Professional policy and
strategy - the UK
experience

Tokyo June 2003

Dr Geoff Mulgan
Director
Prime Minister’'s Strategy Unit



‘There is nothing a
government hates more than
to be well-informed; for it
makes the process of arriving
at decisions much more
complicated and difficult’

John Maynard Keynes




What I'll cover

e the context for government reform and the priorities
for government in the 2000s

 the skills and qualities required of public officials



The background

25 years of argument about the future of government since
the economic slowdown, tax revolts of the 70s, new public
management &cC

e strong pressures to slim government down

e privatisation and marketisation

e passing functions to agencies

e contracting out

e reducing spending

* new tools of performance management

 making government more business-like, with related skills

e continuing rise in importance of purchasing, contract
design, market design &c



.... the backlash

In the 1980s and 1990s the pendulum swung back:

e some reforms were unpopular

o failure to cope with cross-cutting issues

e ill-suited to integrative potential of Internet era

e ill-suited to fields in which knowledge is paramount

e confusions over importance of ethos and trust

 [imits of markets in many fields - from nurseries to schools



The synthesis ....

* renewed emphasis on positive role government play in
solving problems

* in the UK substantial new investment (annual real growth in
spending of over 5%)

* much tougher emphasis on reform to drive performance
Improvements, and concern for what works

e sharper focus on the twin challenges of better strategy and
better delivery
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Public value priorities

Trust

Evidence,
........ .

Outcomes ¢ Services

engagement

Security



1. Restore trust

Problem: loss of trust and confidence in governments

o clarity: pledges, targets etc

e integrity and ethos: stronger ethics, codes of conduct, anti-
sleaze measures

* honesty and arms length bodies: independent regulators -
such as Food Standards Agency and Financial Services
Authority

e contrition: rapid response to crises - knowing when to say
sorry and leaders taking personal responsibility
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Complex shifts in relative influence of big
institutions and personal networks

% saying they are influenced on social and
environmental issues by...

Family

Friends
2001

1996

Government

TV

Newspapers
Political parties
Work colleagues
The church

Business leaders s
Advertising  m—

Royal family  weses

0% 5% 10% 15% 20% 25% 30% 35% 40%
Source: Future Foundation, NVision
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New skills needs

 ability to engage with
stakeholders in much more
open processes

e Seeing communication as
Integral to policy

e Operating in more complex
architecture of local,
regional, European and
global governance

* new toolkit of means of
Involving the public -
consultations, juries,
referendums
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2. Outcomes shaping budgets .. . i

&- St r u Ct u reS I[ .[;:p..;lrtmslnt for Education

and Skills

Problem: a system that’s better at
process than outcomes

» defining outcome goals more clearly (eg literacy, crime
reduction) and tying to budgets via Public Service
Agreements which define policy priorities

e national standards - eg for cancer, cardiovascular and
mental health services

* league tables and action on poor performers

e Delivery Unit in the Cabinet Office to oversee performance
management

e pragmatism about means and boundaries (outsourcing,
Best Value, strategic alliances, contestability)
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3 Public 5ervice Agreements 2002: Department for Education and Skills - Microsoft Internet E xplorer

Fawaortez Toolz:  Help
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Stop Refresh Home Search Favortez  History b ail Frint

Address |Ej 3rI]Efpsafapend_arﬂz_psaed_cfmﬂ o Go || Links & Customize Links & Free Hotmaill &7 Windows

Ohjective NI pupil inclusion.

3. By 2004 reduce school truancies by 10% compared to 2002, sustain the new lower level, and improve
overall attendance levels thereafter.

4. Enhance the take-up of sparting opporunities by 5-16 year alds by increasing the percentage of schoal
children who spend a minimum of twao hours each week on high gquality PE and school spor within and
beyvond the curriculumm from 25% in 2002 to 75% by 2006, Joint Target with DCMS

Ohjective IV: raise attainment at 14-149.
8. Raise standards in schools and calleges so that:

o hetween 2002 and 2006 the propaortion ofthose aged 16 who get gualifications equivalent to & GCSES
atgrades A to C rises by 2 percentage points each year on average and in all schools at least 20% of
pupils achieve this standard by 2004 rising to 25% by 2006; and

e the proporion of 19 year olds who achieve this standard rises by 3 percentage points between 2002
and 2004, with a further increase of 3 percentade points by 2006,

Ohjective V: improve the skills ofyoung people and adults and raise paadicipation and guality in post-16
learning provision.

6. By 2004, at least 28% ofvoung people to start a Modern Apprenticeship by age 22, Awider vocational target
for 2010, that includes learning prograrmmes in futher education preparing young people for skilled
employment or higher education will be announced in the 2002 Pre-Budget Report.
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Joined up policy and delivery as key to better
outcomes, combatting departmental silos

* budgets: for areas (Neighbourhood Renewal and New Deal
for Communities), client groups (Surestart and Children’s
fund), problems (criminal justice and drugs)

* new departmental structures - Department for Work and
Pensions, Department for Environment, Farming and Rural
Affairs AND shared PSAs

 joined up policy making: the Social Exclusion Unit,
Strategty Unit etc

e data management and sharing

 joined up delivery through partnerships (including Local
Strategic Partnerships)

e Cross-cutting roles for ministers

* heavy use of evidence base on ‘joined up problems’
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<=3 Sure Start - Home Page - Microsoft Internet Explorer
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3 Connexions Gateway - Microsoft Internet Explorer
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The focus on outcomes requires new skills
and approaches - analytic, delivery, strategic,
ability to work in partnership
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Methods, skills and experience

Good strategy work...

Is based on evidence and sound analysis

Is holistic

Is sophisticated about complexity

Is creative and innovative

Is grounded in an understanding of how the world works
Is robust over long time periods

Is communicated compellingly

Is sophisticated about managing risk

Takes into account organisational capacity and rates of
behavioural change

Takes into account deliverability

Includes all key decision makers, including ministers

This requires...

Appreciation of key analytical approaches, including basic
economics, statistics, business modelling etc

Multi-disciplinary teams

Understanding of complex systems and their dynamics
Range of experience and processes for creativity

A wide experience base

Futures methods

Storytelling and logical storyboarding skills

Robust risk management approaches

Understanding of organisational capacity issues

Delivery skills

Careful management of process and stakeholders
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Analytic methods include:

trends analysis
benchmarking
logic trees
market analysis
evidence reviews
modelling
forecasting
simulations

scenarios
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Issue trees help to map out where evidence Is
needed e.g. SU Chi

Is existing provision best
for children?

dcare Review

Does existing provision
allow parents choice?

Is childcare affordable?

Is existing
childcare
provision and
policy failing,
will it fail in the
future and, if
so, should and
how can the
government
intervene to
improve it?

Is existing childcare
provision and policy
failing and, without
changes, will future
provision fail?

Is existing provision failing
parents?

Is existing provision
accessible for parents?

What childcare provision is
needed to allow parents to
return to work?

Does and will demand
outstrip supply?

What are existing
government policies doing
to help?

Will childcare
intervention improve
distributional outcomes?

Will childcare intervention help
meet employment aims?

What is the rationale for
government intervention
in childcare?

Will childcare intervention
help meet government
objectives?

Are there market failures
in childcare?

Will childcare
intervention help meet
more general govt
objectives?

Will childcare intervention help
meet educational aims?

What are the options for
financial assistance?

How can the government
best improve childcare
provision?

How can the government
intervene to best effect?

What intervention should
there be on the demand
side?

What effect will such
assistance have (will it
increase supply)?

How is government
intervention best
delivered?

What intervention should
there be on the supply
side?

What is the potential role of
employers, and private/
voluntary sector providers?

What are the
government’s aims and
principles?

What support will government
need to provide in terms of
finance or infrastructure, e.g.
schools?
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Literature reviews summarise findings — SU
Childcare Review 2002

Internal - Child Int - Parent External benefits
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Project Care us 'Y 5 |Y
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Head Start - Westinghouse Report |US 'Y 7 M
Head Start - Currie& Thomas us 'Y Y Y
Childcare
Cost, Quality and Child Outcomes ([US N 8 Y |Y
Effects of Public Daycare Swe N 13 Y
NICHD data - Belsky US N N
NICHD - cognitive and language UsS N 3 |Y
NICHD - quality US|N 6 Y |y
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EPPE UK N 7 |Y Y
EPPNI NI N 6




Modelling tests out impacts of possible policies —
SU Childcare Review

At March 31 2001 2002 2003 2004 2005 2006
New build 1,496 3,490
. , Sure Start glue 0 0
Children’s Centres Nursery glue 3290 7678
Total 4,786 11,168
0-4 year places . Gout supported 13,137 13,137
Nursery new bild Unsupported 25,439 27,401
Nursery conversion 11,218 11,218
Childminder 0-4 5,060 5,060
Total 59,640 67,983
Childminder 5-14 1,117 1,117
5-14 year places Out of School Clubs 21,221 21,220 21,220
Total 21,221 22,337 22,337
Total 21,221 81,977 90,320
0-4 ratio places:children 1.30
CHILDREN HELPED 5-14 ratio places:children 1.75
At March 31 2001 2002 2003 2004 2005 2006
New build 1,944 4,537
. , Sure Start glue 0 0
Children’s Centres Nursery glue 4278 9.981
Total 6,222 14,518
0-4 year places . Gowut supported 17,078 17,078
Nursery new build Unsupported 33,071 35,621
Nursery conwversion 14,583 14,583
Childminder 0-4 6,578 6,578
Total 77,532 88,379
Childminder 5-14 1,954 1,954
5-14 year places Out of School Clubs 37,136 37,135 37,135
Total 37,136 39,089 39,089
Total additional children helped 37,136 116,622 127,468




International benchmarking identifies
promising practice - SU/DCMS Sports review
2002

Figure 1.1: UK ranks middle in EU participation
Participate = Occasional = Mon-participant:

more than less thamn some other  no other
12 times a year 12 times physical physical
a year activities activities
avo T |2 EE s
SWEDEM i 0 B 22
| :| :l Figure 1.2: UK participants do less regular, less intense activity®
NETHERLANDS 57| E 3r| 0 All adults 16+
Bt

UK 47| 20 | 15| 1 i
IRELAND 43| _11 l_d T “ 3T 39%
SPAIN | 25 43 26
ALY m 5 m 40 2%
34%
Source: Compass 1999
L | |
UK Sweden

Finlanmd

Source: Compass 1999 [ ] Intensive |:| Regular [JJJ] Occasional/rare
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3. Services: focused on customer needs

Problem: traditions of producer control, poor
understanding of public and their needs

e greater choice

e Service guarantees

 some shift to 24/7, late opening etc

e contestability

e measurement of customer satisfaction and experience
e transparent information
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Personalisation, both high tech and high
touch

« UK Online, 100% service access online by 2005, services
clustered by user need

e sharp growth in call centres (eg NHS Direct)

e Personal advisers in New Deal, Connexions

 Mentors and volunteers

« Combinations of face to face, phone and web - eg Walk-in
Centres plus 24 hour telephone advice plus online
diagnosis through NHS Direct

-25.



) Welcome to NHS Direct Online - Microsoft Internet Explorer
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A far more data-rich environment

3 UpMyStreet > London, H4 1EN > Information - Microsoft Internet Explorer

J File Edit “iew Fawortez Toolz Help |
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E:::=k - J Links @ Cabinet Office [Internet] Homepage @ Customize Links
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Education © Crown Copyright | About the data
The nearest schools in your Local Education Authority

Local Education Authority Haringey English average

Mearest primary school South Harringay Junior Schoal

Distance [miles) 0.3

English results 49 0% B2.8%

Maths results 49.0% BG.1%

Science results 55 0% g1.2%

More primary schools Allin Haringey LEA

MHearest secondary school Cavendish School®

Distance [miles) 0.3

GCSE results P, 51.5%

Authorised absence 10.9%: 7.5% J
Unauthorised absence 23.0% 1.1%

Total pupils 16 845 91

More secondary schools All in Haringey LEA

Haoaract civth form Harmcow Sacondare Sebonl for (Sivle d

2]

g start| | & 22 [ =

| e em. | mrm. | 3gm. | =M e | R | s |[eu.

| | o Internet
|@etyea 1532
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More attention to customer satisfaction, and
drivers such as communication ...

% Net Well Informed
80 r
British Telecom
|
60 r Electricity
Company
40 | L ocal Secondary British Gas u n
Schools | BBC Post
L ocal Primary ] Office
20 Schools  Northern Jrefand
| Water Company
0 | __n Nea}regL/eislureﬁentlre _ |
National Savings Bank "= DviA L ocal Hospital
20 L Benefit u gt Local Council
-20 r Benéefits
Agency DSS |—Inland Revenue
0 L Social Services Dept
0 10 20 30 40 50 60 70 80 90 100
% Net Satisfaction
Base: All




New forms of policy development -
collaboratives to engage practitioners in
continuous learning

Awonvweb WHS uk HHS Direct

Cancer Services Avon, Somerset and Wiltshire [\Y/z 43
CO”Eboratlve Cancer Services

Up
Local Projects
CS5C Project Forum

The goal of the Cancer Services Collaborative is

'to improve the experience and outcome of care for people with suspected or
m_ diagnosed cancer by improving the way in which care is delivered'.

Home

Contact Us
Primary Care
Hospital Services

What is the Cancer Services Collaborative?
The Cancer services Collaborative (C5C) 15 a national NH=-funded programme

Hospices developed to improve the patient expenience of cancer services and clinical
Support Organisations outcomes of care. The programme works to achieve its aims by examining service
Standards of Care delivery and discovering where improvements can be made. The programme also
Webh Links alms to create learning for the wider MNHS on improving care for people with
Feedback cancer. Itis a part of the NHS Cancer Plan implementation strateqy.
Site Map
Search . . . . .
The objective of the Cancer Services Collaborative is
T i s simm Al i smim s P s s et e R e ] b m s i s s ll
|&] Dore | | B Internet

iﬂﬁtartl“ & ™ = J ﬁMicmsnfL..I Min:r-:us-:uft...l '[{?Micmsnft...l %Inan-Mi...I 2 Greer F'atr...”@l:ancer ||®f{:}@ 12:45




Explicit management of innovation and r&d to
generate new knowledge within services

* riIsk money — eg innovation
funds

e incubators to develop
promising ideas

e zones with flexible rules

* pilots

e joint ventures promoting
flexibility (eg Working Links)

e ‘what works’ units to scan

L S A F TR ‘H—l

for promising practice ] 81550 S| e e g [T 41550
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The focus on services iIs putting a high
premium on delivery skills, project and
programme management, engagement with
the front line
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4. Security and sustainability

Problem: core roles of state as important as ever, with new
forms of threat, domestic/international overlaps

e global strategy for security, encompassing military action,
development aid, public health, environment

e working in networks, public diplomacy &c

« domestic security focusing on new threats, counter-
terrorism, organised crime

e project-based working for issues straddling
domestic/international divide: drugs, migration, energy

* new arrangements for managing risk within government

e focus on long-term sustainability
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New ‘civil contingencies secretariat’ to scan
horizon for short-term disruptive threats and
ensure prevention, mitigation and
management
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Futures teams in all departments linked in a
cross-government strategy network

3 Strateqgic Futures - Microsoft Internet Explorer

J Fil=  Edit “iew Fawaritezs Toolz Help |

e = - = =
= . = 3 +] i 2 (= B | B =S
Back Eoriarand Stop Refrezh Hormne Search Faworitez History kA il Pririt
J Address IE cgove. uk 2001 Afutures Amain. shitml ;I o Go |J Links & ] Customize Links & Free Hotmail &7 windows
I_GLFLFIGI.UI_"' E.LF = dqTTITTTS r\.'LII_FII-\:.'IIELI III.EIGI.LII-E 7T 'DL-IGI.EHI‘—F TaOrTaT = o T oo LLY EI-DLGI_FII-\:'IIELI =) B ﬂ
common drivers;, demographics, economics, science and technology, environment,

governance and attitudes and beliefs.

= A Futurist's Toolbox: RFMethodologies in Futures York The report opens with a brief
overview of the purposes and principles of Futures work. It then presents the key
methods and approaches used and explores their relative strengths and weaknesses.
The main body consists of six key methodolgies commonly used as tools in Futures
WWark.

Strategy Network

#1 The Strategic Futures team also co-ordinates the Strategy Metwork. The

y, Strategy Metwork consists of representatives from the strategy units of
o Government Departments, the Devolved Administrations and the EC. It has
e been set up to share information, discuss topics of wider interest and
. develop best practice in long term strateqgic work.

The Strategy Metwoark meets approximately every 6-3 weeks and has
> debated issues such as strategic futures research, the use of scenario
A § planning and the application of futures work to policy making.

STRATEGY
NETWORK

Together with the Centre for Management and Folicy Studies, the team is
also developing a knowledge pool to facilitate information sharing within
government on strategic futures waork. J

RPN T | I N E— ;I
=] | | |4 Internet

i) Start |J = ¥ (L2 }}lJ e Inbox - I Micmsnf...l & ] Cabwie... II@Strate--. WMiC[DSDf...I ||C:Elégﬁ 18:43

oo SRR RN N ) PR s THAPRN SRUOYN-SPR et SRRSO T [PUPRR EPRNR e W e 1Y
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Scenario methods used to map impacts and
likelihoods of threats and opportunities

Likely
Solar
Tanker
h LN
catastrophe Cheap LNG energy
EU gains As;i Carbon Sequestration
sian _ Hvd
energy economic  Cellulosic ydrogen
competence Iraq leaves boom Ethanol Fuel Cells
GIobaIOPEC Sustained terrorist Breakdown in
: EU protectionism  attacks on  production from
economic . .
Coal-t0-0i infrastructure Middle East
downturn oal-to-oil ,
Low Tar Sands High
i L Impact
impact Gas Transit pipeline
_ _Russia OPEC IPE or Plockage Longford type
joins OPEC ;'\« trading gas explosion
meltdown Nuclear disaster forcing
EU falls global shutdown
. : apart
Key: Savage winters Superconductors
Market Change changing demand Freak waves destroying
offshore infrastructure
Technological change
_ Nuclear
Disruption Unlikely Fusion
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Foresight methods to map key challenges

Major
Drivers

Patient
Expectations

Medical
Advances

Information &
Support
Technology

Demography &

Society

Epidemiology

Labour Force

Syrs 10 yrs 15yrs 20 yrs
(2007) (2012) (2017) (2022)

Consumerism )
Meeting needs of older people
Holistic health & wellbeing

Pharmacogenomics WidespreadGenetic Screening &
Minimally Invasive Surgery Therapy
Major Pharmaceutical Innovation Stem Cell Technology
Complete EPR & use of IT networks Robotics
Home Monitoring Intelligent Devices
Protocol Driven/Expert Systems
Inequalities Population growth in 45 - 75 age group Population growth in in

>75 age group
Smaller households, single parents, living alone

Chronic disease increasing

Focus on managing risk factors : = . .
ging Greater differentiation of diagnosis

Labour force

Portfolio careers ageing and Increasing informal
, , participation rates elderly care demands
Lifelong learning reducing A end to retirement?

Time when we predict that a major

change may be seen in this dimension

Source DH
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The focus on long-termism and security
requires skills in horizon-scanning, risk
management, contingency planning,
development of leadership skills
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LEADERSH

P FOR DELIVERY

Level
Exec. .
Perm
Sec coaching Top /\ Bespoke provision
Managers
Forum

Enga Key

-ain Delivery Corporate Strategic
2 ging Skills Governance Leadership

with

Govt -

1/2 da E- Top Partnership Leaders
3 modulesyin Learn- Management i
PPM, risk, ing Programme
strategy, / /
etc / /
5 Developing Top Intro. to Corporate Delivery
Management Leadership Leaders
,,,,,,,,,,,,, / /
/
/ Aspiring to Top Public Services Public sector MBA
6/7 Management Leadership Scheme
| I
~/
\_ AN )
Open Opportunities Top Management Suite Leadership Development Suite
Legend: New programmes / Existing programmes

Other opportunities: Specialist CS College programmes; Pathways (leadership developments for ethnic minorities);

interchange / secondments




In conclusion

In the UK: higher expectations of more active role for
government

Involves more porous civil service

and different skill sets required - strategy, delivery, project
and programme management, communications
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Good strategy

“I would not give a fig for the simplicity this side of
complexity ... | would, however, give my life for the simplicity
on the other side of complexity.”

Oliver Wendell Holmes
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Competent delivery

Encouraged by direct experience of making
things work - with the minimum of crises
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Mobilising support

‘Talk about it’ - Clement Attlee (his deputy, later Prime
Minister) on what Churchill did to win the war
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Encouraging not just methods but also new
gualities

guickness - instead of slowness
lightness - instead of heaviness
visibility - instead of secrecy
exactitude - instead of vagueness
multiplicity - instead of homogeneity

consistency - instead of incoherence

ltalo Calvino, Memos for the Millennium
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