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FOREWORD

This guide enables social work services to carry out self-evaluations. SWIA created it in partnership
with colleagues in Changing Lives. We have also worked closely with volunteering local authorities in
drafting and testing the materials and involved the Improvement Service. We intend that this guide
will remain relevant as the structures for social work and social care scrutiny and regulation go
through changes in the years ahead.

This guide represents an evolution of the SWIA performance inspection model (PIM) from an
inspection tool to a self-evaluation tool. In this guide, the Performance Inspection Model becomes the
Performance Improvement Model.

Social work services in Scotland have come a long way since the inception of performance inspections.
Services are using self-evaluation more and more to improve service performance and the quality of
life for people who use services.

We have designed this guide so it can be used on its own, or in conjunction with other quality
management systems. It adds value to corporate quality management systems when applied to social
work services since it is tailored to the evaluation of social work.

Self-evaluation is about continuous improvement toward better outcomes for people using services.
However, it will also be important in determining proportionate inspections. VWhen | publish plans for
the next generation of inspection scrutiny of social work services, they will have links to this guide.

As planned we will move to a proportionate system of inspections after we conclude our initial
performance inspection programme. The new focus on outcomes and local accountability underlines
that this is the correct approach.

In order to know that what we are doing delivers the right outcomes for people using services we
have to be able to fully evaluate what we are doing. We need to know what works well and understand
why, as well as what we can do better.

This guide will help with that. | commend it to all local authorities and their key partners as they
pursue continuous improvement through the process of self-evaluation.

Alexis Jay
Chief Social Work Inspector
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GETTING STARTED WITH SELF-EVALUATION




INTRODUCTION

Social work services need to be able to show that they are doing the right things to deliver excellent
outcomes and do so efficiently. Self-evaluation is therefore a critical and necessary task for every
social work service in Scotland. Evidence from the SWIA programme of performance inspections
shows that local authority social work services across the country are at different stages in implementing
self-evaluation, some very far advanced and others less so. We intend that this guide should support
and assist those councils already engaged in purposeful self-evaluation, and enable those at an earlier
stage to make progress.

We use the term ‘social work services' throughout the guidance to refer to all the social work
services that councils are responsible for providing or purchasing, however structured.

The end of the SWIA performance inspection programme in 2009 provides us for the first time
with a national baseline about the performance of social work services.

SWIA hopes that this guide will make a contribution to shifting the emphasis away from cyclical
inspection and toward steady self-evaluation and improvement, with external verification through
proportionate inspection.

We will help you make the most of this guide by:

* providing an accompanying e-tool’;

* providing practical support and advice in using the guide; and

* providing day-to-day advice, guidance, and assistance through your link inspector.

Separately, SWIA will develop a new, more proportionate approach to external scrutiny. This will
develop the role of the link inspector as a verifier of self-evaluation conclusions and as a source of

support and advice. This will see a much more integrated relationship between SWIA and those who
provide the services we inspect.

There will be an important link between self-evaluation and scrutiny. Using this guide, or a satisfactory
alternative system, will be an essential strand of evidence in SWIA's future proportionate inspections.

The SWIA methodology for proportionate scrutiny after April 2009 will integrate fully with
this guide.

This guide and the SWIA PIM complement the principles of best value because they focus on getting
the right results, having the right processes to deliver these and emphasise the role of leadership and
high standards of corporate governance.

Self-evaluation has a part to play in identifying and disseminating good practice across individual
agencies and nationally. It is important to celebrate success and build up a practice-based catalogue of
effective practice. It is not limited to finding weaknesses and fixing deficiencies.

1 The e-tool is an electronic system that enables users to carry out a self-evaluation against the PIM and record the conclusions
in a manner that generates an action plan and enables the monitoring of progress in delivering it. See more details on page 22.
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USING THIS GUIDE WITH OTHER QUALITY SYSTEMS

This guide is useful for the self-evaluation of social work services whether you use a corporate
quality management system to assess social work performance or not. You can use it as a
tool to conduct your self-evaluation or as a reference text for EFQM/PSIF facilitators.

Getting started with self-evaluation
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How a local authority uses this guide is for it to decide. The guide can stand alone, or it can complement
an existing approach to quality management. In either scenario, it is important that there are
competent quality systems covering the right territory.

Whether or not your authority uses a corporate quality management approach will influence how

you should use this guide and the PIM. If you already rigorously apply an EFQM2based system to all
services, you can use the PIM key factors, questions, evidence sources, and illustrations in Section 3
as a reference to help you apply the generic questions in a specific professional social work context.

We set out the relationship between this guide and other main EFQM-based corporate quality
management systems in Appendix 3.

For councils using the PSIF? as their main corporate quality system, SWIA has worked with the
Improvement Service to describe the use of this guide in the application of PSIF to social work. This
essentially involves the PSIF facilitator using this guide to help put a specific social work context to
the generic PSIF questions. Your PSIF facilitator will provide further assistance with this.

The PIM in this guide is fully consistent with the Quality Improvement Framework in ‘A guide to
evaluating services for children and young people using quality indicators’ published by HM
Inspectorate of Education in January 2007. There is a common language, evaluation scale, and
approach based on asking the same six key questions and focusing on similar areas for evaluation.

There is no need to carry out parallel self-evaluations using the PIM and another system that covers
similar areas. Whatever approach you take to using this guide, it should result in a reliable, evidenced,
outcome-focused self-evaluation supporting improvement actions, and capable of being verified by
external scrutiny.

USING THIS GUIDE IN EVALUATING PARTNERSHIPS

This guide is about the evaluation of outcomes delivered for people who use services, carers, and the
wider community. It is primarily for social work services, but has clear relevance to social work or
social care services provided in multi-agency and multi-disciplinary partnerships and in integrated teams.

2 EFQMis a quality system promoted by the European Foundation of Quality Management, which organisations and agencies
tailor to their business context. Look up http://www.efgm.org for the EFQM website, and
http://en.wikipedia.org/wiki/European_Foundation_for_Quality_Management for a wiki explanation of the model.

3 The Public Services Improvement Framework is a self-evaluation quality management system for public bodies in Scotland,
introduced and sponsored by West Lothian Council, lIP Scotland, Quality Scotland and the Improvement Service. It derives
from the EFQM method. At the time of the publication of this guide, a number of local authorities and other public bodies
used the PSIF as a quality system, and more still had indicated their interest in using it. Look up
http://www.improvementservice.org.uk/psif/ for more details.




It is for authorities to decide how to use this guide with partners - it may be that you use this
guide mainly to assess your organisational contribution to partnership services, or use it
together with partners to assess the quality of services and outcomes.

The growth of partnership working has sometimes caused traditional service boundaries to become
blurred. Engaging partner agencies in a process of self-evaluation will likely lead to different challenges
in each area. As with all self-evaluation, an evidence-based approach to assessing partnership
performance is a key feature.

Where you consider that partnerships are not working well, it is important to gather evidence that
helps set out what the problems are, who has responsibility for what, and a coherent plan to
address difficulties and move forward.

THE SELF-EVALUATION TEN-STEP PROCESS

SWIA proposes that there are ten key steps in getting ready to carry out a self-evaluation and in
successfully conducting the evaluation.

At the outset, it will be necessary to set out the purpose of the self-evaluation, who the information
is for, and how your organisation will use it. These overarching considerations will shape every aspect
of the process that follows. It is important also that any action plan arising from the evaluation feeds
into the strategic, service and operational plans for the services evaluated.

When there is any element of scrutiny, it is prudent to have agreed in advance how to handle sensitive
issues such as confidentiality, sharing of findings, and what will happen if the review finds unacceptable
practice or concerns about the adequate protection of children or adults. These issues apply to
self-evaluation, and when using external partners in peer review or similar exercises.

Agree beforehand how you will manage sensitive findings, including a system to allow the
evaluators to transmit to senior managers any concerns that suggest immediate action is
necessary.
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Getting started with self-evaluation

. Set the scope for the evaluation.

Is it a high-level scan or are you
looking at a particular area or
theme?

Use this guide to help you conduct a high-level scan,
or to focus on particular aspects of services.

If you want to ‘take a closer look’ at particular
themed areas check whether there is a SWIA good
practice self-evaluation guide available for that topic®.

. Agree the membership of the

evaluation team and appoint a
lead evaluator. We suggest that
the self-evaluation team should:

Include about 4-6 members, led by a senior manager.
Include members from different levels of the
organisation.

Include a representative spread of expertise.

. Agree the timescale for the self-

evaluation.

Consult staff in the services you want to evaluate
about timing and implementation.

Minimise service disruption by gathering evidence as
quickly and efficiently as possible.

For bigger projects, carry out the evaluation exercise
in phased parts.

. Agree the evaluation tools that

your team will use.

Decide whether you are going to use this guide in full,
following sections 2 and 3 to evaluate yourself across
the PIM.

Are you going to use the SWIA e-tool?

If you are using another quality system, such as the
PSIF, use this guide to help facilitate the application of
that method in a social work context.

If you wish to take a closer look at a particular area
or theme, check if there is a SWIA good practice self
evaluation guide available, as these provide a level of
detail not available in this guide.

5. Decide what evidence the team

will need, and how to get it.

Consider carefully what types of evidence you will
need to produce reliable conclusions about the area
for evaluation.

Match the depth of the evidence gathering to the
purpose of the self-evaluation — high-level scans
require less depth than taking a closer look at a
particular area of practice or theme.

Consult the guidance on ‘high level scans’ (page 9)
and ‘taking a closer look’ (page 11) in this guide,
and the possible sources of evidence in Section 3

(page 23).

4 SWIA will produce ‘good practice self evaluation guides’ that flow from this guide, but focus down into particular topics and
themes to support a very detailed professional evaluation.




6. Arrange the first evaluation
team meeting.

Set out what you already know before the evaluation
team meets, as this will help guide what you need to
use the time available to discover.

Set aside the time for regular discussions between the
team through the course of the evaluation to ensure
that activities follow the evidence and emerging themes.

7. Allocate team responsibilities
and evaluation activities, and
agree the arrangements for
recording and reporting
findings.

The team should agree roles in conducting the
evaluation, ensuring adequate capacity to carry it out
and record the findings.

You should draw up a detailed programme for the
evaluation, and work with colleagues to minimise
disruption.

Consider whether you wish to use the SWIA e-tool to
record your analysis and plan the improvements,
otherwise agree what the product of the evaluation
will be.

8. Undertake the self-evaluation
activities.

The lead evaluator should ensure that the process
runs as smoothly as possible and quality assure the
evaluation and recording process.

In the event of serious practice issues emerging which
require urgent action, the team should be clear about
what process they should follow.

9. Write up the evaluation and
prepare to report the findings.

Have clear roles in the team about who is writing up
what.

Ask for a peer review to quality assure the report,
particularly the judgements and opinions drawn from
the evidence. Are the conclusions defensible?

Focus on outcomes and identify the actions needed to
deliver those outcomes.

The lead evaluator should take responsibility for the
consistency and coherence of the report.

10.Report the outcomes of the
self-evaluation, and prepare for
action/improvement planning

Assign responsibility to individuals for actions
identified.

Agree how you will monitor progress.
Decide on what success will look like.
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Getting started with self-evaluation

THE SELF-EVALUATION CYCLE

The self-evaluation cycle describes how councils use their self-evaluations to plan and deliver
improvements. By its nature, self-evaluation is a continuous process aiming to deliver gradual
improvements, prioritising areas that have a critical impact on outcomes or where there are risks of
harm associated with under-performance.

In 2009, SWIA will complete its initial performance inspection programme. As part of that process,
every local authority will have completed a self-evaluation questionnaire (SEQ). There will have been
detailed feedback from inspectors and a published report followed by an improvement action plan.
Some local authorities may also have experienced multi-agency inspections or thematic inspections.

The process of creating and developing local outcome agreements also requires self-evaluation and
performance reporting to underpin the agreement.

There will be a range of other evidence from national statistics, performance and quality management
systems, reviews, and studies commissioned in-house for various purposes. We discuss possible sources
of evidence more fully later in the guide.

Each cycle of self-evaluation is likely to begin with an initial scan leading to a prioritised action plan
and then a thorough review of what you have achieved. The diagram below illustrates how the
self-evaluation cycle can work, and how there may be opportunities to adjust direction and measure
progress along the way.

THE THREE-YEAR SELF-EVALUATION CYCLE

NEW HIGH LEVEL SCAN —

. —————> SMART.
EVERY THREE YEARS S.M.AR.T. ACTION PLAN

DISSEMINATE IDENTIFIED

GOOD PRACTICE
THREE-YEARLY REPORT

ON PROGRESS PLAN FURTHER

‘TAKING A CLOSER LOOK’
SCRUTINY

INSERT IDENTIFIED
IMPROVEMENT ACTIONS

STOCKTAKE OF PROGRESS INTO RELEVANT PLANS
AND STRATEGIES




STARTING OFF SELF-EVALUATION WITH A HIGH-LEVEL SCAN USING THE TEN-STEP PROCESS

We propose that a cycle of self-evaluation should last 3 years, at which point you should produce a
report of the progress you have made against your plan. A new cycle starts at this point, beginning
with another high-level scan. Three years allows sufficient time to deliver improvements and form a
judgement about how successful these have been and what needs to be adjusted. It also allows
improvement action plans to schedule activities that have less priority into future years, allowing for
effective planning-ahead and anticipation of resources.

We suggest that you should follow the ten-step process outlined on pages 5-7. This provides a simple
but comprehensive checklist of all the essential activities necessary for reliable self-evaluation.

A high-level scan should take a broad look at social work performance across the service, while still
using reliable evidence. It should address performance in providing services to the different social
work care groups, as well as cross-cutting themes across all social work services. The high-level scan
should give you the basis to make broad judgements on performance in the following areas of
practice:

¢ the quality of outcomes;

* the impact on users, carers and other stakeholders;

* the impact on employees;

¢ the quality of key processes and risk management in all the care groups including criminal justice
services;

* the quality of management, including management of resources and community;

¢ the quality of leadership and strategic vision; and

* the capacity for improvement.

We suggest that the sources of evidence for a high-level scan are likely to be relatively low impact

(for councils with effective management information systems) in terms of disruption to services or
diversion of resources from front line responsibilities. They may include (but not exhaustively):

* performance evidence from national statistics and national targets;
¢ evidence from performance management systems;

* review of key strategic and planning documents;

* review of the risk register;

* evidence from best value reviews or commissioned studies;

¢ evidence from previous SWIA and HMle reports or other scrutiny;
* feedback and discussions with the current SWIA link inspector;

* evidence from other official sources like Audit Scotland, Care Commission, NHS QIS, Charter
Mark, IIP, healthy working lives and similar;

¢ evidence from regular stakeholder surveys and other internal quality management or quality
assurance activities you do as quality assurance such as file reading;
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Getting started with self-evaluation

* evidence of progress against existing plans such as community plans, service plans, financial plans
and asset management plans; and

¢ evidence of local or national quality awards, such as council-recognised schemes and COSLA
quality awards.

It is essential that you routinely scrutinise files and ask people who use your services, their carers
and stakeholders about their experiences of using services and working with you, and record this as
evidence. This vital performance management activity will underpin the quality of your high-level
scans. It is also an important component of the reliability of your conclusions.

For more help about how to do surveys and file reading effectively see appendices 1 and 2 of
this guide. It is preferable to use a structured template to carry out these activities.

SETTING OUT HIGH-LEVEL SCAN RESULTS AND PLANNING FOR IMPROVEMENTS

The initial high-level scan should identify areas of strengths and weaknesses, gaps in services and areas
for improvement. It is important to also recognise areas of good practice. You should prioritise each
identified area for improvement. The aim is to create a S.M.A.R.T. action plan. A S.M.A.R.T. plan is
specific, measurable, achievable, realistic, and time-limited. The e-tool will help you to do this effectively.
The SM.A.R.T. action plan should set out:

¢ the areas for improvement and the desired outcomes;

* the actions that will follow and by when;

* who will take these forward; and

* specific success criteria that you can measure.

It is important that you embed the tasks identified in your self-evaluation action plan into the
strategic and service plans, as well as the operational service and team plans. This ensures that
improvement activity occurs in full consideration of all of the other aspects of the service.

Planned action points should consistently refer to outcomes and, as far as possible, you should base
them on effective practice evidence, drawing on sources such as Social Services Knowledge Scotland,
the Criminal Justice Social Work Development Centre®, IRISS” or Care Knowledge®.

http://www.ssks.org.uk
http://www.cjsw.ac.uk
http://www.iriss.ac.uk/

o N o u»

https://www.careknowledge.com/home/home.aspx



Self-evaluation is a dynamic process with a clear focus on impact, outcomes, continuous improvement
and the pursuit of excellence. Each year you should take stock of your progress against the SM.A.R.T.
action plan, and at the end of the three year cycle you should formally review your progress and
what you have achieved in preparation for the high level scan that will begin the next three-year
cycle and see the whole process start over. See page 8 for an illustration of how the cycle works.

There is an e-tool to accompany this guide. This will help you to record your initial
assessment and plan and monitor actions resulting. You can store multiple evaluations;
showing your progress over time.

Working with an improvement action plan should not prevent the service from addressing key
problems that emerge unexpectedly in the course of the self-evaluation cycle.

TAKING A CLOSER LOOK

A high-level scan is an essential method for achievable, ongoing self-evaluation, but it does not
provide the depth that is possible with a more detailed review of a particular service area or theme.

High-level scans and the results of previous external scrutiny should help pinpoint which areas
need a ‘closer look’.

A high-level scan, or information from another source, may help direct you to the areas that require
priority for a ‘closer look’. Where there is no such urgency, you may decide to plan and prioritise
‘taking a closer look” activities over the three-year self-evaluation cycle.

‘Taking a closer look’ differs from best value reviews in that the primary focus is on the professional
practice issues around the particular theme or topic under consideration. Best value is usually more
concerned with efficiency and value for money. Best value reviews may constitute evidence towards
‘taking a closer look’ exercises and vice versa.

Looking closely at many areas or services at the same time is unlikely to be the best use of resources
or indeed possible given limited resources.

SWIA has commissioned several detailed ‘good practice self-evaluation guides’ to complement this
general guide. They will help you to take a closer look into specific service areas and themes.

The SWIA e-tool when used to support a high-level scan will help identify areas you may want to
look more closely at.

The main difference between a ‘high-level scan” and ‘taking a closer look’ are likely to be in the level
of evidence that you gather to support your conclusions, and the level of detail in your action plans.
Both levels of self-evaluation should follow the ten-step process outlined on pages 5-7.
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For example, file reading when ‘taking a closer look’ at a particular area would target specific issues
more than would file reading carried out to get a general overview across the service. The action
plan flowing from ‘taking a closer look” will be specific and detailed.

We think that ‘taking a closer look’ at a particular area will involve the following types of evidence
gathering:

Getting started with self-evaluation
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1. Detailed reviews of policy documents about the theme or service area.

* Records of key decisions evident in minutes and committee reports.
* Planning statements and policy documents for the specific area.
* Public leaflets or documents giving information.

2. Collection and review of findings from external scrutiny where these provide detailed evidence
about the specific area.

* SWIA performance inspection findings.

* Multi-agency inspection findings.

* HMle child protection inspection findings.
* Care Commission findings.

* Audit Scotland findings.

¢ Mental Welfare Commission reports.

¢ NHS QIS findings.

e Other scrutiny.

3. Review of local performance management data for the specific area.

4. Self-evaluation of a theme or area using a relevant SWIA good practice self-evaluation guide or
equivalent.

5. Carrying out a focused file reading exercise in a particular theme or area (see Appendix 1).
6. Carrying out user, carer, or stakeholder surveys (see Appendix 2).

7. Benchmarking the performance of a particular area against comparators.

8. Direct observation of key policy and practice meetings.

9. Direct observation of practice.

10. Direct observation of quality assurance and performance management systems in action.

MAKING JUDGEMENTS ABOUT PERFORMANCE AND GATHERING EVIDENCE

As you will know, a self-evaluation can only be as reliable as the evidence supporting it. In order to
produce reliable evaluations, evidence from file scrutiny and surveys should be rigorous. Those involved
should understand the ‘ground rules’ of this, including passing on information that requires urgent
management action.

To help you achieve rigour we have provided advice based on experience in Appendices 1 and 2 of
this guide.

Another important aspect of any self-evaluation is the interpretation of the evidence. It is not easy to
arrive at reliable and consistent self-evaluations.




As you will know, conclusions should rest upon a range of evidence sources. Consider evidence in
context, as the relationship between cause and effect is not always straightforward. For example,
there may well be a time lag between identifying a problem, making changes and seeing results.

Key Point
Reliable self-evaluation uses a range of evidence to support conclusions.

It is important to compare, through a process of benchmarking with other organisations, the inputs

you make to the process (e.g. staffing levels, costs and time allocations) so that you may compare
performance and make judgements. Advice and further details about how to carry out reliable
benchmarking are available from the Improvement Service’.

Reliable self-evaluation involves benchmarking inputs, outputs and outcomes with comparator
organisations.

Finally, it is important that evaluations stand up to scrutiny. This means that judgements must flow
logically from the evidence and reflect real-world performance. That means thinking through how
you build objectivity into the process of evidence gathering. For instance, is it possible to carry out
peer scrutiny within social work services, or work cooperatively with neighbouring authorities or
stakeholder organisations to enhance the objectivity of self-evaluation?

Other ways to enhance the rigour of your judgements made from the evidence gathered may include:
* senior managers deciding on the basis of their wider viewpoint;

* groups of employees considering the evidence;

* benchmarking with other councils;

* representatives of users and carers;

* moderation panels or processes;

* using external advisers; and

* using colleagues from the wider corporate structure as evaluators.

Reliable self-evaluation is open to scrutiny and how evaluations are determined should be a
transparent and credible process.

9 http://www.improvementservice.org.uk/resources/toolkits/benchmarking-for-improvement-toolkit.html
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Getting started with self-evaluation

SWIA and the other external scrutiny bodies are likely to have an explicit role in the future verification
of self-evaluations. However, it is for local authorities themselves to manage the quality of the processes
and models they use to do their self-evaluations.

SUPPORT FOR SELF-EVALUATION

SWIA intends to provide significant support through the role of link inspector. We will develop this
role to take greater account of self-evaluation in performance improvement.

The link inspector will provide guidance on conducting accurate and robust self-evaluation, as well as
supporting the sharing of strategies and approaches between authorities.

In the future, social work scrutiny will work alongside and complement local self-evaluation efforts,
whether those efforts are with this guide or with another system.

CHECKLIST FOR LEAD EVALUATORS

Listed below are key questions that should help evaluators check that the key elements are in place
for the evaluation that they intend to carry out.

* Are we clear about what we have to evaluate, and whether a high-level scan or a closer look is
required?

* Is there an identified evaluation team, with a lead evaluator and sufficient capacity to carry out
the exercise from beginning to end?

* Have we consulted all stakeholders, including staff involved in, or affected by, the evaluation?
* Are we clear about what evidence we require and about how we will get it?
* Is everyone in the team clear about his or her role?

* Is there a clear programme for evaluation activities, worked out in consultation with all
stakeholders affected?

* Are we clear about what our product will be and how it will be fed into improvement actions?
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The Performance Improvement Model (PIM) in more detail

INTRODUCTION

Section 1 set out the general principles of the self-evaluation process, the ten-step process, the distinction
between high-level scans and ‘taking a closer look’, and the evidence and judgement standards necessary
for competent self-evaluation.

This section covers the performance improvement model (PIM) in detail, and explains how to use it
as a model for your self-evaluation.

The PIM does not assume a particular organisational structure within the council. You can apply it
whether responsibility for all social work functions is within a single department or distributed across
a number of different council departments.

We have developed the model in accordance with the principles of the Excellence Model of the
EFQM and you may use it in conjunction with other quality models such as Investors in People (IIP),
Customer Service Excellence (formerly Charter Mark), and ISO 9000. Evidence produced with
other models can contribute to overall evaluations.

To accompany this guide in a practical way, SWIA has developed a self-evaluation ‘e-tool’ that you
may use to structure and present your evaluations and plans. Like the rest of this guide, using the
e-tool is optional.
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USING THE PIM IN SELF-EVALUATION

SIX KEY QUESTIONS

The PIM defines the broad themes of self-evaluation by asking six key questions. The six key questions
are not mutually exclusive. They relate to each other at various levels, e.g. management and support
of employees having a significant impact on how employees experience their workload. They are:

1. WHAT KEY OUTCOMES HAVE WE ACHIEVED FOR PEOPLE WHO USE OUR SERVICES?

You will gather evidence about the real difference and benefits that social work services have made
to the lives of individuals, families, and communities.

The Performance Improvement Model (PIM) in more detail
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2. WHAT IMPACT HAVE WE HAD ON PEOPLE WHO USE OUR SERVICES AND OTHER
STAKEHOLDERS?

This looks at the experience of people who use your services, as well as the way in which your
employees and other stakeholders perceive their own position in relation to the local authority.

3. HOW GOOD IS OUR DELIVERY OF KEY PROCESSES?

This area is all about processes for service delivery. Evidence here should illustrate the effectiveness
of actions to make services accessible, well organised, flexible, accurate, personalised and fair,
whether delivered by social work services alone or in partnership. This section also deals with
social work’s role in protecting vulnerable people from harm, and the management of people
who pose a risk to others.

4. HOW GOOD IS OUR MANAGEMENT?

This will involve checking how well you are doing in understanding and implementing broad
national and local strategic plans and objectives. Consider your dissemination, monitoring and
review of organisational strategy, along with performance, staffing, commissioning of services and
financial responsibilities. Where appropriate, this should involve looking at how you are working
with your key partners.

5. HOW GOOD IS OUR LEADERSHIP?

You will consider the quality of leadership within social work services, and the contribution of
corporate leadership. This includes the vision for the service, the important role of elected
members and senior corporate managers, the function of the Chief Social Work Officer, and the
quality of leadership communication with the workforce. It will include how well leaders direct
and support effective strategic change and improvement, and retain the organisational focus on
effective practice and better outcomes for people using services.

6. WHAT IS OUR CAPACITY FOR IMPROVEMENT?

This question prompts you to make an overall judgement about the likelihood of improvement
across all areas for evaluation — especially considering outcomes for people who use services,
impact on people and leadership and direction.




TEN AREAS FOR EVALUATION

Underneath these six questions, there are ten areas for evaluation. Each area has a number of
quality indicators that set out the activities that are relevant for that area.

WEIGHTING

If we think that one or more quality indicator within an area for evaluation bears particular weight
towards the overall rating, we spell that out in ‘guidance prompts’ at the head of the section.
Not every area for evaluation has an associated ‘guidance prompt’.

We ask that you consider the advice in the guidance prompts before assigning your service a rating
for the applicable area for evaluation.

Where an area for evaluation has a ‘guidance prompt’ please consider it carefully in the
process of rating performance in that area.

USING THE KEY FACTORS AND THE ILLUSTRATIONS EFFECTIVELY

Underneath each quality indicator there is another layer of guidance called 'key factors' describing
the expectations and standards in relation to that quality indicator. We have also set out a number
of 'key questions to ask’ and ‘possible evidence sources’ to guide you in evaluating your performance
against each PIM quality indicator. VWe have designed the questions to support your search for evidence.

The ‘key questions to ask’, ‘possible evidence’ and ‘illustrations’ in Section 3 are only
informed suggestions. In different contexts, it will be necessary to ask other questions, or
rely on other forms of evidence that the guide does not anticipate.

The illustrations in Section 3 represent ‘snapshots’ of how the key factors might combine to create a
‘very good' and a ‘weak’ rating. Having considered the key factors and the key questions to ask the
illustrations allow you to compare what you found with two exemplars that show a pen picture of
‘weak’ and ‘very good’ performance. We recognise that in small councils, social work services rely
on short lines of communication rather than on formal structures and systems. This may make some
of the contents in the illustrations less relevant to you and you will need to consider this; gathering
evidence where necessary to support your conclusions.

Use the key factors, key questions and possible evidence sources to direct your evidence
gathering and the analysis of your performance. Use the illustrations to help you decide
where your performance sits on the six-point scale.
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The Performance Improvement Model (PIM) in more detail

THE SIX-POINT EVALUATION SCALE

Your evaluation of the quality indicators in the ten areas for evaluation will require you to use a
standard rating scale. Although the SWIA PIM links naturally to the EFQM model (see Appendix 3),
it does not employ the ‘radar’ scoring system with which EFQM or Public Service Improvement
Framework (PSIF)" users will be familiar.

Instead, we adopt a qualitative six-point scale that provides a clear differentiation between levels of
performance. The six-point scale:

¢ is already familiar to most local authorities — SWIA and HMle both use it;

¢ allows for a wide band of performance in a workable format;

* has the capacity to balance positives and negatives; and

* tracks improvement over time.

The scale is as follows:

LEVEL DEFINITION DESCRIPTION

Level 6 Excellent Excellent or outstanding

Level 5 Very good Major strengths

Level 4 Good Important strengths with some areas for improvement
Level 3 Adequate Strengths just outweigh weaknesses

Level 2 Weak Important weaknesses

Level 1 Unsatisfactory Major weaknesses

Awarding levels will always be more of a professional skill than a technical process. There can be no
scoring as such, as every component of the evaluation relies on professional judgement about the
evidence. Performance can merit a particular evaluation in many ways. Taken together with the
illustrations in Section 3, the definitions below for each point on the six-point scale will assist users of
the guide in arriving at reliable gradings for the services they are evaluating.

An evaluation of ‘excellent’ will apply to provision that is a model of its type:

* Service user outcomes and experiences will be of a very high level.

* An evaluation of excellent will represent an outstanding standard of leadership, management, and
service delivery that others will aspire to equal and emulate.

* It will imply these very high levels of performance are sustainable and sustained.

An evaluation of ‘very good’ will apply to provision characterised by major strengths:

* There will be very few areas for improvement and any that do exist will not significantly diminish
service user outcomes and experiences.

10 www.qualityscotland.co.uk/public-service-improvement-framework.asp



¢ Evaluations of ‘very good” will represent a high standard of leadership, management, and service
delivery.

¢ Strength will completely outweigh weaknesses, but there will be clear areas where things can get
better.

* Itis a highly achievable standard that all should attain.

* Services may continue ‘as are’. However, there should be an intention to improve further and aim
for excellent services.

An evaluation of ‘good” will apply to provision characterised by important strengths which, taken

together, clearly outweigh any areas for improvement.

* An evaluation of good represents a standard of provision in which the strengths have a significant
positive impact. Strength will significantly outweigh weaknesses.

* An evaluation of ‘good” will apply to performance where significant improvement is possible and
where there are important strengths to build upon.

An evaluation of ‘adequate’ will apply to provision characterised by strengths that just outweigh
weaknesses:
* An evaluation of ‘adequate’ will indicate that service users have access to a basic level of provision.

* It represents a standard where the strengths have a positive impact on service users’ outcomes
and experiences.

* Most users will experience a competent and professional service, but obvious weaknesses will
constrain the overall quality of outcomes and experiences.

It will indicate that the local authority should take robust action to fix weaknesses while building
on its strengths.

An evaluation of ‘weak’ will apply to provision that has some strengths, but where there will be
important weaknesses:

* In general, an evaluation of weak will mean that while there may be some strengths, the
important weaknesses will diminish the capacity to deliver good outcomes for users.

* [t will indicate the need for structured and planned action on the part of the local authority.

An evaluation of ‘unsatisfactory’ will apply when there are major weaknesses in provision in critical
aspects:

* This will require urgent investigation of the practices behind this performance and immediate
remedial action — particularly where there are clear risks to users or the public arising from the
unsatisfactory practice.

In almost all cases, employees responsible for unsatisfactory provision will need support from senior
managers in planning and implementing improvement. This may involve working alongside other
employees or agencies outwith the local authority.
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The Performance Improvement Model (PIM) in more detail

The quality indicators, and the areas for evaluation as a whole, will not have identical weight and
therefore contribute differently to the overall rating. Use well-informed judgement.

USING THE SWIA SELF-EVALUATION E-TOOL

You should use this guide to help you in gathering the evidence needed to answer the questions for
each section of the PIM. The self-evaluation e-tool allows you to record your evaluations using the
structure provided by the PIM, identify strengths and weaknesses, and assign a priority to each of
the areas for improvement. It allows you to record the evidence that you used to make the evaluation.

The self-evaluation e-tool will allow you to generate reports about your evaluation so that you can
see the data in different ways.

After you have completed your initial evaluation, you will need to decide which of the possible areas
for improvement have sufficient priority to become action areas. Once you have made those decisions,
the self-evaluation e-tool allows you to enter a SSM.A.R.T. target for each area for improvement,
including information about targets and time scales. A senior responsible owner and realistic
timescales should accompany each planned action.

There are detailed instructions accompanying the e-tool and you should familiarise yourself with
them before using it.



QUALITY INDICATORS, KEY FACTORS, ILLUSTRATIONS & POSSIBLE EVIDENCE
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APPENDIX 1

HOW TO DO RELIABLE FILE READING

Aim — To provide systematic evidence of the quality of social work practice and record keeping.

ESSENTIALS

* You must read enough files to reach a reliable judgement. The exact number of files you require
to read will depend on a range of factors. These include:

SDIAIIS YIOA [DID0S 2US[92XT Sulpjing
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v/ the total number of files in an authority;
v/ the required level of precision required in the results; and 107
v whether comparisons between different types of file are required.

* It will probably be necessary to read around 90 to 100 files in order to obtain results that are
generally reliable to within +/-10%.

* You must be systematic. The easiest way to do this is to use a standard form, with associated
guidance for completion, such as that used by SWIA.

* This ensures that you judge all files by the same criteria and standards. Some questions on the
form can have straightforward yes/no answers (e.g. is there a care or supervision plan on file?),
while others can be qualitative (e.g. rate the quality of the care or supervision plan on a scale of
1to 6).

* This allows the calculation of summary data on all the files read and a comparison between
different service areas. You can also repeat the exercise again and track progress in a reliable way.

OTHER POINTS TO CONSIDER

* File reading will provide overall quantitative data on social work practice. In some cases, a more
research-based approach may be appropriate. This could involve:

v reading a smaller number of files in greater depth
v/ follow-up interviews with employees, service users, or carers.
* The aim in this case would not necessarily be to obtain data on the authority’s overall

performance, but to gain a better understanding of the experience of individuals and the factors
that influence good or poor practice.

* Choosing the right people to undertake the file reading is important. They should have suitable
experience to allow them to evaluate the files they read correctly.

* External file readers may bring an additional element of independence to the process.

* Internal file readers may be able to understand local issues, systems and terminology more easily
and may be able to cascade examples of good practice when they return to their own areas.

* The choice of files to read is important. A completely random selection will provide the most
robust numerical results, giving the best estimate of the performance of the authority as a whole.




* Sometimes it might be more appropriate to target particular categories of file, to gain more
information in a specific area such as child protection or older people.

* It may be desirable to ensure that you read a minimum number of files for each client group,
team, or geographical area within an authority. This will help ensure that you have enough
evidence to stand a good chance of finding any good or poor practice in a specific area.

How to do reliable file reading

APPENDIX I:

* SWIA has a range of audit tools for file reading, and will update these over time. If you want to
use SWIA tools at a local level please liaise with your link inspector.
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APPENDIX 2

HOW TO DO SURVEYS

INTRODUCTION

It is important that you make surveys and feedback a day-to-day activity. Building such systems is an
important part of making a high-level scan credible and will be invaluable when taking a closer look.
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Those whom you may want to survey include:

v/ people who use services and carers;
v/ participants in community capacity-building activities; 109
v/ parents, guardians, carers and families;

v/ community groups, including voluntary organisations;

v/ centrally-deployed employees and those in all related direct provision or support services;
v/ employees in other council departments and services;

v/ employees from external partner agencies;

/ elected members;

v/ the council's corporate management team or equivalent;

v/ trade unions and professional associations; and

v/ members of the public.

The remainder of this appendix is the advice of a professional statistician about how best to organise
and deliver surveys to a reliable standard.

DOING SURVEYS — GENERAL GUIDANCE

Aim - To provide numerical data on the experiences and perceptions of employees, service users, carers,
or other stakeholders.

ESSENTIALS

* You should issue enough questionnaires to support robust conclusions.
* The exact number of questionnaires that should be issued will depend on a number of factors
including:
v/ the total number in the population of interest;
v/ the likely response rate to the questionnaire;
v/ the required level of precision required in the results; and
v~ whether or not you require to compare different types of respondent.

* As arough guide, you should issue enough questionnaires to ensure at least 100 are returned.
This will mean that the overall results are generally reliable to within +/-10%.

* You should randomly select people to get a questionnaire. In some cases, it may be possible to
send a questionnaire to everyone in the population of interest.




How to do surveys

APPENDIX 2:
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OTHER POINTS TO CONSIDER

If you guarantee respondent’s confidentiality, their responses are likely to be more honest and
response rates are likely to be better.

Surveys can be conducted by:

v/ post — using paper-based questionnaires;
v/ telephone;

v/ face-to-face interview; or

v/ electronically, via e-mail or the Internet.

Each method has advantages and disadvantages in terms of cost and effect on response rates.
Some may be better for some groups than others e.g. younger people may be more likely to
respond to an electronic survey than older people may. Some of the methods may exclude some
groups, e.g. visually impaired people may not be able to complete a paper questionnaire.

If you think different categories of respondents will have different views, you can select a
minimum number of people in each category as part of building the sample. If you select different
proportions in different categories, then you will need to apply overall weightings appropriately
to obtain reliable overall results.

The questions asked in a survey have an effect on the results and their interpretation. Points to
consider include:

v/ Is the question clear and unambiguous?
v Do you need to define the terms you use in the question?
v Will different respondents interpret the question differently?

v/ Is the question unbiased or does it “lead” the respondent to give a specific response?

A closed question may be appropriate to obtain specific information (e.g. “have you attended a
training course within the past year?"). A more subjective question may be appropriate to obtain
qualitative information (e.g. “Rate the usefulness of the training course you attended on a scale of
110 6"). In some cases, a completely open question may be appropriate, although the results will
be more difficult to quantify (e.g. “Please suggest any improvements that could be made to the
training course”).

If time and resources allow, it is always beneficial to pilot a survey before running it. This will
demonstrate that the questions are worded correctly, are prompting people to answer the
intended question, are not superfluous, and help pinpoint what is missing.

SWIA has a range of survey tools to consult employees, service users, carers and stakeholders.
The most up-to-date versions of these are available for you to use, and you should liaise with your
link inspector to receive support with this.



OTHER WAYS TO GATHER EVIDENCE ABOUT STAKEHOLDER VIEWS

As well as structured surveys, you may use a range of other forums, procedures, and techniques to
gather stakeholders’ views. These often include:

v council and committee meetings;

v/ focus groups;

v/ one-to-one discussions;

v/ consultations on single issues, for example, policy development;
v/ targeted consultation groups;

v joint partnership groups;

v/ suggestion boxes or equivalent;

v/ inter-agency training forums;

v council complaints procedures;

v/ employees surveys and complaints procedures; and

v/ Visits by senior employees to services where they discuss the service with users, employees,
parents, and other key stakeholders.
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Using the PIM with EFQM and PSIF

APPENDIX 3:
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APPENDIX 3

USING THE PIM WITH EFQM AND PSIF

The Performance Inspection Model derives from the EFQM. Figure 1 shows how its parts relate to
those of the generic EFQM, while Figure 2 shows their relationship with the Public Services
Improvement Framework (PSIF).

If you are using the EFQM or a derivative like the PSIF as a corporate assessment framework, there
is no need to use the PIM as a tool. However, there are reasons why those who are evaluating social
work services using a generic tool should refer to this guide as a useful reference in making sure that
the right territory is covered.

As you will see, the generic EFQM and the PSIF models are very similar. Their common ancestry is
apparent from the ease with which the PIM maps onto the other models. However, you should bear
in mind some important differences when using the PIM and other iterations of the EFQM. These are
of two types, methodological in relation to how you apply the model and in terms of content and
coverage specific to a professional evaluation of social work.

METHODOLOGY

* The EFQM and PSIF use a scoring algorithm. This is not the case in using the PIM, where a six-point
evaluation scale has the same function. Both measurement systems essentially record the same
thing — evaluative judgements.

e The EFQM and PSIF attach a specific scoring weighting to each of the areas. The PIM also has a
weighting system, which are the guidance prompts that you will find at the start of some of the
areas for evaluation. This helps narrow the focus on to professionally crucial aspects of practice,
such as risk assessment and management in area for evaluation 5, as opposed to the whole area
having a weighting within the overall framework.

Overall, there are many more similarities than differences in how you carry out a self-evaluation using
these models, and they should all interface with each other very well.

CONTENT

The EFQM and PSIF are suitable for application across a range of services and contexts. Because of
that, their context is general, although in the case of the PSIF it is specific to public services.

The PIM is primarily about the services people get in the general domain of personal social work
services. Nowadays delivery of these is in a whole range of different permutations and by different
agencies in partnership, but they remain highly relevant to the social work profession.

What the PIM does is take the content that you can find in the EFQM and PSIF and provide additional
context for social work. That means that someone answering the EFQM or PSIF questions can locate
the corresponding material in the PIM and refer to that when answering generic questions about
professional social work services. In this way, the PIM does not compete with EFQM and PSIF but
complements them.



However, there are some aspects particular to social work that EFQM and PSIF do not focus on to
the same level as the PIM. These are as follows:

* Risk assessment and protection of persons — This is a very important issue in social work practice
that runs throughout the PIM, and especially in 5.4.

¢ Commissioning — in the context of social work ‘commissioning” has a specific meaning that cuts
across strategic planning, personalisation of social work services, redrawing the balance of care,
developing the social care marketplace, partnership with users, carers and stakeholders and
outcome-focused services.

* The PIM has ‘capacity for improvement’ as a specific area for evaluation. The EFQM has an
‘innovation and learning’ line that has the same function. The PSIF does not explicitly have this
content. Capacity for improvement is a very important quality and we regard it as an important
part of evaluating professional social work services.
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