RAFSING THE STANDARD

DELIVERING QUALITY

Beuer quality services do nou the regional eleciricity licence has meanrt thar residential
happen by accident. Lmprovement companies, generators and consumers have seen elephone
requires relorm, innovation and others 1o supply large users of costs {ail by 32 per cent in real
tough decisions. This chapler sews clecticity belps o ensure that terms since privatisation. Further
out how we will build on and the costs of UK industry remain fails in real rerms can be expected
extend our palicies of privatisation, competitive. [n the first year of over the next two vears.
conuacting-out, local government competition, the price of '
relorm, pay reform and public clectricity 10 many large Where comperition is nor practical
sector management reform Lo give customers Fel) i real werms (e or is slow o develop, regulation
cffect to the principles of the allowing for the etfects of cun ensure that the public interest
Citizen's Charter. inflation) by up to 15 per cent; is prowcted while promoting
o e efticiency and benefits w the
s e » profits instead of losses. CONSUITILT:
i—:.i}l; :1::‘;; l’;‘:?l() N Inst_ead of costly subsiclics
- A N for inefficient nationalised e waler privatisation has altowed
industries, the privarised us t0 separare responsibility

Benefits of privatisation cumpanies aow contribute 1o for setting standards from

_ o , the Exchequer by paying taxes respansibility for delivey.
In 1979, the nationalised industries on profits; A NASSIVC ITVeSITICNE
acconnted for almost 9 per cent of sra :
GIIP, Since 1979 we have privatised = lower prices for the individual. Ir‘)ai.se dfi[l:;(? [:; :s;?:rr ::::Lt:;
46 major bus?m:mcs eCounting for Brirish Gas domnestic prices have standards anct clean up rivers
about two-thirds of die former stawe fallen by 11 per cent since and beaches:
sector of industry. privatisation, und standing

charges by 20 per cent. And the

This has Ixenefited the aqlizen as price controt mechanism in 181°s
taxpayer and as consuner. [ Las
brovughu

¢ Improvements in quality of : A
service. Ninety-six per cent of Transfers of work irpolving civil Servants
public call boxes are now in
working order, compared to 77
per cent in 1987, Gas
disconncctions for debt have

When work is transferred from the Ciuil Service futo the privale seclor, i 13
clearly right that redundancy compensation shouid only be paid where a
genuine raduvduncy ovcurs. At thg mement, in sone circumstances,
critlement to redusndancy compensation may technically occur evest when

fallen dramatically and are employees continue to do the same fob, and on the same terms and |

now lower than at any fime conditions, foliowing transfer to the private sector:

since records were estublisiwed : _ '

over a decade ago; Previowsly, separate legisiation bas normally been introduced in each

privatisation i extinguish any passtble claim for compensiition wheré cial

* un increase i the mnge of Seanarits ratrifer ot of the prddlic service but do ot lose their jobs, o

services available to customers, cantinue in this way wonld seriously impede our future plans. New

Deregulation of the bus market leghlusion unll therefore be brought forward io solve this probiem on 4

ourside London has freedd the permanent basfs.

markel 1 respond 0 customer
requirements for bus routes,
frequendes and types of
SeTVICe;

« indusisial competitiveness. The:
cdevelopment of 4 compeatitive
elecrriciry generating marker
and the competition betwoeen




British Rail
privatisation

Privatisation is the mast
effeclive way to give customers
a fair deal. We expect to set
out our detailed plans in a
White Paper later this year,
based on these three principies:

* a presuvmption against
monopolistce structures;

» the ending as soon as
possible of BR’s monopoly
in the provision of
scervices; and

« the appointment of an
independent regulator 10
ensurc fair 2ccess to the
railway nctwork and fair
charging for its use.

Exposing the railways o 1he
disciplines of the privale sector will
be by far the most effective way of
making sure that passenguers got a
hener deal.

RAISING THMZE

Buses

During the 198(0s the Governrment
freed long~distance and local bus
segvices {except those in London)
from unnecessary regulation and
sold off the Nationat Bus Company
in the form of local bus enterprises,
many of diem o their own
managements. IF also formed
municipal bus operations into
companies and encouraged locat
authorities to start selling these, In
this way the Govermunent has
transformed the bus and coacl
industry, greatly improving its
efficiency and competitiveness.
Deregulation has produced an
expansion of both long-distance
coach and local bus services arl
has revoludonised the domestic
trave] market, making services far
more responsive to the needs and

STANDARD

wishes of the travelling public.
Passengers now enjoy « far wider
variety of operatons and services
than hefore.

We believe strongly thar the spur of
competition is the way to deliver
better, moce responsive services.

We now intend to exiend the
benefits of a deregulated bus
industry to London, so that
Londoners toe may enjoy greater
choice and variety of bus scrvices.
We shall ensure that socially
neeessary services continue to be
provided even if they are not
financially viable and that a
concessionary fares scheme will
conunue.

We will privatise London Buses
as soon as possible.
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» the limi¢ on the Post
Offick moriopoly will be
Ikovered from $1to a
‘of a first ¢lass stamps

The Post Office

The Post Office is an essential part
of Britain’s economic and social
life. Under the Citizen's Charter, we
are now bringing forward major
proposals for reforming the
structure of postal services, to
extend competition 2nd choice For
the consumer. The objective of our
reforms is 1o improve the range,
chuoice, retizbiliy andd value for
money of postal services. We also
plan to increase the power of the
customer 10 take action when the
service provided Falls hetow o
rcasonablc standard,

The Post Office can already lay
claim o being better than other post
oflices in Europe for the speed and
reliability of its letter scrvices. Iis
charges also compare favourably
with those overseas, even though it
operates without subsidies. There is,
however, further scope for
increasing efficiency, reducing costs
and improving standards of service,

 » improved scope for
contractors o trank
mail to Enal delivery
offices; :
= there will be clearer zad
more Jocal information on
b _

RAISING THE STANDAEBD

e remain fully committed to the
continued provision of letter
services which serve every address
in the Unijted Kingdom, and which
<fo so within an atfordable, unitorm
tariff structure. And we recognise
the importance which individuals
and businesses avach to this —
especially those living in rural areas,

Post Office monopoly

In 1981 we reduced the level of the
postal monopoly to £1. This action
led directly to the exponential
growth of the private couricr
inclustry, with substantial benefits to
business users in purticular, 1espite
dire warpings at the time of the
damage this would do 1o tie Post
Office, the Post Office’s letter traffic
has since grown by around 50 per
cent. We believe thar furdier
henetits to consumers would now
flow from an additional and
significant liberalisation of the
Joumestc postal warket.

We therefore propose to reduce the
Post Office’s letter monopoly from
its presen level of &1 10 & fevel
much closer ta that of the first class
letter stamp, This will reguire
legislation.
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A new regulator

We also believe thal the interests of
customers would be furthered by
creating an indepenclent regulator
with a wide remil. We shail bring
forward the necessary legislative
pruposals to give effect to this
change.

The Post Olfice ar present publishes
service standarcls and argets — for
example on the reliability of the first
class letier post — which it agrees
with the Post Office Users™ National
Council (POUNC). Pesformance
against those standards is
independently monitored on a basis
also agreed with POUNC. However,
we consider that it would be more
approprake for these standards and
targets to be set not by the Post
Office burt by the Secretary of State
lor Trade and Industry. He will be
advised by the new regulator, who
wil! also monitor Post Office
performance against the targets. We
shall introduce legislation to confer
these powers on the Secretary of
State.

TSI NG THE

The new regulator will also be
respuasible for making an
independent assessment of
complaints about Post Office
services. He or she will advise the
Seerclary of State an levels of
recress for service [alures and on
the level of access charges to the
postal network in cases where there
is a dispute. More gencrally, the
regularor wilk have rights of access
o a wide range of Post Office
informadon. We acknowledge the
vatvable role that POUNC has
plaved over the yeurs in
representing the interests of all
users of the Post Office’s wide range
of services. We betieve that it is right
for PGUNC to continue and w
develop a closc relatonship with
the new regulator.

Competition in the postal
network

There will also be further changes
10 benefit customers by bringing
greater competitive pressures to
bear on the Post Office:

» at un early stage, there will be an
extension of the existing
schemes under which the Royal
Mai otfers discounts to large
customiers who wish to pre-son
their mail before handing it over
10 the Royal Mail for delivery.
Customers will in fitture be able
to obtain disconnts not only for
sodting, but also for runking mail
1o the final office of delivery. To
this ¢nd the Post Office wili
provide access to the Roval Mail
focal delivery network on fair
{crms;

» later, we expect to grant
operators the same Aexibility to
sort and trunk mail for third
parties;

STANDARD

» we will 2lso consider requests o
license limited specizatist
services to provide some
competition within the Post
Office monopoly, such as for
the carriage of letters hetween
particular groups of customers.

In each casc, bulore the cbange is
intvoduced, the Secretary of Suae
for Trade and Industry will consult
widely on the effects through the
new regulator. He will satisly
hirnsell that the changes would
not undermine the Posi Office’s
ahilily o provide a nationwide
service within an affordable,
uniforsn taritf.

in advising the Secretary of State
on the progressive introduction of
greater competition the regutator
will be guided by the need to
improve value for mopey in the
interests of customers and

X [FAVErS.
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Roadwoi-ks

Delays caused by roadworks zre
always itritating, especially when
lanes appear 0 be coned off for no
apparent reason. In 1984 the
Government iroduced on a erial
basis a rechnique called ‘lane
rental’. This means that contractors
get a bonus if they work
exceptionally quickly and minimisce
inconvenience. They are penatisod
for slow work, Because of the
suceess of this approach the
Government will, under the
Citizen's Charter programime, usc
{ane rental in ol suitable ises

where there is risk of significant
delay w mororists. Eane rental will
be extended in 1992 to cover
half of all major maintenance
contracts with eventnal
extension 1o about two-thirds.

We will ensure that in all famre
lane rental contracts 2
maximum is stipulated for the
length of carriageway that can
be coned off at any one time,
stbject [0 meeling safety
requirements. We will also
encourage 1he use of mobile lane
dosure Le:chniques to minimise
delavs.,

STANDATRD

Streetworks

Euch year the utfives = the gas,
clectricity, relecommunications and
water COmpanies — Camy out
millions of works which involve
digging up raeds. This has, for too
fong, been a source of annoyance
and inconvenience to residents and
road users alike, despite the efforts
of some councils to co-ordinate
activity.

So as part of the Citizen's
Charter the Government will,
during 1992, bring in tough new
controls under the New Roads
and Strect Work Act 1991,

This will cnsure that streetworks
are:

» propetly planned and, where
appropriate, combined;

« hereer signed and prolected;

¢ carried out 10 demanding
standards and without
unnecessary delay.

The Act also gives the Government
a reserve power [0 penalise work
that takes longer than it should hy
the introduction of a charging
system, We will not iesitaie to use
these powers il necessary.



BUYING PUBLIC

SERVICES IFROM 1YL
PRIVATE SECTOR

During the 19805, many private
companics decided 1o concentrale
on their core businesses, and to
buy in services in which they had
no particuiar expertise from
specialist contractors. The
advaniages of this approach apply
at least as much in the public
sector. It helps to:

* sct standards. Buying-in
forces managers to specity
measurable standarcds of the
quality of service reguired,
often For the first time:

* monitor standards. Once
standards of service are
specified, consimens can
check that what is paict for is
properly delivered: and

* ensure standards arc met,
The work can be re-done il
NECESSATy dt 10 COst to the
Consumer.

The objective is tQ secure bener
value and better quality. Buying-
in from a contractor generally
means as good or better quality
services at substantially fess cost,
it is common for savings of 25-30
per cent to be achieved. Ris
gencrally a better way to conven
faxpayers’ money inlo consumers
ServiCes.

r

Where central government
secvices have been wested in the
mackct, 85 per cent of the work
has heen contracted out, with
overall savings on average of 25
per cent, By conmrasy, in local
authorities and health authorities.
maost market-tested work lias been

RALSTITNG
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retained to be carnied ourt hy stafl
direclly employed by the
authority.

We belicve that die provess of
buying public services from
private contractors is still only
in its infancy. We proposc to
move the process decisively
forward. There are great
powntial benefits to be had, both
in improved quality and lower
costs.

In central government, we intend
(o:

* reniove remgining obstacles to
saccessiiE] contracting out;

* subject. much more work cach
year ro market-iesting than has
cver been rhe case Delore.

‘We will publish a White Paper
this autumn setting cut in detail
how we intend to drive forward
contracting-out in both central
government and the NHS.

Awn Drrernal markel jor services

STANDARD

In the NHS, competitive
tendering has raised s1tandards of
performance, and released
substantial funds for direct patient
e, But, far too olten,
procedures have boen excessively
complex, and obstacles have been
ptaced in the way of privaie sector
tenderers. Tender documents and
contracts should do no more dun
set pur the description and
standard of scrvice required. As a
nile, there is no necd 1o specify
how that standard is to be
achieved. Documents which
specify detailed working methods
stifle innovanion and caterprise,
and deter potential tenderers, We
intend that procedures {or
coniracling-out in the NHS should
be greatty simplified and
streamlined.

We will also exiendt the scope of
rarket-testing in the NES. Services
such as distrthbution, warehousing,
ROM-CIETZENCY transpor,
document transfer and management
services will be pragressively
exposed to competition.

Toe JJ11 bas put its central support seruices an o marker basis. An increasing
number of contmen sevvices are now charged for at full cconomic cost,
making it very easy to compare the valite for monay offered by the internal
service with that available from outside suppliers. Maragers in 1be
department bave budgels that they can chonse 10 spend citber on interngi or
externad supplicrs. This is a good moded for vther departments and agencies

fo folfowr,

Government research estabisbmerds

The Government's civilian research establishments are being set up as Nexs
Sups cgencies within an internal market for research dand scieritific and
tachnolopicat support services. Funds for research on bebalf of the
Governmient are in ibe bands of the customer departnents wha ure free (o
shop around, both in the interral market and outside £, to el the best value

Jor money.
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RAISING THE STANDARD

1.OCAL AT'THTORITIES

Local authorities have historically
seen the diredt provision of services
to the community as one of their
major tasks. Llowever, we belicve
that now is the time for a new

approach. The real task for Tocal
authoritics les in setting priorities,
determining the standards of setvice
which their citizens should enjoy,
and [inding the best ways © meet
them. By concentraring on these
strategic responstbilities they will
enable their communities 10 enjoy
higher standards, more choice,
hetter value tor money and a greater
degree of mvolvanent in the
decisions which affect them. the
key waols by which we seck w
achieve this transition are
competition and accountability.

Competition

Allowing Lhe private sector to
compele Ko provide Iocal authority
services czn bring sigoificant
improvements in value for money,
either because the in-house work
foree improves its efficiency 1o
match the competition, or because
the private firm which wins the
contract can beat the in-house staff
on price and/or quality.

Some local avthorities bave led the
way In using the privatc sector to
deliver services to the consumer,
leaving the authority free 10
concentrate on planning the futice
direction of service delivery and on
setting quality standards and
monitonng the servioe i ensurg
that the standard recquired is
achieved. Towever. a nurmher of
aother authorities have persisted in
retaining al work in-house, We
have therefore had (o introduce
compulsory competitive wendering
for a significant number of services,
to enssere that kxal Expayers in all
areas share in the benefits which
competition brings.

But much remains o be done, The
Government is, therefore, looking
urgently a1 ways of extending
campetition further, We are
examining how best to extend
compulsory coraperitive tendering
to professional locsl awbority
employees such ag fawyers,
accountants, archileens and
surveyors. We intend 10 ensure that
private firms have a fair chance w0
compete for Jocal authority work.,
The Governmen already has
powers 1o prectude the focal
authority’s own work force from
carrying out certain activities, where
it fails to meet its financial
obligations or sccks o gain an
unfzir acvantage over the private
sector by other means. This couid
also be appropriate where an
authonty demonstrably fails 1o
provide an acceptable fevel of
service,

We are convinced that the widest
possible applicaion of compeliton
will benefit the local taxpayer and
consumer of services alike.




PERFORMANCE

AND PAY

The ways in which people are puid
n have a powerful ¢ffect on
improving performance. Pay
systems in the public sector need to
make a regular and direct link
between a person’s contribution W
the standards of service provided
and his or her reward. But of course
the iabel of 'pedormance pay” must
e be used, as has somctimes
happened in the past, 25 2 way of
dressing up what would otherwise
be unacceptable pay increases.

Action to achieve this objective has
heen taken across the public sector,

inCluding:

* new contracts for family doctors,
including payments for hitting
targets;

* general managers in the NHS
paid according 1o performance,
including success in tackling
wailng lisLs;

* in schools, heads and deputies
receiving more pay for improved
performance;

* exteu payments avaitable for the
best, classroom teachers,;

* in the Civil Service, performance
pay related to individual
performance for most staff;

* in the new agencies of
government, the chicl
executives’ pay related directly
10 performance and many chicf
execurives on short term
performancedinked contracts;

» narionslised industry directors
eligible for bonuses which
depend on the industey meeting
its service targets.

RA1I1SING THE STANDAED

But much more is required to make
the: links berween pay,
porformance, and quality of service
tighier and more effective. We want
IOy 562

* more delegation of decisions
on pay — the system of reward
must be closer to the
responsibility for the delivery of
a service;

* extending rewards for

purfonnance — and, equally
imponant, penalties for failure —
as past of the normul package of
pay and conditions;

* securing value for money for
the taxpayer by tight cost
control, with the net cost of
pedormance rewards paid for
by real productivity increases;

* ensuring that rewards for
pevformance are only given
when demanding quality of
service targets have been met.

Over the coming months we wanr
to see these principles advanced:

* we will urge the Pay Review
Bodies to take performance
nore into account in their
recommendations over
SUCCesSive reports, especially
for those in the NHS and tor
teachers, This does nol mean
thar 1thes Review Toulios should
recormnend a higher
increase in the pay bill
than they othenvise woudd.

But we: will expect the
composition of the
recommenclations ¢
change so thae a karger
proportion of pay would be
linked 1o performance:

* we will encourage the drive

wwards greater delegation and
flexibiiity in the Civil Service
(lo departments and agencies),
in the NHS Gthrough trusts);
and in education (o grant-
maintaimed schoanls):

+ in the remaining nalionalised

industries we will support
management’s efforts 1o
spread performance-related
pav, we want Lo see the
rewards of the wop
management of, for example,
British Rail and the London
Underground more closely
linked to the delivery of
improved services to the

travelling public.

scheme :

In the Driving Standards Agency a
#new bons scheme will mean that
bonus payments for driving
examiners and other staff will be
tinked to the length of waiting times

Jar driving tésts and to the number

of tests cancelled by the agency.
Comprensation is fxeid 1o members of
the putdic who suffer loss when txir
rasts drea cqncelled. Fouwear
cancellutions witl Hicrease the
muney anailable for siaff bomuses,




NEXT STEPS

As part of the drive towards more
husinesslike and decentralised
delivery of services, the executive
functions of central government ane
heing handed over 10 Next Steps
agencies. The agencies remain
within government, but they are set
up spedfically 16 deliver particulac
scrvices or products, such as driving
licences, passportts, social security
benefits and so on. There is 4 single
aamed individual — a chief
exceulive — in charge who is
personally responsible to ministers
for delivering the service,

There zre now more than 50
agencies, with more to come. The
aim s that all the executive activities
of government will, as far as
practicabie, be operating along
these lines by the end of 1993, Fach
agency has a frumework document,
which states thie job w be done, the
lines of responsibility, and the
extent of manegerial independence.
The document, which is published,
SCLS oUt in % semi-comtraciual way
the clutics and resporsibilities on
bath sides of the refagonship
berween minister and chief
execurtive. Through it, and the

corporate and annual plans which
support it, minisiers lay down
targets for the standards of service
which the agency is to deliver, ane
establish the chief executive’s
budget. Our aim is to atlosy a5 much
managedal independence as
possible, with reporting lines as
shiorg as possible. This is vital if we
are o release the flair and
innovation in the public sector that
bureaucratic stouctures tend ta stifle,

Agencies will fully comply with the
principles of the Citizen's Chaiter:

* agency stafl who deal divecdy
with the public will normaliy be
identificd by name;

* all agencies will publish and
display in pulilic offices the
standards of service which
individual clients and customers
can expect;

* all agencics will have published,
casily understood and casy-1o-
wste comnplaints procedures;

* all agencies will regutarly
consult customers and clicnis
about the services they provide,

RATSING T 11 E STANIDARTD

Freedom to manage

The best results will be achieved if
the staff can respond directly to the
nceds of their clients. It is one of the
main aims of Next Steps that, under
the direction of ministers, chief
executives should have the
authority and responsibility to
manage their agencics in the way
best suited to their customers* needs
and in order 1o achieve the
progressive improvements in
performance, guality of service and
value for money that are required.
The Government will introduce
legistation 10 remove echnical
impediments 1o the detegaton of
decisions about how the Civil
Service is managed.

A recent report by Lhe Efficiency
Unit has set out a number ol ideas
{or developing the roles of both
departnents and agencies in
support of ministers, Departments
must pravide well-informed and
authoritative support in order that
MINISIers can give agencics clear
smraregic direction; detenmine thie
finaneisl resources 1o be made
available: set rolust targets {for the
quality of service, finuncial
pesrformance and cfficicncy; and
call chiel executives 1o account for
their performance. Chicf excecutives,
o the other hancl, will have
mereased personal responsibility
and authority for nunning: their
onganisations in ocder to achieyve the
progressive improvements thar are
required,

As agencies' rack records are
astablished, they will be given more
delegutions and ttexibilitics,
provicled thar exsential pablic
cxpenditure contrals are naot
jeopardised. As a result of this move
to a more sirategic rofe for
departments, the numbers of civil
servants al the centres of
departments will be recluced.



RATSING THE STANDARD

NEXT STEPS SUCCESSES Quattty management in government
AGAINST TARGETS 1990/91

Since 1982, the Govermmant has beent urging Brivich Industyy 10 adopt a structured,
Driving Stxadards Agency sysiematic approach to sevvice and product quality. This involves deciding what
Target for 'L' test waiting times guabty to aim for, the quality that is mos! cost-¢ffective and uppropriate. and then

outside London, eight weeks against organising s33iems {o ensure thal it {s defivered and maintained. Some public sector
. bodies and parts of governiment depaviments (for example the Information
Tecbnology Services Agency in the Department of Social Security, the import
Licensing Branch of the DTF) are using the 8ritish Standard for quality
management (BS 57500 10 improve the quality of their work. We expect many more

waily of nine weeks znd cleven
weeks in the previous two years,
Rettersd by 9 per cent, Achieved

7.3 weeks. 10 follow.
Bistry The Charier Standard will be tailored specifically 1o quality of service in the prblic
Speed and accuracy targets for sector, and will provide o furtber ssimuls to raising standards,
handling both pre- and post-
completion applications bezten,

Abourt 98 per cent of pre-
completion applications handled in
four days Qargel 90.5 per cent),
helping to avoid house purchase
delays. Average for post-completion
applications seven weeks (target
eight weeks).

Employiment Service
Accuracy of unemployment benefit

payments 95.2 per cenlt 4gainst
arget 95 per cent,

DYLA

Faster response rate for licence
holders and telephone enquirers.
24 000 select numbers sold since
Christmas start-ug.




