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Five Steps to Better Outcomes:
Delivery Planning for LAAs

This delivery planning guideeksto assist local partners in making a success of
Local Area Agreements, working out how best to achieve community
outcomes It is intended to strengthen partneng added value and improve
resultsd based on effective use of evidence and partner resources.

Part 1 provides themodel and the key questions on one page.
Part 2 describes thegrocess involved in getting the most from the model

Part 3 sets out thequestions to ask at each stage, along withs and
information sources.

The guide also provides autline for peer review andlinks to further
resources on outcome planning, target setting, policy proofing, and
improvement tools.
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1) Five Steps to Better Outcomes 0 Core Questions

1) WHERE ARE WE
NOW?
Baselines & trends

2) WHAT

EVIDENCE DO WE * impact to date

P:IAOVREI "ITIOERS‘> * predicted impact & plausibility
* progress against Needs, * external factors

P - .
baselines & targets critical assumptions & risks

* gaps closing or
widening?

opportunities &
partner actions

3) WHERE ARE WE
TRYING TO
REACH?
Scale of the task?
Will targets be
met?

* relevant options?
* local conditions - root * resource implications
causes?

* main partner &
partnership strategies
4) HOW WILL WE
GET THERE?
Options

* best options?
- do more? do less?
- do better? do new?

5) WHAT DO WE
NEED TO DO?

Delivery Plan

STEP 1.WHERE ARE WE NOW? Current performance and trends

e How are we performing against local, stégional, regional and national indicators and targets?
e How do we compare with other areas?

sTeEP2. WHAT EVIDENCE DO WE HAVE FOR PRIORITIES? Needs, opportunities, actions

e What priority needs do we need to address? Are@e? More local? Target groups within the
population?

e What are the nature and causes of these problems? What barriers and opptiesidd we need to
address?

e What current strategies and interventions address these needs?

STEP 3WHERE ARE WE TRYING TO REACH? Forecasting whether targets will be met

How effective are current strategies and interventions?

How likely is it that curent interventions will achieve the objectives/ targets?
What is the scale of the gap to be filled?

What critical factors and risks affect likely performance?

STEP 4HOW WILL WE GET THERE? Options appraisal

¢ What options do we have for improving performee in achieving our objectives?
e What evidence do we have that these will be effective?
e What should we favour, and why?

STEP 5.WHAT ARE WE GOING TO DO NOW? Revised actions for the Delivery Plan

e What actions do we need to take to improve performance?
E new interventions?
E upscale or downscale existing interventions?
E improve existing interventions?
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2) Five Steps to Better Outcomes: getting the process
right

1 Introduc ing 0 Fi v e toBetempOsitcomes 0

This delivery planning model igyaideto assistlocal partners immaking a success of Local Area
Agreementsworking out how best to achieve community outcomes

It is intended tostrengthen partnership added value and improve reshlised on moreffective
use of evidencand partner resources

The model § designed to help facilitate the planning procegsuding gainingartner understanding
and buyin. It can be usedt differentgeographicdkvels, addressing specifisAoutcomes or
adapted in focusing on localities within the LAA areahsag priorityneighbourhood!.

This document introduces the Five Step model, and is accompanied by a template which can be
used/ adapted to help to structure the plans produced.

Reaping the benefits of LAAs

LAAs are central to improving the effectiveseasf partnership working, providing an opportunity for
partners to plan and work together to achieve more than they could individually. This is the ultimate
goal of achievingreater impact , the most important aspect of LAA added value (Figure 1).

Figure 1 LAA added value from a local perspective
NEW &
Ré;g%NRiDES
WAYS
GREATER
IMPACT
- achievement of LAA
outcomes -

REDUCED SHARED
COSTS RESOURCES

\/ WORKING TOGETHER TO
ACHIEVE SHARED PRIORITIES
& MUTUAL BENERAT"

11t draws on substantial experience amongst LSPs in Neighbourhood Renewal Fund areas and on
developments across LAA themes including commissioning for health anticemeiand children
and young peopleds services. | n-btasred tmaesag edireanaw Ot
and O0ottacseme |a c c o u n twavbdsdlisaccyudtabstecem e g,
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LAAs can also be the mechanism for adding value in the eyes of local partners through:

e actingas aspur to innovationfinding new and better ways to manage partnership working
anddeliver services, not least through harnessimgnstreamesources more effectively in
pursuit of common goals

e providing a means faaligning resources to achieve better results

e gainingefficiencieg use of resourcegeducing costs , eg, in administeng separate funding
streams and in performance management and reportingharing resources , eg, on
research, analysis and performance management or on common IT systems

The 5 Step Process

The model has five steps, working through from the current gosibn a given LAA outcome or
set of outcomes to a delivery plan with priority actions and partner commitment.

Figure 2 5 Step Delivery Planning Model

1) WHERE ARE WE
NOW ?
Baselines & trends

2) WHAT

EVIDENCE DO WE * impact to date

P:IA(;/REI "IEIOEF;’) * predicted impact & plausibility
- *
* progress against Needs, external factors

o ; .
baselines & targets critical assumptions & risks

* gaps closing or
widening?

opportunities &
partner actions

3) WHERE ARE WE
TRYING TO
REACH?
Scale of the task?
Will targets be
met?

* relevant options?
* local conditions - root * resource implications
causes?

* main partner &

partnership strategies

4) HOW WILL WE
GET THERE?
Options

* best options?
-do more?do less?
- do better? do new?

5) WHAT DO WE
NEED TO DO?

Delivery Plan

These steps are outlined in more detail in section 2.

The stepsform pat of a cyclical approach to performance
management: t he -DdRedewgdocdspard i
are intended to kickstart more robust partnership ways of /,

r Pl an
working.

They also cover the preparatory work needed for strateg;
commissioning of services Review
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Benefits of Delivery Planning
A structured approach to LAA delivery planning will provide benefits in:

e clarifyingcommon purpose across partners, establishing shared priorities and strengthening

linkages

e generatinginity of purpose , through active paner participation, building shared knowledge
and promoting greater coherence in what partners do

¢ helping to ensur@chievement of purpose , considering critical matters such: as
E the plausibility of propsed activities/ interventions
E resourcing
E partner responsibilities

e providing aframework for partner decision -making, as an input to individual partner
business planning, joint monitoring and responding to unexpected developments

Figure 3 Purposes of Delivery Planning

UNITY OF PURPOSE
participation
building knowledge
coherence

CLARITY OF PURPOSE
sense of direction
priorities & linkages

Delivery
planning
purposes

ACHIEVEMENT OF FRAMEWORK FOR

Elgssﬁt?n?ts PARTNER PLANNING &
risk management DECI SION MAKING
resourcing basis for monitoring

responsibilities responding to uncertainty

In striving to achieve better aiccomebased targets, there arggnificant risks to be managed o

all the greater where reward funding may be at risk and where community expectations of improved

performance are high.

Outcomes by their very nature are to vargrextentsoutsidethe direct control or influence of

partnersdbut represent whatds i.mportant for | ocal

Judging how well partners identify and manage risks in working together to achieve outcomes lies at

the heart of the new system of Comehensive Area Assessments.

The place of evidence in delivery plans

Focusing on outcomes demands more of the evidence that partners bring to bear in working
together. How do partner activities contribute to achieving outcomes, not jusivdehg specific

c
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outputs? What are successful outcomes, how do we measure them, and do we have good enough
baselines to be able to tell if we really are making a difference?

Good use of evidence is especially important in a partnership sgiting

determining what needt be done
mobilising support behind this
demonstrating success
learningand improving

By 06 evi theanthe informatien needed to develgpeliverand improvestrategies, policies
and intervention$ especially that which turns visions and aspira into objectives and activities
which are concrete, achievable and manageable.

Making good use of evidence in delivery planignigely torequire:

e articulatingandquesti oning assumptions behind whatos
e working through differencgin perspective, interpretations, theories and values:

E what does the data showd and what lies behind this?
¢ building common groundbout what needs to be done and why

For delivery planningy, is especially important to have

e good quality informatin aboutneeds and opportunitiede addressed (drawn, eg, from
administrative data sources, qualitative and quantitative resgamndfieedbackrom service
users and other local peopledown to fine level where considering inequalities amongst groups
and neighbourhoods

e data on the nature, scale and fit of existing partner activities and how these contribute to
outcomes

e evaluation eviderme what activitiesare proving effective

e agrasp of wider research and evaluatspark innovation and help giugaps in what purely local
data can provide

e skills in analysis and presentétespecially to provide the platform for discussion and decision
making

Getting the process right

Delivery planning can be a demanding proclesieed if the greatest valuetis be gained from the
processit willstretchthose taking partand offer thereward of satisfaction from achieving more
impact.

Good results depend on:

e someone taking the lead in driving ancto-ordinatingthe delivery planningrocess
E treat the proces as a project to manage in its own right
e Dbuilding and maintainimgomentum
e ensuring that participants understand the process  and what they/ their organisaticemd
the communities they servean gain from their involvement
e preparation :
E thinking through hav to managehe process, includinipdividualplanning sessions
E ensuring that participants have had time to digest information before each session

dc
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e keeping participant s éyes on the ball d avoiding digressiongcagpingon progress and
what needs to be doato reach he destination

Successful implementatiatso depenslon:

e avoiding O0par alandmiormatibnyovedoada | ysi s 0
E dondt seek @ buldfaedaefine and thevewillde a better platform for
improvement next time round
e taking things in proportion :
E concentrating orthe more significant needs and opportunities where partners can add most
valued where is most potential and perhaps the greatest risks
E éwhile avoiding traps that | ead to neglecting
disadvantaged groups or neighbourhoods, or the contributions and potential of voluntary
and community organisations
e being prepared to tackle the tough issues and decisions
e looking outward to learn from other areas
¢ inthe plan itselfkeeping the content con cise, with a bulleted narrative, and using graphs to
help readers grasp the main points, such as the scale of the task in reaching targets.

Creating the conditions
Gaining the most from delivery planning will require:

e commitment from the top 0 with organsational leadeés
E supporingand encouragingtaffin engaging in delivery plannihgnd giving therdelegated
authority to act
E ensuringhat staffhavethe time availablé delivery planning is not an aaah
E providing advice and taking action whereeded to ensure that other parts of their
organisation backhem up where needed
E pushing for service improvements across the partnership
E being demanding of standards of evidetieeluding process and impact evaluation
E ensuingthat there areenoughresources available to make necessary analytical
contributions
e getting the timing right
E delivery planning timescales that are adequate for the work to be done, though at a pace
E delivery plans produced in time to influence individual partner business planeeisibn
making cycles
e consideingwhat else needs to be done to strengthen partnership working
E are there underlying issues and barriers which need to be resolved, and need to kesltack
outside the delivery planning process?
are partners clear aboutwhad s i n it for them to engage full
is data sharing encouraged, and are there protocols in place where needed?
investment in jint learning activities
some participants may be new, or less experienced. Consider what briefing, coaching, etc
they might welcome to help them play a full part.
e partners being prepared to challenge each other 8 constructivelyd in seeking better
understanding and better solutions
e taking stock of who needs to be involved ,when, and in what ways
E who needs to be cosulted?
E who needs to beengagedn planning and decisianakingat what stage?

M mv my [mr
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are expected roles and contributions clear?

conflicts of interest can arise where providers contribute to the earlier stages of the delivery
planning process. Their experienand expertise can be very valuablthoughthey can

have vested interests in options appraisal and commissioning

m- mr

What makes a good delivery plan?

e prioritises what needs to be done
e isachievable within a realistic and specified timescale
e isplausible in relation the likelihood of achieving intended
outcomes
e states for each priority:
E actions to be taken
E cleartargets andsuccess criteria
e and for each action:
E appropriate milestones/ deadlines
E responsibility for delivery (lead/support)
e estimategesourc e requirements
e sets out arrangements for:
E collecting evidencefonitoring progress
E evaluating impact

Policy proofing delivery plans

Equalityanddiversity concerns need to run through delivery plans, to address needs of
disadvantaged communities and hgdptner agencies practise their duties to promote equal
opportunities.These relate not just to groups in the population but also to where people live, not
just urban neighbourhoods but also pockets of disadvantage in rural &tegthe same time,
sustaimble development will need to run through plans.

It is essential to establish whether or not there are, or are likely to be:

¢ significant differences in needs and service-tgke

e gaps in evidence relating to people who, for a variety of reasons, are wegersented in
datasets and in consultations

e priorities and options for interventions which adversely affect particular groups or areas, or
pose specific challenges in delivering services

¢ significant environmental implications of policy choices
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3) Five Steps to Better Outcomes: Steps & Questions

Step 1: WHERE ARE WE NOW? Baselines & trends

Key questions

e How are we performing against local, stdgional, regional and national indicators and targets?
E where there are inequalities targets, are wiesng the gap or not?

o How do we comparewith other areas?

e How significant are theerformancegaps?

Also ask:

e Is performance in line with historical trends, or are significant changes of more recent origin?
e What are the main factors behind the trends?

e Is progess being made which is not being captured by the indicator data?

e Do these data obscure differences for groups of the population or for neighbourhoods/localit]

TIPS

Understanding the data

e Beware the limits to what changes in indicators can tell. Burveybased measures have
margins of error which mean that you cannot Bksolutely ertain thatyear on year changes
reflect something real rather than statistical

e Seekto understand how indicator data are derived, ahé impact of administrativehanges, eg,
on client benefit eligibility, othe comparability of data sources over time.

e For some indicators, inaybead vi sabl e t o use gr outpgvenggouadbasket
more rounded picture of performancé for example looking at trend across a number of
health conditions critical to life expectancy, or looking at changes in overall employment as well
as in employment rates

e Look at trends over a few years, not just chasgethe most recent data

e Make use of comparator areas to ungeand how you are performingg, using the ONS Area
Classificatiorio identify areas with similar characteristics. This may cast new light on the local
data Ot her Onearest neighboursd can be used, eg
for police forces and community safety partnerships. The Audit Commission Area Profiles site
allows you to choose your own

o Where possible, usthe latestONS MidYear Estimates when calculating changes in rates, to
take account of changes in population denominaitany areas have experienced significant
migration and population growth since the 2001 Census, and using such historic data may fail to
capture what has really improved or worsened.

Presenting the data

e Ifthe LAAtarget is phrased in terms of a rateg, number ofvorking age benefitclaimants),
convert this into numbers of people: it becomes easier to see how the target relates to the scale
of current services/ interventions
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¢ Home in on the most pertinentdatdéd on 8t swamp par t ipeocepsanithttad i n
muchinformation
E though do dte data sources, time periods, efomaking these explicitan avoid later
confusion

INFORMATION SOURCES

e Renewal . neto
www.renewal.net
How to use baselines and benchrksir
How to reflect neighbourhood priorities in LAAs (new)
guides to ethnic monitoring data sources: monitoring floor and local targets in employment;
education; crime; health; housing; liveab{i®RRION - On-line Race Resource for
Improving Outcomes)
www.renewal.net/toolkits/OrrionToolkit/Nav.asp?Category=:toolkits: ORRION:Data
E Baselines (SELD FAQ)
www.renewal.net/Documents/RNET/Frequently%20Asked%20Questions/Baselines.pdf
Sourcing data
e Data for Neighbourhood Renewal
Website www.data4nr.ne@and NRU reportwww.data4nr.net/data4nr_report.pgsignposting key sources
of data for neighbourhood renewal, by policy theme and availability by geographaridvel
ethnicity
¢ Neighbourhood Statistics
www.neighbourhood.statistics.gov.uk

¢ Neighbourhood StatisticStatistical Toolkit
www.renewal.net/Nav.asp?Category=:neighbourhood%20renewal:delivering%20neighbourhood%20renewal:neighbour
hood%?20statistics

Navigating Mighbourhood Statistics
www.renewal.net/Documents/RNET/Frequently%20Asked%20Questions/Navigatingneighbourhoodstatistics.pdf
e Floor Targets Interactive
www.fti.communities.gov.uk/fti
e Guide toethnicity survey source€ONS)
www.neighbourhood.statistics.gov.uk/dissemination/Info.do?info=link.jsp?page=Ethintroduction.htm
Choosng comparable areas:
¢ ONS Area Classificatiofor comparator areagward comparisons available as well as local
authority areas)
wwwe.statistics.gov.ubout/methodology_by_theme/area_classification/default.asp

T mr my

e Area Profilesvww.areaprofiles.auditommission.gov.uk

o CIPFAwww.cipfastats.net

e Communty Health Profiles produced by Regional Public Health Observatories
www.communityhealthprofiles.info/
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Deliver

Step 2. WHAT EVIDENCE DO WE HAVE FOR LOCAL

PRIORITIES ? Needs, opportunities & partner acti ons

Key questions

e What priority needs do we need to address? Areide? More local? Groups within the
e What arethe nature and causes of these problems? What barriers and opportunities do we n

o What current strategies and intgentions address these needs?

population?

to address?

TIPS
Presentation

Keep the content of the plan concigeprovide detailed information in appendices

When approaching the exercise for the first timey ah &ttempt to pin everything dowd rough
orders of magnitude may kenough to make progresshow far doesexisting provision stack up
against needs?

Analysis

Look beyond single indicators. Analysis of a range of indicators may offer insights which

challengestablishedhinking

Makeappropriateuse of statisticahnd gaphingtechniquesn building the picture andayeloping

common understanding

E use techniques such aseasures of dispersion (variance and standard deviation), eg, to draw
out the degreeof inequalities

Investigate relationships between variab@strelation and regression can be powerful when

used, eg, in looking at economic and social factors affecting crime or health

E correlations do not imply causé but can prompt further investigation to get to the bottom
of reasons for changes behind the indicatatal Likewise, simple scatter plots can help
identify outlier data worth further inquirand potential focus for improvement

E use regression techniques where you are looking to explain or predict relationships between
variables, where one may lead to anathe

Data gathering

Use a range of appropriate evidence sources

E administrative daté local and national

E Census and national surveys

E service user feedback

E local consultationsndresearch

There may bdocalresearch and analysis carried out for related msps,which might include,
eg, Local Accessibility Plans, PCT work on the wider determinants of health inequalities
If you findsignificantnformation gapsvhich cannot readily be tackletlag these up as
improvement actions

11
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e Draw on the findings of robusational research and statistics to cast light on local information
gapsPlan ahead fdiuturedelivery planning rounds, eg, by boosting sample sizes imddea
surveys to provide more robust data about particular groups or neighbourhoods; or tatépg s
to improve ethnicity codingnd other local monitoring data
e Dondt use the Data Pr ot eteeddtanaededfordelivery plamningar r i er
Data canfrequentlybe aggregated and anonymised tercome confidentiality issues

Digging eeper
e Are problems especially marked for sortoealitiesor groups(categories of service user

customer communities of interestetc)?0 Absence of evidence does not
e There are techniques which can be usedlig deepemwhere necessaryeg in modelinglikely

incidence of particular characteristizsthe populations of small areas (eg, as developed by

Drug and Alcohol Action Teams in estimating drug use at neighbourhood level)

Strategies and interventions
e Gather information on interventions/ services delivered by individual partners as wellses tho
funded/ ddlvered through the partnership
E develop the overall picture: how does the range and scale of services match up with the
scale and nature of nee®ls
e Develop understanding ofdivery chain: how different organisations play significant roles in
engaging clients and delivering serviedgere there arecritical interdependencieand where
users may be adversely affected by weaknessesandioation of service delivery
E further research may be needed whichmakeall i ent |
the difference to user experience of services
e Recognise the contribution of smaller projects (often delivered byiblentary and community
sector).
¢ Identify the linkages between local and-sabional regional strategies, to help ensthat
interventions are integrated and pulling in the same direction

INFORMATION SOURCES

e Renewal.net
E How to gather data
E How to analyse data

www.renewal.net/Nav.asp?Category=:toolkits:how%20t0%20define%20the%20problem:establish%20the%20evide
nce

E Service deliveryORRION)
www.renewal.net/toolkits/OrrionToolkit/Nav.asp?Category=:toolkits:ORRION:service%20delivery

E Improving Croft and Cowpen Quays (example of local survey sample boost in a
neighbourhood management pathfinder)
www.renewal.net/Documents/RNET/Case%20Study/Improvingcroftcowpen.doc

E Baseline$AQ www.renewal.net/Documents/RET/Frequently%20Asked%20Questions/Baselines. pdf

E Measuring drug use in small areasv.renewal.net/Documents/RNET/Research/Measurungdrugsmall.pdf

12
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Data sources

o Data4NR signposts datasets available for targeting, monitoring, priority setting and performance
management at a neighbourhood levehw.data4nr.net

¢ Neighbourhood Statisticgww.neighbourhood.statistics.gov.uk

¢ NOMIS(for access to datasets on employment and enterprige)y.nomisweb.co.uk/

e Regional Observatoriesmww.aro.org.uk

e RegionaPublic Health Observatoriesww.apho.org.uk

e Rural Evidence Base (Defra)w.defra.gov.uk/rural/research/default.htm

e ONS Urban/Rural classificationvw.statistics.gov.uk/geography/nrudp.asp

Statistical analysis

¢ Neighbourhood StatisticStatistical Dolkit

Finding statistics to build the evidence base
Creating common statistics

How to find out if my area has changed over time

How to find out the characteristics of an area

www.renewal.net/Nav.a§Category=:neighbourhood%20renewal:delivering%20neighbourhood%20renewal:neigh

bourhood%?20statistics

e Magenta Book (Chapterod | s it st atStsattiicsatlilcyals icgonnigfeipctasn,t 2 n
www.gsr.gov.uk/downloads/magenta_book/chap_4_Magenta.pdf

[ My me rmr

Data sharing
« Data Sharing for Neighbourhood Renewal: Lessons from The North ViéRU Research
Report 18)www.neighbourhood.gov.uk/publications.asp?did=1604

Service delivery

« Delivering Efficiently: Strengthening the links in public service delivery ¢Ratmsnal Audit
Office and the Audit Commission)ww.nao.org.uk/pn/086/0506940.htm

¢ Delivering Public Services to a Diverse Soc{étgtional Audit Office)
WWW.nao.org.uk/pn/0495/040519.htm

e Experiencing ethnicity: discringtion and service provision
www.jrf.org.uk/knowledge/findings/foundations/914.asp
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