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INTRODUCTION

What is Performance Management?

Performance Management can be defined as:

"Taking action in response to actual performance to make 
outcomes better than they would otherwise have been."

Effective performance management arrangements can help integrate planning, review, financial management and improvement systems to enable Managers to make informed decisions and improve services.

Performance Management is generally regarded as the cyclic reporting of progress against targets in respect of performance indicators, but this is just one aspect of it.  Performance Management is a thread that runs through business planning and project/programme management. Click here to view the Annual Planning Cycle.
STRATEGY

SYFR's Service Plan 2011 to13 sets out our four priorities areas and how the Service will respond to the needs of its communities.  
The Performance Management Policy provides a framework for effective performance management that will drive continuous improvement within the Service and enable the Authority to achieve the priorities and commitments set out within the Service Plan.  

Performance Management will be applied across the Service in a fair, transparent and equitable manner.

Control of the activities contributing to the Authority's goals is achieved by devolving responsibility for those activities to the appropriate level.  This allows those responsible to articulate their planned achievements and also to be held accountable for their achievements. 

In order to empower staff to take responsibility for activities under their control, training needs will be identified and appropriate training and development will be delivered to bridge any skills gaps that exist.

PERFORMANCE FRAMEWORK
New Performance Framework
As part of the development of the Service Plan for 2011 to 2013, it has been necessary to set clear priorities to provide direction and clarity of purpose as the Service strives to maintain its service standards in the face of significant financial challenges.  To ensure that the process was robust, consultation was carried out with staff and the public during the summer of 2010, along with input from officers and Elected Members, to ascertain what the Service’s priority areas should be.  As a result of this exercise our key areas of focus for 2011 to 2013 are:

· PRIORITY 1 - COMMUNITY - Making People Safer – working to prevent emergencies
· PRIORITY 2 - OPERATIONS - Responding to Emergencies - effectively and safely
· PRIORITY 3 - PEOPLE - Valuing People – those we serve and employ
· PRIORITY 4 - FINANCE AND RESOURCES - Maximising Efficiency – making our resources go   further
These are shown as a performance wheel at Appendix A.

The new performance management framework has been based around these four priorities which form the basis for our key areas of focus.
Performance Measures
A suite of corporate level performance measures has been developed to reflect the four priority areas.  Individual stations and sections are encouraged to develop further performance measures relevant to their particular area, which will be monitored locally.
A full list of the corporate level performance measures that support the Service’s performance management framework is shown at Appendix D.  The list is reviewed on an annual basis to ensure full alignment with the Service Plan, in line with the business planning process.
TARGETS

Target Setting
Setting targets is helpful in challenging the Service, or a specific area of the Service, to perform better.  They are an indicator as to whether or not objectives are being met and are therefore essential in helping to direct effort and resources where they are most needed. It is crucial that targets are realistic, but at the same time challenging.  Therefore, targets should be:

SMART - Specific, Measurable, Achievable, Realistic, and Time-bound.
Targets are set as part of the planning and budgeting cycle and should reflect corporate or Service priorities.

A key aim of target setting should be sustainable improvement in performance.  Therefore, activities that will lead to the achievement of targets should be identified and the level of activity in those areas recorded in order that cause and effect can be analysed to identify those activities that contribute to improved performance.

When setting targets, it is essential that the people who are responsible for achieving the targets are consulted and involved in setting them.  This helps to ensure that they are to be committed to the achievement of the targets.  Individuals and teams need to see exactly how their efforts contribute to the overall achievement of the Service.  Those taking responsibility for achieving a target must have the opportunity to influence the outcome that is being measured.  
Target Setting Rationale – 2011/12
Across all the majority of measures an approach has been taken to look to maintain the significant performance achievements we have made over the past two years.  We have done this by applying the previous two year average performance improvement percentage to establish the target for this year.  Consideration has been given to past performance trends and the success of policies and initiatives on improving performance, and the likelihood of sustaining performance improvement at the same rate.  Performance forecasting and trajectories were used to provide a statistical basis to the target setting activity, supplemented by consideration of these factors, the current economic climate and other external factors which may influence performance, based on the experience and judgement of officers.
Tolerance Bands

As well as annual targets a number of performance measures are also monitored using upper and lower tolerance bands.  These show the range in which we expect performance to fall. 
Figure 1 gives an example of how performance is monitored using a static tolerance band.

The upper and lower tolerances are based on the average of the last two years' performance (2009/10 and 2010/11), with a percentage reduction/increase applied.  
Figure 1
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Figure 2 gives an example of how the same performance measure is monitored using upper and lower tolerances which vary each month.  These are based on the average of the last two years' performance (2009/10 and 2010/11), for each particular month.  Again these have a percentage reduction/increase applied.  Figure 2 also shows the performance for the previous year, which helps to put the current performance into context.

Figure 2
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Where we want numbers to reduce, the performance plotted on the chart should not be above the upper tolerance line which is marked in red.  When the numbers are below the green line on the chart, it means that we are performing excellently and that our resources for improving performance may not be required to the same extent in that area.

Occasionally we want the numbers to increase, for example, malicious false alarm calls challenged and not attended.  In this case the performance should not go below the lower red line and excellent performance is when the number is above the green line on the chart.

With the new system any breach of these tolerances will still trigger an exception reporting process; however this will flag up real causes for concern, where performance has significantly deviated from what we expected, and resources need to be targeted to address it.

The tolerances are reviewed on a regular basis to ensure that they are stretching and meaningful.

Who is Responsible for Achieving Targets?
The responsibility for achieving the operational targets ultimately lies with the Area Managers responsible for East and West areas, who are supported by the performance leads in the two areas.  However, all staff have a part to pay in achieving organisational objectives and performance targets,  for example, operational crews have  responsibility for carrying out a large proportion of Home Safety Checks in the homes of those most vulnerable to fire. 
The responsibility for achieving the targets for the remainder of the performance measures generally lies with the owner of the indicator.  However, the actions of other members of the workforce also go some way towards achieving the targets, for example, everyone in the organisation who deals with members of the public has a responsibility for helping to ensure that we meet the customer satisfaction target.
The Corporate Management Board is responsible for the overall delivery of the Authority's plans and corporate performance.
Partnerships

Partnerships are increasingly important in enabling services to meet local needs, notably through Local Strategic Partnerships and Crime and Disorder Reduction Partnerships.  Although it is not possible to accurately correlate precise impacts of various partnerships upon targets, the aims and objectives of each partnership need to be accurately determined from the outset in order to monitor progress.  Evaluation of the effectiveness of partnerships is a key aspect of our partnership arrangements.  Click here to view the Improvement by Partnership Strategy.

MEASURE, MONITOR AND REVIEW

Measurement of Progress
The progress of activities contributing to the aims of the Service contained in the Service Plan will be measured, either via corporate or local performance measures, or through monitoring of departmental business plans and other associated action plans  
Performance information should be focused on, and aligned with, the priorities of the Service, its core objectives and the service areas in need of improvement.  There should be links between the LPIs monitored at a departmental level used by Managers for operational purposes and the corporate level LPIs used to monitor corporate performance.  
The LPIs are contained in the Business Plans which enables strong links to be maintained between performance, risk management and the overall priority areas for the Service.
All performance information needs to be reported at the appropriate level and frequency.  (Details of reporting frequency are given under the Reporting heading).
Monitoring and Reviewing Performance

It is important that all performance information is routinely monitored and analysed in order to ensure that there are no surprises when scheduled reporting takes place.  Performance management is a standard agenda item at the monthly Service Delivery Directorate meetings and the Area Managers responsible for the East and West areas give performance updates and answer questions.  The East and West Areas have Group Managers responsible for performance who are assisted by two dedicated Performance Analysts.  This enables adverse performance trends to be quickly identified and addressed, as well as monitoring the initiatives in place to target these.  This provides a high level of monitoring and scrutiny and ensures that performance management at Area and station level is embedded.  Performance Clinics are held on a regular basis for both Areas and chaired by the Director of Service Delivery.
The indicators listed at Appendix D are, where appropriate, contained in the PAT (Performance Analysis Tool) performance management system, which is the software used to monitor performance against SYFR’s suite of performance indicators.  This in-house developed system is accessed via the Intranet, and enables staff to view the Corporate and Area dashboards, performance trends and forecasts.
In addition to outputs and outcomes being monitored, a key driver for improvement is the self-assessment and analysis of individual and team performance in order that they may identify their own development needs and make the appropriate recommendations.  This is achieved via the Personal Development Reviews (PDRs), which are carried out annually.

RESPONSIBILITIES
Responsibility for Meeting Objectives
For performance management to succeed, accountability is crucial.  The inter-dependability of teams and support services working together in a matrix means that hierarchical responsibilities alone are insufficient and therefore both horizontal and vertical reporting will be required in order to meet the objectives of the Service.  For example, Firefighters and Watch Managers are responsible for the performance of their particular watch, whilst the performance leads at Station and Group Manager level are responsible for the overall performance of the Stations, with the East and West Area Managers for their Area.   
However, the results of these groups will also be influenced by services that support them, such as the Control Room and Community Safety.  (Although Station activities were chosen for simplicity of explanation, this methodology applies to all activities carried out across the Authority).
It should be remembered that performance management is not just about the performance measures and targets, but also about the performance management of staff.

Stations have a watch based performance management system, which measures the achievement of objectives by watch based personnel.  The intention of the system is to allow Watch and Crew Managers the autonomy to manage their watches flexibly within the work routine.  This autonomy also brings with it the ownership of their own performance locally and as such Watch Managers are accountable for watch performance. 

Accountability

Holding staff to account is critical as it enables the Service to identify the performance levels of teams or individuals.  The reasons for variation in performance need to be analysed.  This allows, via dialogue with those concerned, any training and development needs to be identified and, conversely, the replication and dissemination of good practice throughout the Service.

Individual performance is an integral element of effective Performance Management.  Performance outcomes must therefore be linked to individual performance and any training and development needs identified, either through self-assessment or the Personal Development Review system.

The global targets expressed in the Authority's planning documents need to be broken down and translated into manageable and meaningful components at local level, so that objectives can be set and activities planned, monitored and reported upon, in order that under performance may be identified early and corrective action taken.

REPORTING

Access to Performance Information
Reporting performance both internally and externally provides information that can be acted upon and a platform where teams, individuals and the Service as a whole can be held accountable.  All levels of the Service will benefit from having access to performance information.  Authority Members will require it at a strategic level to assist in formulating policy, Line Managers will need to use it proactively and routinely in order to manage the performance of the area for which they are responsible, external stakeholders receive information and are invited to comment.  The reporting system is therefore hierarchical, in terms of its action plans and indicators, reflecting the structure of the Service.

Performance information should be used to inform the Authority's planning and decision making process.  The format and content of performance reports should be such that they can be used to effectively support the Authority’s decision making.  The quality of the data presented is key to ensuring decision makers have access to timely, relevant and robust information.  Click here to view the Data Quality Strategy.
Feedback on the format of reports should be sought, and used to further develop and enhance the quality of performance information supplied to managers and decision makers.

Performance Reporting Frequency

The frequency at which the various measures are reported will vary.  This will depend upon several factors, the main ones being:

· The time span and frequency of occurrence of the activity being measured.  Some indicators measure frequent occurrences (e.g. number of calls to deliberate fires) which occur many times each day and can change from month to month.  Others measure the effect of longer-term activities (e.g. the percentage of employees with a disability) where the rate of change is much slower.  The former should be reported more frequently than the latter.

· Stakeholder influence and interest in the activity being measured.  Although the number of calls to deliberate fires will be reported quarterly to the Fire Authority Members, the appropriate Area Manager will need the information monthly in order to monitor performance and take remedial action where required.
Performance Reporting and Analysis Structure

Performance reporting and analysis takes place at three levels within the Service:

· Corporate

· Area/Function

· Operational

A Corporate Performance report is presented to the Scrutiny Board and Fire Authority on a quarterly basis.  This is based on exception reporting, i.e. the report concentrates on areas of exceptionally good or below average performance

A range of corporate level performance measures are reported to the Corporate Management Board (CMB) on a monthly basis.  The remainder are reported quarterly, half yearly or annually depending on the agreed reporting frequency.
Performance Tools

At an operational level there are tools/data on the Service’s Intranet to aid performance management, for example:
· Performance Analysis Tool (PAT)

· Ordnance Survey Incident Mapping (in development)
· Street/Address Level Reports

· Station Performance Management

The Performance Reporting and Analysis Structure diagram can be found at Appendix C.
BENCHMARKING
Comparing our Performance with Others
Benchmarking is one of a number of different tools that can be used to assess and drive performance improvement using performance information.  Comparing local performance to national averages and other Fire Services and organisations provides a benchmark for performance.  Benchmarking can be both qualitative and quantitative.  It can also be used to compare the Service to a national average or its family group members.  However, when comparing performance with external organisations, benchmarking should be limited to headline strategic indicators rather than lower level items and care must be taken to ensure that the measurement criteria being used compares "like with like".  
Current Benchmarking

SYFR currently benchmarks with its Metropolitan family group, and includes comparison tables in the Quarterly Corporate Performance Reports.  The City of Sheffield is one of the cities for which Core City data is produced.  Core City data compares the performance of the cities of Sheffield, Manchester, Liverpool, Newcastle, Birmingham, Leeds and Nottingham for deliberate fires and the number of primary fires and related fatalities and non-fatal casualties.  This again allows benchmarking to take place.
Benchmarking is also carried out by individual departments, for example, Asset Management benchmarks with other fire and rescue services and public sector organisations.
CFOA Indicators

CFOA is working on a suite of standard indicators for the Fire Sector, with the support of CLG, which will be used for benchmarking purposes. These are likely to be a small set of operational indicators focused on numbers of incidents attended, supported by further voluntary measures, with Services retaining the freedom to develop their own frameworks and measures which are appropriate to their individual priorities.  

The introduction of the new ‘CFOA’ voluntary suite of indicators will enable Services to benchmark themselves against a broader range of indicators, and is intended to fill the gap left by the removal of the Best Value Performance Indicators in 2008 and the National Indicator set in late 2010.
REVIEWS AND ASSESSMENT

A successful performance management framework will prepare the Service for any review or scrutiny it may have to undergo.  Robust performance management will facilitate the identification of strengths, areas for development and improvement plans.
APPENDICES

The appendices can be accessed by clicking on the following links:
Appendix A – SYFR’s Performance Wheel
Appendix B – Performance Framework
Appendix C – Performance Reporting and Analysis Structure
Appendix D – Corporate Performance Measures for – 2011/12
APPENDIX A – SYFR’S PERFORMANCE WHEEL
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APPENDIX B – PERFORMANCE FRAMEWORK
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APPENDIX C – PERFORMANCE REPORTING AND ANALYSIS STRUCTURE
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