement system (Authors summary)
Stakeholders Bubble
This is where the focus of the performance measurement system should really begin.  It is key to know who the stakeholders are for the organisation.  To detail out who they are and separate out the citizens into different levels.  Those that are council housing tenants will require different services to those that own their own homes for example.  Citizens with skills could also look to help and work with the council rather than just take from the council.  Clear investigation of different needs must be carried out to enable the organisation to know what they have to deliver and what they would like to deliver.  
The use of digital technology may pave the wave for initial discussions with feedback via social media to catch those citizens that do not want the face to face contact.
A way of completing this in a richer way would be to carry out interviews with a sample set of each of the stakeholder groups.  In depth interviews will get past the surface comments to really find out what is required.  Until it is known what the stakeholders want the organisation is working on a theory rather than working with evidence.
This links into the principal-agent theory of the citizens delegating their authority to the politicians.  The politicians need to check back with their principals to ensure they are working on what the citizens wanted them to work on. 
Leadership & Senior Management Roles bubble.
Once it is known what the ideals are that the stakeholders want it is then important to ensure the right talent is available to deliver these aspirations.  The talent is needed in both the officer leadership team and also the political team.  
For the officers the LGA (Local Government Association) offer a Peer review service that looks at the skills of the officers.  A team that is chosen partly by the LGA and partly by the senior members and officers come in and review the organisation.  The senior political peers will match the controlling group politically so as not to release any sensitive information to an opposing political party.  This process will flag up areas of good practice as well as gaps.  The LGA have promoted this service to all councils in the UK.
The next question is with regards to the skills of the members?  How are senior members chosen? Are the right people chosen? This is a more difficult area to make an impact on as there are often hierarchies in political groups that mean the longest serving members gain the senior roles and not necessary those that are the best for the role or even have the skills for the role.  If this is the case it is vital the officers are competent to deliver.  The next level of research needed is to assess if this is the case is there still a need for elected members.  Other public sector areas such as the National Health Service, Police and Education do not have elected members just Governors.
Once the senior teams are chosen then the question is asked how do the members interact with the officers? Does it work? In order for a council to pursue their strategy both teams need to agree on the strategy.  If the teams are competent, with the correct skills to deliver then the strategy is the next step.
If the leadership is not competent then this will materialise either in the failure of the council such as Northamptonshire County Council, where national government have had to step in, or the loss of power for the ruling group such as Derby City Council.
Strategy bubble.
So once the leadership team is in place and the needs and wants of the stakeholders are known it is then down to the team to decide on the strategy.  How is the strategy formulated? There will be different approaches depending on the style of leadership.  Many statutory duties are covered in the service plans so the strategy becomes the aspirational goals of the organisation.  The strategy needs to cover the aspirations of the stakeholders and the politicians whilst at the same time being feasible and affordable.  This can either be created by a structured approach to the setting of the strategy or it can be left to emerge.  There will not be one right way to approach this and it will depend on the organisation and the environment at the time.  It may be that the strategy is just paid some lip service and not reviewed at all and the council are left to muddle through or it can be a formal approach.  The controlling political party may have a manifesto that they want to achieve and this becomes the strategy.  However it is created it needs to be reviewed to see what the critical success factors are for that particular strategy and then to choose measures to deliver the strategy.
Although this section does depend on having a strong leadership team a strategy can still emerge with a weak leadership even if it is a strategy of carrying on in the same way and not making any changes.
Enablers
The next section is about what enables the vision and strategy to be delivered. There are some hindrances here as well such as austerity but also some areas that can really help the organisation be successful such as resilience.
Balanced Measures bubble.
It is difficult to choose measures when there is no clear vision of where the organisation wants to go. If this is the case then often the measures are the ones currently in place and the easiest to measure.  The key then is what action is taken with this knowledge.  If there is not a common goal then this becomes an extremely challenging task.
Once a strategy is defined then measures can be chosen that drive the kind of behaviour that is required to deliver those outcomes required to satisfy the strategy.  Some measures will be needed for the statutory duties and to report to national government.  However old measures need to be discarded so the focus is about going forwards towards the goals and not just measuring everything that it is possible to measure. 
Quite often new measures will be needed.   Can the councils have the courage to throw out the old numeric ones and bring in more case study style measurements.  Can some things be left and not measured?  For example will the public tell you if you are not doing the right thing so there is no need to measure, like street detritus.
Measures need to be well thought out and not just added to the list because they are easy to measure and everyone understands them.  Clearly ask the questions and check they are driving the behaviour that is required.
Transparency, Internal & External Perception
A more transparent organisation is generally assumed to be a more trustworthy organisation (Besley 2006).  It is important to see how both internal staff and the public view the organisation.  Although this research shows that councils are trying to connect with their citizens they only attempt it in a superficial way.  
Are they open and honest with all stakeholders?  How good do they think they are and do the public feel the same? Is the public aware of what the council does? Are the meetings streamed on the internet? Are all the papers and decisions easy to find or are they hidden behind 20 clicks on the website?  What is the general feeling about the council?  Is it positive or negative? What effect does this have on the performance of the council?  Are people willing to help?  Are the staff happy to work there? All key factors as to whether the council is successful and seen to be successful.  Part of these critical success factors could be embedded into the strategy to ensure the whole organisation is aware that they need to be transparent etc.
Super Austerity, Resilience, Business-Like
Funding is reducing all the time and local government is being squeezed.  Austerity is now regarded as the normal state of affairs rather than a one off scenario.  How will councils survive?  We are already starting to see failures such as Northampton County Council and the Parliamentary Secretary states that others will follow (MJ Thurs 17 May 2018). Will councils have to merge to survive and to become more resilient?  This is the solution requested by the government in Northamptonshire.  Is reform needed to change local government or make it partner with commercial organisations to raise money?  Again the theme of co-production appears to source skills from volunteers to help the councils survive.  
Another area of discussion is the business rates and the potential of councils keeping these and not sharing them out over the country.  This is a good result for affluent districts but what about the others? What about areas with poor economies.  There is not any “new money” so is this a sustainable option?
Local tax raising capability has been suggested but if you are in a poor area who/what do you tax? Can this bring in enough money as well? Should councils be seen as businesses? Do councils have the skills to be business leaders? Do they know what they are doing when investing commercially? This links into the leadership theme as well.
These issues make the performance of the council complex with “wicked issues”.  The issues that are not easily defined or solved. 
Performance Review
The final section of the model looks back at the process and the results and looks at the effectiveness of the process.
Review processes for communications and measuring effectiveness.
Communication is patchy across the three councils in this thesis. The challenge is how can this be equalised across an organisation?  How can messages reach the staff at the coal face with the same passion and detail that the senior team issues them?  Are there new tools that can be used for this such as social media and podcasts that councils are not tapping into?  The model focuses the attention on the communication process to see if it is fit for purpose or whether it needs some changes.
Can councils be effective with the same old measures? Do staff become bored and know how to play the game? Do they just do enough to survive and not be noticed or are they passionate to move the organisation forwards? 
In summary councils can only be effective if they know what their stakeholders want so the model goes back to the start to commence again.  This is also not as easy as it sounds as the public sector is complex with many multidimensional issues.  However using this model to look at the issues from a strategic point of view can start to help to break the issues down into more tame problems that can be approached with a process and a clear outcome identified.
[bookmark: _Toc520042068]Chapter 7 – Conclusion and Further Research
This research journey started with the idea that there must be a better way for local government to measure their performance and perhaps there were tools and techniques that could be adapted from the private sector.
This research started off with the aims and objectives:  
“To identify, review and evaluate critical success factors to use for performance measurement and strategic mapping for local government”.
1. Review literature on performance measurement in order to identify current themes and critical success factors. This review will be based on a comparison of private sector practices and local government practices.
2. Critically analyse the performance measurement currently in practice in three local government authorities.
3. Identify the gaps in the literature and knowledge in relation to performance measurement in local government.  
4. Interpret and develop critical success factors for performance measurement in local government.
The literature review has revealed that although there is a great deal of literature on the subject of performance measurement and management there is a lack of literature that focuses on the public sector in the UK.  There are only a few ad hoc case studies that delve into the arena of local government.  Much of the public sector research sits within the remit of healthcare.  Some international work has been completed but the story is the same.  Case studies into one or two organisations with little scope for generalisations. There is a real need for longitudinal studies into local government  and researchers need to “move deeper” into public organisations (Jackson 2011, p24).
The themes that have come out of the literature review and the case studies are:
1. Stakeholders & Communication
2. Strategy and the Corporate Plan
3. Leadership
4. Transparency and External Perception
5. Austerity, Resilience and Business-like
6. Balanced Measures
The literature review started off looking at the balanced scorecard. The corporate plans that the councils have produced are very similar to the ideology of the balanced scorecard. With aspirational goals and including many non-financial measures.
Hanne Norreklit (2003) has voiced her discontentment of the balanced scorecard and believes there are fundamental flaws in the design.  However there are not any other authors that voice their concerns in a totally dismissive way.  Many other authors see there are issues and try to overcome them with a new version of the framework.  In fact Kaplan and Norton are now on the third generation of the scorecard and have realised there is still potential to improve it. The balanced scorecard still remains an important performance measurement tool.
The organisation has to have a clear view of their strategy and goals and be able to turn these into objectives for everyone to follow.  The public sector also has its own set of issues with the complication of a multitude of stakeholders. Kaplan (2001) designed a scorecard to split out the stakeholders objectives however although the idea is sound there are many issues with the implementation of this and the prioritising of the objectives.  Other authors have sought to create their own frameworks which build on the original first generation scorecard and fill in some of the shortcomings (Neely & Adams cited in Ryan 2012, Moullin 2011 etc.). However there does not appear to be any guidance about how to choose the measures.
A strong leader is necessary for a successful implementation of a performance measurement system in any organisation. Empirical evidence has shown that implementations will fail if not driven by the whole senior management team (Woods & Grubnic 2008).  Andrews et al. (2006) support this with their CPA survey.
Communication is needed to ensure that everyone within the organisation knows about the goals and can relate the organisations goals to their personal goals and see how their contribution coincides with the direction of the organisation. This is very easy to say but in practice is increasingly difficult.  As austerity hits the luxury of having spare time in a role decreases and many decide to “ditch” the information briefings or to attend but then forget them immediately as there is no time to ponder or discuss the issues.
It is also clear that there is strength in working with the citizens of your area.  They have delegated their authority to the members of the councils and it is now up to the councils to go back to them to check they are happy with what is being delivered and also to find out if they would like to help and be part of the community.  This in turn helps the councils perform with the voluntary support as well as the confirmation of the strategic direction is what the public wants.
The action research has allowed the author to become deeply involved in both the research and the effect it has on the organisation.  The research into performance measurement has improved the corporate plan for case study 1 as the author was applying the academic research and using it to improve the outcomes of the corporate plan design.  It is not until the researcher immerses themselves into an organisation that the real truths appear. Working alongside the officers meant the researcher could observe what was happening rather than being told what was happening. This makes the findings more robust.  
These findings were then sense checked and validated with two other similar organisations.  Then the emerging patterns were analysed and reviewed.  
The research has changed over the course of the study.  All the literature discusses the complexities of local government and how the many stakeholders make the design of a performance measurement system tricky.  Which stakeholders do you satisfy and how do you come to the decision of which ones to prioritise?  Kaplan and Norton state that their balanced scorecard is about “translating strategy into action” yet they do not tell you how to go about choosing the strategy (Kaplan & Norton 1996).  The main finding from this research is that the organisations are really not clear about what their stakeholders want.  All have good intentions but none in this research delved deeply into the needs and wants of their citizens.  If this is not completed then how can they be sure that they are delivering a successful service? All councils consult but at a very shallow level with newsletters or surveys.  The next phase for this research will be to pilot an in-depth study into the desires of the citizens of the area.  Commencing with using the staff that work in the organisation and live in the district it covers.  Not being afraid to ask the difficult questions and to confront the answers.  There may not be the funding to deliver all that the citizens want but to understand their needs takes the councils a large step closer to becoming a high performing organisation.  This will also engage the community to work with the councils to become a self-fulfilling prophecy.  From a citizens point of view of that the council has taken time to understand what the needs are and so the citizens will work with them to achieve them.  Austerity is a key factor and long gone are the days where the council could provide everything.  New ways of working need to be found and becoming one with the community is a must going forward.
There are gaps in the literature and all scholars are commenting that there needs to be further research carried out within this area.  However from completing an action research the depth of the understanding of the issues is far greater than just carrying out a survey or observations.  More action research is needed to understand the wider issues of performance measurement and the choice of strategies. 
[bookmark: _Toc520042069][bookmark: _GoBack]7.1 Academic Lessons Learnt
There is very little literature that delves deeply into what goes on within the local government sector.  This project has provided empirical evidence from three councils and high lights the differences between local government and the private sector.  
Local government has so many different stakeholders that a simple solution from the private sector will not just “fit in” and solve all the problems.  Indeed there are still numerous problems in the private sector so this is not a panacea.  The public sector needs a bespoke response and this is what this project has identified.  Specifically for these three councils.  The strategic framework provides a theoretical design of the steps needed to be undertaken to achieve a good understanding of the council from its stakeholder needs through measuring performance to communicating back to the citizens and other stakeholders.  It means councils can take a helicopter view to see where they are and how they can improve their focus and ultimately their performance. 
Each bubble on the model has identified a set of themes and critical success factors that have emerged from this thesis. 
The framework provides a starting point to assess where they are in their journey to be a successful council, whatever success looks like to them.
[bookmark: _Toc520042070]7.2 Practical Lessons Learnt
Having been immersed in the action research of the local authority it can be said that the amount of work completed by officers and the pace of this is now on equal terms to the private sector.  The evidence in this thesis shows that staff no longer have the luxury of a large team to take time out to reflect and plan ahead.  Quite often teams are stretched and do not lift their heads up from the day job.
This strategic framework provides a practical checklist for senior officers to look and check where their organisation sits.  Have they just skipped to the measures without really understanding their stakeholder’s needs or do they have a well thought through strategy? It is a simple and high level framework that can be applied to all councils.  Policy makers and decision makers can use it to practically review where their organisation currently sits and where they want it to go to.  This is a bespoke framework for the public sector so will accommodate the specific needs rather than trying to squash the council into a private sector model.  
The next level of practical lessons can then be added by drilling down into each bubble on the model to a more operational and tactical level.
[bookmark: _Toc520042071]7.3 Limitations
The limitations of this research are that only three district councils have been reviewed.  Currently there are 201 district councils in the UK as noted on page 17 Hemming (2015). This represents only 1.49% of district councils and is therefore not a significant sample.  Also this research has only looked at District Councils in the Midlands.  The data may be different in more or less affluent areas of the country and also in more urban areas.  It also excludes the larger councils for example the county and unitary councils.
As with any case study analysis the benefits are in the detail and the limitations are that generalisations cannot be made due to the small sample size. However the strength in the research is the depth of knowledge covered especially within the action research council.
Further work is now needed to test the framework in a possible pilot council. 
The limitation is also that this work has not yet been publicised or disseminated so that would be the next phase to publish articles to share the knowledge and also to continue to work on the model and drill down further into the bubbles. This thesis has delivered a strategic framework and further research is needed to fill in the tactical and operational levels of the model.
[bookmark: _Toc520042072]7.4 Future Research
The future of this research now lies with starting off with the stakeholder bubble from the model in Figure 45 and finding out exactly what the stakeholders want.  
More research needs to be completed to look at the practical and tactical issues that develop in the layer beneath the strategic model.  Information for this can come from in-depth interviews to get the richer information.  It can also come from freedom of information requests which can be used to gain basic data in a timely manner as all councils have to reply.
Stakeholders Bubble
The next step in this research is to carry out a pilot study to see what citizens and stakeholders want from the council.  The first stage would be to map out the relationships the council have with each group and to evaluate the strength of these relationships. To engage with sample sets of each type of stakeholder and to carry out in depth interviews to really understand what the desire is.  To also split out the “citizens” group further into different sets to look at the varying aspirations and whether there is any potential for citizens and the voluntary sector to work with the council on specific projects. To investigate the theme of co-production.  Will the stakeholders ask for a utopian world or will they be realistic and provide some vital insights to help improve the performance of the council.
Leadership & Senior Management Roles bubble.
Understanding how the leadership of the officers and members fit together is necessary to understand where the leadership comes from.  Who is driving the organisation or are they just muddling through on a day to day basis.  
Senior officers are recruited traditionally by job descriptions and competencies.  If they are not very good at their job there is a procedure for removal.  The more interesting case is that of members.  How are senior members chosen and what effect does this have on the leadership.  Quite often members are chosen because of their length of service.  Many colleagues of the authors, across many councils, have commented that the old councillors will not stand down and make way for new talent.  How often is this happening and does it have a detrimental effect on the council or is there no real difference seen?  Research across a number of council’s to investigate how senior members are chosen is the next step and to assess the impact of these choices.
Strategy bubble.
From this thesis the three councils all have corporate plans.  So the next step is to see if this is usual and to see if all councils have these plans.  To find out how they are created.  Do they come from political manifestos or are they driven by the knowledge of the officers or is it a mixture of both.  Do all councils follow a structured process or do some just muddle through and allow strategies to emerge.  The research needs to cover a large proportion of councils to gain a wide view.  Then to link the view to the performance and do these strategies have any impact or are they created and then put on a shelf to gather dust. Do councils feel they have the funding and opportunities to achieve anything they would put in a strategic plan or do they feel that all they can do is meet their statutory targets?
Balanced Measures bubble.
The research in this area links to the choice of measures.  To investigate and find out what councils measure and why they have chosen these measures.  A wider and larger cross section of councils need to be researched to get a general consensus.  Do they just measure what they have always done and what impact does that have on their performance?  If they are creative in their measures how does it show in their performance?  Has any council dared not to measure anything?
Transparency, Internal & External Perception bubble
Some of the interpretations in this section can be extracted from the interview data in the first stakeholder bubble.  Finding out what the stakeholders think about the council. Is it easy to deal with and can they find everything they need.  Are they proud or indifferent of their council?
Again interviews will help gain the rich data however data could be collected regarding the filming of meetings, how accessible is the website etc. to support the interviews.  Does being transparent with stakeholders increase the trust they have and what impact does this show.
Super Austerity, Resilience, and Business-Like bubble
How resilient are councils?  What level of reserves do they have and how long can they last? What are the options that available that councils are considering to raise money to spend on their day to day revenue items? What business skills do they possess and what are they doing to survive?  Are councils outsourcing everything to Teckal companies to be able to survive and make profits to fund other activities? Are they changing their structures to reduce wage bills?  Do the leaders have the business and entrepreneurial skills needed for the future?
Review processes for communications and measuring effectiveness bubble.
Detailed investigation is need to link the types of communication to their effectiveness.  We saw in Case study 3 that physical letters provided very little feedback and insights thus rendering it useless.  What will work for councils to gain the information they need from their stakeholders and to promote their messages.
How effective is the council and has anything in particular helped the council to do well?  Is it a strong proactive leader?  Is it a vibrant voluntary sector? Have the measures driven any type of behaviours.
Communication to members needs to be investigated as well.  Agendas with several hundreds of pages will not encourage participation.  What is the average attention span of a generally ageing member? Can they process it all or are their better ways to communicate the decision information?
Final words…
The performance measurement journey will continue as everyone strives to find a way to define what performance measurement is and how local councils can not only survive but thrive in this austere climate.  This thesis has provided some empirical evidence that is long overdue in this sector.  However this is just the start.
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End of ethical approval form.



[bookmark: _Toc520042076]2. Detailed documentation of transcribing process.

WAV -> MP3 -> YouTube video -> captions/subtitles -> word
The interviews were recorded on a Dictaphone which created a WAV file.  In order to use YouTube this file needs to be an MP3 file.
Google search the following:  “convert WAV to MP3” and the NCH software was located.  WWW.NCH.com.au This is a free software that can be downloaded.

[image: C:\Convert2\nch snip.PNG]

The software is called “switch sounder file converter”.  When in the software another application called “WavePad” needs to be downloaded.  So in optional programs and extras choose as below.


[image: C:\Convert2\nch options snip.PNG]

The WavePad audio editor will allow the splitting of the MP3 files to make them a more manageable size.  Plus YouTube only accepts files less than 50,000 KB on their free version.  Follow the instructions to install.
To break down the file open WavePad and open the MP3 file you want to split. 
[image: C:\Convert2\wave1 snip.PNG]
 Then choose edit, split 
[image: C:\Convert2\wave 2 edit.PNG]


[image: C:\Convert2\wave 3 split.PNG]

Choose the number of parts to split the file into depending on the length of the interview.  For longer interviews you can choose more splits.  The smaller the section the faster it will load onto YouTube.
Make sure the format says .mp3.  Choose a location where the files can be saved and also a file name.  It will number the parts 1, 2, 3 & 4 for a four part split.
[image: C:\Convert2\wave split in process.PNG]

The next step is to have a google email account (Gmail) and this will then give access to YouTube and an account can be set up if there is not one already set up.
Go to www.tunestotube.com  this allows the uploading of mp3 files to YouTube.
[image: C:\Convert2\tunes2tube snip.PNG]

Sign in with your google account as below:
[image: C:\Convert2\tunes2tube sign in.PNG]
Press Allow.
The screen below will appear. 

[image: C:\Convert2\tunes2tube setup.PNG]
Click on upload files and choose which MP3 file you want to upload.  Also upload a photo or press create background.  This is needed to create the file in YouTube.  Click on Private.  This is very important and means that no one else can see your files.  Wait for the files to upload.  Once they are ready the red icons are no longer present and the ‘create video’ button appears. It can take a few minutes to upload the file.
Before you can press the ‘create video’ button the “I am not a robot” section needs to be completed.  This is a series of fun tasks to complete.  The number of tasks varies.  Complete these challenges and when tick appear press ‘create video’.  
[image: C:\Convert2\tunes2tube3.PNG]

[image: C:\Convert2\t2t created.PNG]


The files do take some time to appear on YouTube so upload all the files you need at this point.  Then the next step is to sign into You Tube. Choose my channel.

[image: C:\Convert2\yout1.PNG]
As you can see there are no uploads that can be seen by the public, all are private.
Choose video manager.  Here you will see a list of all the downloaded files.  Choose the one you want and press edit, then subtitles/CC.

[image: C:\Convert2\yout2.PNG]
Select the language to English as below.
[image: C:\Convert2\yout3.PNG]
Then click on the English Automatic as below.
[image: C:\Convert2\yout4.PNG]
This will then produce a list of subtitles on the left hand side.  Click on actions and choose .srt.
[image: C:\Convert2\yout5.PNG]
This then puts the captions into a text file as below.
[image: C:\Convert2\word data.PNG]
The text file contains many extra numbers and colons and these need to be removed.  Use the replace function and find ^# this will find any digit.  Replace all and leave the replace section blank and it will delete all the numbers.  Then copy the colons that are left and add this into the find box.  Again leave the replace box blank and replace all.  This will leave just the words with gaps between each lines.  Save as a word file and then this can be amended and annotated as necessary.  All the words are there and this reduces the time to transcribe tremendously without losing the closeness to the data.
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‘Arts and recreation County/ district
Births, deaths and marriage registration County

Building regulations District

Burials and cremations District
Chidren's services County

Coastal protection District
Community safety District
Concessionary travel County
Consumer protection County

Council tax and business rates District
Economic development County/ district
Education, including special educational needs,

adult education, pre-school County
Elections and electoral registration District
Emergency planning County
Environmental health District
Highways (not trunk roads), street lighting and

traffic management County
Housing District
Libraries County
Licensing District
Markets and fairs District
Minerals and waste planning County
Museums and galleries County/ district
Parking County/ district
Passenger transport (buses) and transport

planning County
Planning County/ district
Public conveniences District

Public health County

Social services, including care for the elderly and

community care County

Sports centres, parks, playing fields District

Street cleaning District
Tourism County/ district
Trading standards County

Waste collection and recycling District

Waste disposal County
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Title
Purpose

Relates to

Target
Formula

Frequency
Who measures?
Source of data

Who takes action?
What do they do?

Atitle for the measure shouid capture the essence of what i being measured
What is the purpose of measuring this aspect of performance? I there st 2 good reason, the need for the meascre should
be questioned.

To which top-level business objective oes this measure relate? Measures should be designed to support ther achievement.
Cornpleting this part of the record sheet ensures that the link < made.

Which performance target should be set, and by when? This communicates precisely what you are tying fo achieve

How s the performance measur caculated? Be precise, The formula must include precisely what is being mezsured to
avoid the type of resuls lustated in the aiine example above,

Decide how often this is to be measured and how often the measure i to be reviewed.

Identfy who s tesponsibie for measuring perfarmance.

Specfy the source of the date 50 that the measure s used consistently.In this way, performance between periods can be
accurately compared,
This dentifies who s responsinie for taking action on the measure.

Speciy the types of action that peaple should take to improve the performance of this measure.
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Summary of Accounts

Our Income

Our total income for 2015-2016 was £48.1 £225m Government Grants
million compared to £49.8 million in 2014-2015. - -

£0.5m Other Grants
This came from grants, housing rents, Council £4.8m Fees and Charges
Tax, fees and interest.

£0.Im Interest
In 2015-2016, our element of the Council Tax £125m Housing Rents
remained the same as 2014-2015. This gave i
aBand D Council Tax of £150.25, significantly £7.7m Council Tax

less than the national average of £168 for shire

district councils. The figure for housing rents £481m Total
pays for local authority housing.

Our Expenditure

Our revenue account shows the costs of running our services. In 2015-2016, we spent a total of
£44.6 million on delivering services. This was 2% less than the £45.7 million we spent on services in
2014-2015. The decrease was mainly due to some budget reductions, together with expenditure on
housing benefits. Our revenue also shows the costs of delivering our priorities and the amount left to
be financed from local and national tax income.
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Purpose and Role
The purpose and role is to:-

1. Assist and work with the Leader of the Council to provide effective political
leadership and strategic direction for the Council.

2. Promote and support open and transparent government
Member Rol Profies

Page&

Updsted Maren 2016

Appendix A

3. Assist the Leader of the Council with his/her other responsibilities, such as

ensuring effective Corporate Governance and stewardship of the Council
and to ensure that the Council delivers high quality, value for money
services.

4 Actin the absence of the Leader of the Council

5. Toassistin specific duties as requested.

6. To cary out duties on behalf of the Leader of the Council when
designated to do so.

7. Torepresent the Leader as appropriate.
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People
Education and training
Health
Independent living
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Progress
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Outcomes
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Service — Directors, Unit Managers

Service Plans - outline how we will deliver corporate
priorities, levels of resource and budgetary requirements
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Values
Our values provide a famework or the way we want 10 work as a Council, helpng us to deliver our
vision and achieve our key objectives.

Throughout our work, we will

Put our residents first

Set clear targets

Act decisively

Lead for success

Actively listen and resolve problems
Develop our staff

Be driven by economy, effectiveness and efficiency.
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Q20 Please leave any comments about how
communication on the Corporate Plan could
be further improved here.

Answered: 10 Skipped: 40

Responses

N/A

Presentation in team brief.

Brief talk delivered by managers on a regular basis.

Perhaps presentations to staff members on it

Further, better alignment to competency framework and PDRs- Clearer links to teams and individual roles

| am intending to look at it but have been so busy with day to day work recently | haven't had the time. A short
training session/ team meeting to go through the corporate plan together would be good.

Perhaps better understand with annual role re-view with line manager
it's good

Make it easier to understand for staff and give real life service examples to translate it better.

I understand the principles and agree with them. For this type of information I'd stand and read it (and better digest

it) if it was shown on a notice board.
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PR2: Unlock development potential and ensure the continuing growth of vibrant town centres
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Case Study 1 Case Study 2 Case Study 3

Number of residents 100300 71300 78100

Number of businesses 3625 4640 4080

Micro businesses with 1-9 staff 3290 4190 3565

% Businesses micro 91% 90% 87%

Visitors per year  7.8m * 5m 2.4m

Leadership 4th Option Committee 4th Option Committee Executive & Cabinet

Executive Conservative Conservative Labour

Area total KM

2

340 792 160

Ethnicity 95.6% White 97.8% White 99.1% White

Unemployment 2.70% 2.40% 4.10%

Data from Nomisweb.co.uk

*These are visitors to the National Forest which cross over into other council areas.
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£000's

CEO Salary

Leaders 

Allowance

Total 

Members 

Allowance Gross Budget 

Case Study 1 138 18 351 46,047

Case Study 2 114 11 210 36,978

Case Study 3 124 11 445 58,045

Senior Staff 

£000's

Salary of staff 

> £50k

Number of 

staff >50K Average

Case Study 1 462 5 92

Case Study 2 577 9 64

Case Study 3 561 8 70
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Men Women Total % Women

Case Study 1 28 8 36 22%

Case Study 2 24 15 39 38%

Case Study 3 23 14 37 38%

Gender of Councillors
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Council Two Organisation Structure
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1. Whatis the aim of your study? What are the objectives for your study?
To create a framework for Local Government Senior Management to improve the performance of the.
organisation
To measure the correct things to drive the strategy forwards and to manage the performance so it
reaches the targets.
To identy criical success factors that faciiate good performance.

2 Explain the rationale for this study (refer f0 relevant research Ierature in your response).
This is a continuation of the MRes. Context of the study.

Every local government authoriy is different However the common perception, by the general
public, of local government badies, e.9. Councils, are that they waste money, are non-competitive and they
cannot control their spending. Van Hgldon comments that poliicians, academics and business people
have “Cilicised the public sector because of L inefficiency and neffectiveness” (Van Hgiden 2005, p2).

Is this, however, really the case? Are councils becoming more commercially aware and uiising
the skill that profit making businesses use? The researcher has been an elected member of  local district
council. No qualfications are necessary to become a coungilor Al that is needed is that the general
public vote for you. In many cases the public do not know the coungillor as an individual and vote for the
national polfical party they prefer. The councilors are then the equivalent of  senior board of a private
company. They decide on the focus and strategy of the organisafiop. Heavy influence will come from
ceniral government however after that it is up 1o the local members to shape the future of the local
environment.

How easy, then, s it to control the organisation. and aalyse the performance? In a fourth option
council, that the researcher is a member of, the members are Qiganised into commitiees with the
overarching “Full Committee” that ratfies all ecisions made by the functional commitiees. _Reams of
papenwork are produced for each meeting with members expected to read and digest this within a week
and come to an informed decision So there is great potential to be able to devise a framework to enable
performance measures to be linked with objectives so it becomes transparent as to how the authority is
performing. Ofherwise decisions are made on the basis that all members have read and digested the
huge tomes and clearly understand the implications. The researcher challenges this and thinks members
place huge trust in the officers to guide them without truly understanding all the defails even though they
have been made available.

Key lterature

Performance measurement was being discussed in 1956 by Ridgway (Ridgway cited in Neely
2005) and it has been reviewed many fimes however in the 1980's and 1980's it became the fashionable
topic to research and many authors came up with frameworks (Neely 2005). Ghobadian and Ashworth
state that it also became a topic of interest for local govemments around this time as they were being
pressurised from central government, the public and new competitive market strategies, amongst other
pressures (Ghobadian & Ashworth 1994).

‘When reading extensively about performance measurement a reoccurting theme appears called
the Balanced Scorecard. Kaplan and Norton were the authors of the original ‘Balanced Scorecard” which
‘emerged from the research nstitute linked to KPMIG in the early nineties (Kaplan & Norton 1996). However
before this Eccles claimed that financial indicators were going to become one of many performance
measurements as opposed to the only measure. (Eccles cited in Ghobadian & Ashworth 1994). Kaplan
and Norton had originally designed the balanced scorecard framework for performance measurement for
profit making companies however they also believed it could be adapted for Not for Profit Organisations
(Kaplan & Norton 1996), ). The balanced scorecard is a tool that links the performance measurement of
an entity to the sirategic goals of that entity.

‘The balanced scorecard is constantly evolving and Kaplan and Norton are siill heavily involved in
the process so they are il the regarded as the experts. They have developed the tool to include
“sirategy mapping” Where the cause and effect linkages are shown clearly in pictorial form (Ross 2011)
One of the issues with the original balanced scorecard was that there were oo many measurements and it
was difficult 1o choose the correct ones for your organisations strategy. With this strategy mapping
technique the measures that are not driving the organisation towards its goals can be idenified and
removed (Ross 2011)

Neely and Adams have taken the balanced scorecard further and created their *Performance
Prism". (Neely & Adams cited in Ryan 2012). They have added more dimensions to the scorecard and
advocate the need for the organisation to analyse the needs of all their stakeholders before finalising their
sirategy. (Ryan 2012)

‘Within the private sector a version of the balanced scorecard is the most used management tool
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6. Please indicate how you intend to address each of the following ethical considerations in your
study. If you consider that they do not relate to your study please say so.
‘Guidance to completing this section of the form is provided at the end of the document.

. Consent - A Letter of consent will be read and signed by the participant.

b. Deception - There will be no deception.

. Debriefing — This can be via a copy of the final report or via a debriefing conversation depending
on what the requirements of the participant are.

d. Withdrawal from the investigation — Pariicipants will be able to withdraw any part of their
interview up to 14 days after the interview has taken place.

. Confidentiality - Allinformation will be confidential and no names or organisation wil be:
mentioned in the report. The organisation will be referred to as Organisations 4 & B.

Protection of partisiants..- No participants will e placed in any danger during their inerviews.

9. Observation research [complete if applicable] - No observational research willtake place.

h. Giving advice — No advice willbe given.

Research undertaken in public places.complete if applicable] - Research will not be
conducted in public places

Data protection - g, personal information will be kept and only job ttles willbe stored with the
data to identify the source of the data for research purposes and for withdrawal purposes.

k. Animal Rights [complete if applicable] ~ No animals will e involved in this research.

Environmental protection [complete if applicable] - There are no issues of environmental
protection that will occur with this research.

Are there other ethical implications that are additional to this list? No

7. Have | do you intend to request ethical approval from any other bodylorganisation? Yes
If “Yes' - please give details.
Detais of the actual councils are on the original ethics form but the councils wish to remain anonymous.

8. Do you intend t0 publish your research? Hopefully.
If “Yes', what are your publication plans? None as yet but | nope there will be the opportunity to
publish some academic journal articles with this research.
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3CCording 0 3 CIMA Survey Tn 2000 (CIVA Ced 1n Ross 2071). Ross 1s STl championing e 1063 Tiat e
public sector needs to improve its performance management and measurement strategies (Ross 2011
This research will focus on the comparison between the private and public sector usage of such
performance measurement tools. The research will delve into the reasons why the private sector find it
useful and why the public sector appear not o use it as extensively, i at all. The research will then
continue to see f there are opportunities for the public sector to utiise ths tool

3. Provide an outline of your study design and methos.
‘The UK has been through many iterations of reform and the first area to be examined in this research is
the current situation. What are the current guidelines regarding performance measurement within public
sector bodies within the UK. This will be refined even further to concentrate on Local authorities only.
Local authorites are chosen as there s very ltte current lterature in this area

“This study will concentrate on three distict councils within the East Midlands area.

An action research case study style approach will be taken with the first council and the researcher wil
‘spend time within the organisation. This is the same council as the MRes. thesis. The second and third
case studies will be based on semi structured nterviews and a more wraditional approach. The current
situation will be analysed with reference to the literature. The literature regarding the use of the balanced
scorecard and other performance measurement tools will be critically analysed. The organisations goals.
and strategy will be mapped 1o the performance measures within the authority and the linkages will be
stated, if possible. This will not be an easy task as many activities within the public sector are hard to
quantity. The Corporate Plan process with the involvement of the author will provide the basis for the
action research.

‘The philosophy of this report will be interpretative. There is no single truth or right or wrong, it will be a
subjective study looking for depth and meaning. The approach taken wil be inductive as the themes.
‘emerge from the Iiterature review. Semi structured interviews will be conducted in a longitudinal way with
ethnographic characteristics. The researcher will spend time within the organisation and it will be an
Hterative process unti nothing new s emerging.

. appropriate, please provide a detailed description of the study sample, covering selection,
‘sample profile, recruitment and inclusion and exclusion criteria.

South Derbyshire District Council was chosen as the author was a member from 2007 — 2011 and have.

been recently re-slected from 2015-2019.

Councilthree has been chosen as this s a labour controlled council so as to remove the poltical bias from
the sample.

Counciltwo has also been chosen due to the location and access to information.

If there are issues with either of these two authorities then other samples will e chosen from the East
Midiands district councis.

‘The author also has permission from another Council 5o has included this in this ethics form.

5. Are payments o rewards/incentives going to be made to the participants? No %
I so0, please give details.
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["9- Have you Secured access and permissions [0 Use any resources thal you may require?
(e.g- psychometric scales, equipment, software, laboratory space). None needed
If Yes, please provide details. None needed.

0. Have the acivilies associated with This research project been risk-assessed? Ves

Which of the following have you appended to this appiication?

O Focus group questions Q Psychometric scales
O Self-completion questionnaire Interview questions

O Other debriefing material Q Covering letter for participants

Q Information sheet about your research study Informed consent forms for participants
O Location consent form Q Other (please descrive)

PLEASE SUBMIT THIS APPLICATION WITH ALL APPROPRIATE DOCUMENTATION

Advice on completing the ethical considerations aspects of a
programme of research

Consent
Informed consent must be obtained for all participants before they take part in your project. The
form should clearly state what they will be doing, drawing attention to anything they could
conceivably object to subsequently. It should be in language that the person signing it will
understand. It should also state that they can withdraw from the study at any time and the
measures you are taking to ensure the confidentiality of data. If children are recruited from
schools you will require the permission, depending on the school, of the head teacher, and of
parents_Children over 14 years should also sign an individual consent form themselves. If
conducting research with children or vulnerable adults you will normally also require Disclosure
and Barring Service (DBS) clearance. Research to be carried out i any institution (prison,
hospital, etc.) will require permission from the appropriate authority.

Covert or Deceptive Research
Research involving any form of deception can be particularly problematical, and you should
provide a full explanation of why a covert or deceptive approach is necessary, why there are no
acceptable altemative approaches not involving deception, and the scientifc justification for
deception.

Debriefing
Debriefing is a process of reflection once the research intervention is complete, for example at
the end of an interview session. How will participants be debriefed (written or spoken
feedback)? Ifthey will not be debriefed, give reasons. Please attach the written debrief or
transcript for the oral debrief. This can be particularly important if covert or deceptive research
methods are used

Withdrawal from investigation
Participants should be told explicitly that they are free to leave the study at any time without
jeopardy. Itis important that you clarify exactly how and when this will be explained to
partcipants. Participants also have the right to withdraw their data in retrospect, after you have
received it. You will need to clarify how they wil do this and at what point they will not be able
to withdraw (i.e. after the data has been analysed and disseminated)

Protection of parti
Ave the participants at risk of physical, psychological or emotional harm greater than
encountered ordinary life? If yes, describe the nature of the risk and steps taken to minimise it
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Observational research

If observational research is to be conducted without prior consent, please describe the
situations in which observations willtake place and say how local cultural values and privacy of
individuals and/or institutions will be taken into account

Giving advice
Students should not put themselves in a position of authority from which to provide advice and
should in all cases refer participants to suitably qualified and appropriate professionals

Research in public places

You should pay particular attention to the implications of research undertaken in public places.
The impact on the social environment will be a key issue. You must observe the laws of
obscenity and public decency. You should also have due regard to religious and cultural
sensitiviies

Confidentiality/Data Protection
‘You must comply with the Data Protection Act and the University's Good Scientfic Practice
hitp:/jwww derby ac uklresearch/policy-and-strategy This, means
o Itis very important that the Participant Information Sheet includes information on what
the research is for, who will conduct the research, how the personal information will be
used, who will have access to the information and how long the information will be kept
for. This is known as a fair processing statement
« You must not do anything with the personal information you collect over and above that
for which you have consent
« You can only make audio or visual recordings of participants with their consent (this
should be stated on the Partcipant Information sheet)
«  Identifiable personal information should only be conveyed to others within the
framework of the act and with the participant's permission
« You must store data securely. Consent forms and data should be stored separately and
securely
« You should only collect data that is relevant to the study being undertaken.
« Data may be kept indefinitely providing its sole use is for research purposes and meets
the following conditions
« The data is not being used to take decisions in respect of any living individual
« The data is not being used in any which s, or is likely to, cause damage andlor distress
toany living individual
« You should always protect a partcipant's anonymity unless they have given their
permission to be identified (i they do so. this should be stated on the Informed Consent
Form).
« Al data should be retumed to participants o destroyed if consent s not given after the
fact, orif a participant withdraws.

Animal rights.

Research which might involve the study of animals at the University is not likely to involve
intrusive or invasive procedures. However, you should avoid animal suffering of any kind and
should ensure that proper animal husbandry practices are followed. You should show respect
for animals as fellow sentient beings.

Environmental protection
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The negative impacts of your research on the natural environment and animal welfare, must be
minimised and must be compliant to current legislation. Your research should appropriately
weigh longer-term research benefit against short-term environmental harm needed to achieve
research goals.
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Dear Participant,
New Route PhD - Pai

ipant Briefing and Consent Letter

I'am Hilary Coyle and | am collecting data from you which will be used in my
dissertation for my Doctorate in Philosophy at the University of Derby.

The objective of the research is to identify, review and evaluate critical
success factors to use for performance measurement and strategic mapping
for local government and the information you will be asked to provide will be
used to help to provide insights to achieve this objective

The data you provide will only be used for the dissertation, and will not be
disclosed to any third party, except as part of the dissertation findings, or as
part of the supervisory or assessment processes of the University of Derby.

The data you provided will be kept until the end of the PhD process which is
approximately December 2018, so that it is available for scrutiny by the
University of Derby as part of the assessment process.

If you feel uncomfortable with any of the questions being asked, you may
decline to answer specific questions. You may also withdraw from the study
completely, and your answers will not be used

And, if you later decide that you wish to withdraw from the study, please write
to me at 100136618@unimailderby.ac.uk no later than 14 days after your
interview and | will be able to remove your response from my analysis and
findings, and destroy your response.

Yours faithfully

Hilary Coyle

I have read and understood the contents of this consent and briefing form,
and freely and voluntarily agree to participate in this research. | am happy to
be identified as a participant in the research by my position at work (eg as a
member of the executive committee)

Signed

Please print your name Date
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Dear Participant,
PhD - Participant Debriefing and Withdrawal Letter

Thank you for agreeing to participate in my research, your help was much
appreciated and | can confirm the following

The information I collected from you will be used in my dissertation as part of
my studies at the University of Derby

The objective of the dissertation research is to identify, review and evaluate
critical success factors to use for performance measurement and strategic
mapping for local government, and the data you provided will be used to help
to provide insights to achieve this objective

The data you provided will be kept until the end of the PhD process which is
approximately December 2018, so that it is available for scrutiny by the
University of Derby as part of the assessment process.

The information you provided will only be used for the dissertation, and will
not be disclosed to any third party, except as part of the dissertation findings,
or as part of the supervisory or assessment processes of the University of
Derby.

If you later decide that you wish to withdraw from the study, please write to

me at 100136618@unimail.derby.ac.uk no later than 14 days after your
interview and | will be able to remove your response from my analysis and
findings, and destroy your response

Please do not hesitate to contact me if you have any queries relating to this
study.

Alternatively you can contact my supervisor Dr David Longbottom who can be

reached by telephone: 01332 591452.0r email: d.longbottom@derby.ac.uk
Yours faithfully

Hilary Coyle Date
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Permission from the Chief Executive Officer of Council two.

Hilary
Happy to confirm that I look forward to helping you with your research
Kind regards

Permission from the Leader of Council two

Hilary

I'see no problem with this .1 am away at the moment

Permissions received from Council three:
Hilary,
Happy to help with this and happy to work with you.
Let me know if this is sufficient.

Also let me know when suits for a tel call.

This is from the Chief Executive Officer

Dear Hilary,

1'am happy for staff to take part in this. | am sure your research will be of interest and |
look forward to seeing the results.

Good luck with the Phd.

Best wishes.

This is from the Leader of Council three.
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Background information regarding both councils will have been accessed via their websites for
allthe publicly available information before the interviews.

« Do you feel that you are a member led, officer led o jointly led council?
« What makes you say this?

« Describe the culture of your council ~ for example have the members and officers stayed
the same over the years or are there new peaple? Are people willng to challenge and ask
questions or s it a case of “we have always done it this way” etc

« How are your decisions made? For example do the officers suggest things or do members
suggest officers take action?

« Can you explain the process you have for how you translate your manifesto into a plan for
the council to achieve?

« When did you last refresh your corporate plan?
o Was this a tweak or a major review?
o If major review — how did you approach this task?
o What worked well and what didn't work?
Were all members involved?
o Ifitwas atweak - why was it only minor changes? Who made this decision?
« How do you prioritise your actions?
« Do you separate out the statutory and discretionary targets?
« How do you choose what you measure?

« Explain how you go about choosing the measurements? Explain if you find this easy or
difficult

« What do you class as being a strong measure and what is a weak measure?

« What do you consider to be the critical success factors for this council?

« What does success look like to you?

« How do you communicate with members, staff and the public about your performance?
« Do you benchmark with other councils? If so what are the key areas you focus on?

« What sort of leader do you need to be to be successful?

« What are the three most important measures you look at?

The discussion will be based on these questions however the researcher will ick up on any
comments made and ask supplementary questions for clarification.
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@-.’omional Programs and Extras

Optional Programs and Extras

‘These options are not required for Switch to function. They are optional extras that may
‘complement Switch and provide additional functionality.

Select the tools you might like to use:

Select all

7] WavePad Audio Editor by iCi Softuare

WavePad is the recommended audio editor. It's a must-have for anyone who needs to do
‘anything serious with audio (e.g. trimming or processing recordings).

Prism Video File Converter by NCH Softvare

Prism s the recommended universal video file format converter, for converting to or from
most video file formats available today. Includes a batch converter.

MixPad Multitrack Software by NCH Software

MixPad is a powerful, no-fuss multi-track mixing and recording application designed for
professional audio production.
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