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THE COMMISSION FOR SMART GOVERNMENT

The Commission for Smart Government is an independent initiative to consider how to make
public administration moreffective. The Commission is a project @overnUp whichis an
independent, noiparty research initiative that offers evidenebdsed solutions for all political
parties to adopt. The 12 workstreams are

Assessment What have been the standout successes and failures of recent
administrations, and what can we learn from them?

Best Practice What are the examples of best practice in the UK and around tt
from which we can learn?

Talent &Competence How do we equip civil servants with better skills, recruit and ren
to attract the best and incentivise success, and share knowledg

Project Management How do we ensugavernment has the right skills and systems in
to commissiand manage big projects successfully?

Finance How do we ensure stronger financial management, strip out cot
drive efficiency?

Structures How should we improve the current Whitehall structure, with its
yet overlapping centre and stiepadrtments, to make deciamaking
more effective and less bureaucratic?

Devolution To what extent should we devolve more power ancHaie&isigrio
local bodies, and how can this be achieved while maintaining a
role for the UKGovernment?

Accountability How can we make the system, including ministers and civil sen
well as agencies, regulators andlangit bodies, more accountab

Technology How can we deploy technology more effectively and rapidly to i
pubic services?

Data How can we ensure that decisions are evidseceand informed b
data?

Ministers How can we make ministers and advisers more effective in thei

Appointments How can we ensure that the appointments system attrbets tred

aligns with the Governmentos
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The Covid epidemic has not only deepened the challenges facing our country, which were already
profound. It has revealed that our system of public administration urgently needs a fundamental
overhaul. As politicians begin to focus on rebuilding, it icial that they do not pass over the
opportunity and the necessity to reform the machinery of government. For without change no
amount of ambition or rhetoric will be sufficient to ensure that policy goals are delivered.

The very scale of the taslacing government might encourage leaders to put the intricacies of
systemic reform aside. The view of the Commission for Smart Government is that this would
be precisely the wrong response. Itis because the challenges are so great, and the wortdhin whi
government is operating is changing so fast, gaternment must reform itself, or failThe
policy proposals we set out are all eible, but they are not modest. They are radical because
that is what is needed to ensure that government is equah®task and promises can be met.

The four words we have chosen to characterise the proposals in this docudesttategic,
capable, innovative andaccountable governmeni are straightforward to say and undgand
intellectually, but much more difficult to make a reality. Governments all around the world, even
the best, struggle with them.

But if we look at the UK, could we really use these words, hand on heart, to describe our system?

For all the heroicwork of so many across the public services, and achievements of which we
should be proud, the pandemic has shown that government here, over many years and regardless

of party, has not been strategic, capable, innovative, or accountable enough. Iflvemest, we

could have said thaieforethe pandemic, looking at the longstanding inability of our system to

find solutions to so many challengéssocial care, housing, skills, the relationship between
different levels of government, to name a few. Now we face immense and additional clgllenge
dealing with the deficit and debt, delivering net zero, truly equalising opportunity, making a
success of Britainds new position in the worl

Sq our first shared belief as a Commission is thefiorm can no longer be a niche debat e
engaged in largely by the likes of retired Whitehall mandarins or think tankers. It is one which
should be of deep interest to everyone in the political, public service and business worlds, and
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indeed to the public as a whole. It needs to extend acrtdss whole nation, and take in
government in Belfast, Cardiff, Edinburgh, and in England away from London.

Second, the starting point for thinking about reform, and the test of any reform proposal, needs
to be @oes this make government work better forth e people?6 Of course, this does not

mean ignoring technical but important issues, such as how government departments are
organised, data standards and HR processes, but it should always be clear why change is
supported by more than intellectual argumerdgad helps government do its job of making things
better for our society, especially those most in need of opportunity and a better life. This test
has two important consequences:

91 Different parts of government must work effectively together . This means
significantly shifting the current defaul t
activity and accountability being organised entirely separately. None of the big challenges
aheadd recovery from the pandemic, levelling up, net zero or global success will be
tackled successfully without breaking down Whitehall fiefldoms. They also require effective
partnership across tiers of government, between Westminster and the devolved
admhistrations, and between national and local governments. Parliament has a role to play
too, by organising more of its scrutiny around outcomes, rather than organisations.

T 6For t he peopaldgd emeaam thd Means strong attention to eajity
and diversity, making it a matter of serious substance, not gestures or fashion. It means being
honest about the ways services too often let down the very people in our society who most
need them It meansbeing willing to shift resources and raallg redesigrthose services so
that they support success and opportunity rather than respond to failure.

Third, reform needs to encompass the way all the players in government work ,

ministers, political appointees and public servants , and make their expénce of working

more positive and fulfilling. So, our approach is to look for ways that Ministers, as well as public
servants, can be more effective. We also believe strongly that government is only able to perform

for citizens if it is also a greataie to work. Reform should be a positive experience for those

who work in government. Narratives about o6 Wh
behind, not least because of the experience of Covid, with a shared realisation that there are
failings across our system of government that we need to fix together.

Fourth, in a world of enormous challenges and constantly accelerating technical cihasge,
impossible to be too radical. The story of government reform in this country and elsewhere
is far more often of missed opportunities caused by insufficient radicalism and persistence, than
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the reverse. We need to be cleagyed about the extent to which government is not working,

and where merely tuning up the current approach falls far shdrtivbat is needed. This is
particularly true of technology. With the pace of events and technological change accelerating all
the time, we simply cannot maintain an increasingly analogue government in a digital age. Can
we be surprised if, under tremends pressure, players in government improvise ways of
responding to the pace of events if the formal, proper, systems, are simply too slow and
cumbersome to work? The UK has at so many times in the past led the world in transforming
its government institubns to meet new challenges. It can do so again.

Last, but not leastye need a smart approach to standards . High standards in public office

are vital. Where they are perceived to fall, they stop government working properly and
undermine public confidee. But, as with equality and diversity, the focus should be on
substance, not form and process for their own sake. If processes intended to protect standards
are not intelligently designed, they risk impeding legitimate and pressing operational dethands
the front door is not open to bringing in the outside taleahd helpwhich modern government
needs, the risk is that the back door is sought. As we debate new governance to maintain
standards, we must ensure that its design and purpose enablesigoxa to be open to outside
expertise, not closed.

It is encouraging that the current Government is beginning to focus on the necessity of reform
required. Shortly before our launch, the Chancellor of the Duchy.ahcaster, Michael Gove,

sai d: oi f this Government i s t o' Juserécentlynthas o mu c
commi t ment has been reaffirmed. The Pri me M
Decl arati on, s ayi nwdnotasrarehdimiteelf,bu as a meares sfsldivening n o
the better Britain the? pliskignature atbegsice thé €abiaeh d d e
Secretaryds shows that bot h, rightly, see ref
faults whit are exclusively on the other side.

But Ministers surely know that they need to go further. For all its strong intentions and much
good content, our view, in keeping with our conviction about radicalism, isthaBtbev e r n ment 0 s
programme needs to bmore comprehensive and more ambitious.

Some of our proposals address aspects of government which are not addressed at all in the
Declaration, or certainly not nearly enough. On other aspects of reform, the Government is
right in its diagnosis and inteatis, but we offer proposals which are more developed or more
radical than those in the Declaration. We hope they will be seen as useful both by the current
Government and by leaders in politics and public service more widely who have an interest in
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driving real change in our country: they are intended to make government work better for any
future administration.

A strength of the Commission has been its openness to expertise and contributions from others.
The Institute for Governmerit®published workand expertise have been especially he)afut
wenotedPol i cy Exc han g em@®mneeadatiofSvaitimintérests Weset out to
develop existing thinking and be ambitious in our approach. Our working model generated
analysis and ideas througtstiinguished business and public service leaders working alongside
expert researchers. It sought to draw in experience from the corporate sector, public services
and overseas, through interviews, evidence sessions and discussiornstiveithgovernments.

We have held numerous evidence sessions, both public and private, and produced ten discussion
and policy papersall of which can be find on our websiteww.governsmarter.org

| would like to thank my fellow Commissioners for their dedication to this work over the past

year and for bringing their formidable collective experience and insight to bear. | would also
especially Ilike to thank t he Mi@madinand Rasearcto s P r
Director, Martin Wheatley, who have provided outstanding service, as well as Andrew Slinn,
Francesca Reed, Tess Kidney Bishop, Simon Kaye, and Adam Hawksbee who provided research
for our work.

The GovernUp project, which begann 2014 and which has poweredhe Commission will
continue The hope of everyone who has be@mvolved withthis report is that itwill catalyse
real change in our system of government, reform that should now bengerative for political
leaders who want to improve our country for the better.

Nick Herbert
Chair
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1. Strategic government

0 CreateaPr i me Ministerds Department, s CabireetaOffitei , ni ng a
to provide stronger support to the Prime Minister and Government in bringing departments together,
defining and delivering on strategic goals, and bringing about government reform.

0 Set up aTreasury Board in the Prime Minister's Departmented by the Chief Secretgyto

provide strategic direction and over ®éludiigt of t h
the current spending responsibilities of the Treasury . The Board would operate a befit-
class system of financial planninglan for Gove rnment , replacing the current spending review.

0 Scrap nearly all Cabinet Committees  and replace them with a small number of powerful
Ministerial Boards responsible for each of its main goals, overseeing strategy and delivery, allocating
resource against porities in a dynamic way.

2. Capable government

Priority and leadership

0 Build the concept dbringing togethd? theQivil Rervi€eelocal goveenment,
healthand others, across the four nations of the UK. Set up a Pi8#iwice Board, headed by the
Cabinet Secretary, and including leaders from its different parts.

0 Transfer the role of Minister for the Civil Service away from the Prime Minister , SO it gets
fulktime attention in a separate Cabinrednked role inthePrimeMi ni st er 6 s Depart ment ,
oversee arDffice for Public Service Effectiveness .

0 Make the Civil Service Commission a powerful talent management watchdog , instead of
a narrow regulator of external recruitment, headed by someone wittesiernal background.

0 Make Government reform one of the main priorities in the Plan for Government , with

Government reporting annually on progress on refor8et up a Government Futures Unit __ to
look 5-15 years ahead, selling its insight internationallyedsas informing UK government.
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0 Start making it happen right away : set up a small, powerful team, headed by a minister and
drawing in corporate expertise, to define and start the change process.

How departments are led and run

0 Turn Departmental Boards into genuinely powerful bodies through which ministers develop
effective policy, oversee delivery, and take key decisions on personnel.

0 Replace the Permanent Secretary role with a Chief Executive as the senior Civil Service
post indepartments, with a clear focus on strategy, execution, and organisational effectiveness.

Ministerial capability and ways of working

0 By exception, enable peopleto serve as ministers without having to be parliamentarians
with Privy Counsellor statusotallow additional talent to be brought in from outside government
and Parliament. Enable Parliamentary accountability through the creation of oral question
committees.

0 Allow each Secretary of State to create a Council of Advis __ers, |l i ke theuncllreasur
of Economic Advigrs, to bring outside expertise into the department.

0 Create a new Prime Minister ddoréplade Nal@asthaRrimeMi ni st
Mi ni sterdés working office and br i n @ElaCerdtre, mi ni st
Marlborough House, or on the redeveloped Parliamentary Estate.

Talent

0 Set up the Queen Elizabeth Il School of Public Service , a worldleading executive training
programme equivalent to leading business school offers in the private sectiora wampus base, in
which aspiring civil servants, public sector leaders and politicians will be trained together, based on a
redefined set of leadership requirements.

0 Introduce a technology requirement for all new SCS to demonstrate digital capabilities

before promotion _ as part of a wider package of core skills requirements for entering the 8CS
t he 6 SCS oSinchding anurdefacy and data managemeiimancial management
project/programme/portfolio management and substantial operational delivgrgrience outside
Whitehall. Existing SCS staff to mdbheserequirements within two years.

O«

Set up a Crown Headhunter to turbocharge the hiring of external talent. Make a reality
of the default assumption that all roles should be open to outside recruitment by dismantling current
process and cultural barriers to external hiring.
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Reduce the number of civil servants and increase pay , raising talent density.

Abolish outdated annual performance reviews  and develop an evidendm®sed system that is
focused on driving improvements, encouraging ambition and innovation. Emphasise candour and real
time feedback, and improving managers' skills in coaching.

Create shared Combined Crown Offices in strategic locations _, transforming the ambition of
the Beyond Whitehall programme to create greater shared capacity in pl&dasluding shared
commercial teams, digital platforms, and skills and training programmes betesteal government,
local government and other parts of the public service.

3. Innovative government

(@]

O«

Embed digital to drive transformation of services rather than just overlaying it on analogue processes.
Establismew Digital Task Forces with the remit to design and deliver new services , Where
necessary disregarding departmental boundaries, using #st l@igital tools, operating in the open,

with a new digitally enabled rewiring design agreed by spring 2022.

Create personalised mobile government access : just as gov.uk has become the store front of
all government services, regardless of departmentttso government should now offer a
corresponding HMG app , as the Italian government has or akin to the NHS app, with all non
health services available, including local services, to ensure greater personalisation of services.

Digitally enable government : mandate APIs in all contracts with a data component where
exposing the data is in the public interest, set a target to move all government services to the cloud
by 2023 with departmental and individual rewards for early adoption and speedy progress, difiyl iden
the top 10 datasets that should be maintained centrally for the benefit of the whole government and
appoint custodians to manage them.

Create aCrown Fellows scheme , a cadre of 1,000 talented people, recruited from inside and
outside government, todplaced in all levels of government across the four nations to power delivery
of the core priorities and support innovation.

Set up Joint Local Action (JOLT) teams _, bringing together talented people from all sectors to
carry out radical experiments in sdce design.

Set up an Amazon -like marketplace for government  in place of the Crown Commercial
Service to help innovators better offer new solutions and officials understand possible solutions.
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Scrap red boxes, other paper -based approaches to information flows, and outmoded
technology such as e -mails, in favour of modern workfloamanagement tools, to enable ministers

to manage better the flow of information and decisions to them, and to keep on top of departmental
performance.

(@]

0 Overhaul governm ent consultations , in favour of early engagement, with as much use of digital
as possible; openness to radical solutions; and a focus on how to make things better for the citizen.

4. Accountable government

0 Give each minister on appointmenta f or mal and public ®l&mgouti sSssi on
what they are expected to accomplish and with public reporting on performance.

Safequard integrity of appointments to non  -executive boards and Councils of Advisers
either by the Commissioner for Public Apmtments and Civil Service Commissioner respectively
or a new equivalent process, for example an appointments board including independent members.

(@]

O«

Create an 60Ofsted f or oj;awstactures anmual paegs dor dssassing s
depart metinenesHto cemnior standards, with published results, and with the assessment as

the principal measure of Chief Executivesd eff et

O«

Use Local Net Promoter Scores _ for governmentexperiment with a combined measure of citizen
perceptions ofpublic service in local areas to guide priorities for improvement and innovation.

0 Give every citizen access to government spending and performance data through the
government app, along the lines of Canadian and Singapore exemplars.

0 Set up tough PAC -style hearings to scrutinise the performance of metro mayors and council
leaderswith reinvigorated local audit _ generating ammunition.
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0The qual it ylegisative and execUtide irsstitutions has diminished in recent
year s. Policymakingé has becomMeoldgéds, pOediobea

As in other spheres, the UK has often led the world in finding better ways to run a government.
Particdarly at times of national crisis, it has innovated successfully. Putting a single department
(the Treasury) in charge of running governmer
naval failures in the Dutch Wars. The Crimean War and the weaknedgastic administration

which it revealed was a big part of the context for adopting the principle of recruitment on merit,

and further fiscal reforms. Both World Wars led to major innovation in the workings and
structure of government. Fiscal reforms Jea featured more recently too, through the
development of a systematic approach to planning and managing public expenditure from the
early 1960s onwards, through accountable buegdtling in the 1980s, to the more recent

adoption of resource accounting.

We argued in our initial paper last year that the UK was no longer at the leading edge. In different
ways, both the financial ratings agencies and the public have been signalling distrust. We pointed
to a lack of organisation and capacity to act stgatally, weakness in bringing about change
effectively, a lack of impetus, ambition and investment in data and technology, and outdated
approaches to managing people.

If these concerns were justified before the pandemic crisis, we pointed out thatljtihanany

respects, made them even more painfully apparent, particularly in the extent to which
government was unprepared for the c¢crisis, and
other comparable economies. Addressing weaknesses in the wayKhis governed is now

therefore a central challenge for our society.

0The instruction | was given by the Prime Mini
we had a verDameHKate Binghagnoal . 6

The expeience of the pandemic has also, however, generated some positive lessons: that it is
possible for UK government to move mountains. This has been apparent in the extraordinarily
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rapid design and implementation of the furlough scheme and business suppgndampmes, in

finding accommodation for all street homeless people and, above all, in the vaccines programme.

In the face of early assumptions that it would be years before mass deployment of a vaccine, the
UKOGs programme secur ed adulreef sufficienevacoimeste start masas d ma
roll-out before any other large countries, and the organisation of the vaccinations themselves has
been a masterpiece of rapid planning and-ooi.

Successful results on vaccination and other fronts have not been accidental. They have been
based onloing government wdll In the case of the financial support programmes, the ability of
government to implement huge programmes within weeks restedears/of earlier good work

on the design of HMRC and DWP programmes, and development of digital platforms. Tackling
street homelessness involved appointing a leader from outside government with strong
credentials, and a clear focus on moving quickly toeaehthe necessary outcome by any means.
Success on vaccines was achieved by being willing to set up gosin@ee organisation at speed,

and by appointing a leader with credentials in pharmaceutical research and investment. That
leader, Dame Kate Bihgm, has pointed out the importance of clear mandate, in her comment
quoted above.

Yet the Governmentds decision to tackle the ve
attacked before the success of the programme became apparentSumday Tinsdeader
guestioned Dame Katef6s credentials and wheth
outsider to her role® There were other attacks on her by the media and Opposition politicians,
illustrating the need to win over sceptics by demonstrated sgsc

If the weaknesses of British government, apparent before the pandemic, and further laid bare
during it, demonstrate the imperative of reform, successes over the last year tell us that it is
possible for government to achieve extraordinary successss the ingredients which make that
possible: clarity of purpose, organising to deliver, and looking for the talent to lead and staff
government functions from where it may best be found. Above all, these examples illustrate our
point that the test of whéher government works well or not is its impact on people: these
interventions were successful, not in some abstract sensdydause they made a dramatic
difference to physical and economic well -being.
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0The reform Hitler forced on Whitehall was wun
politicians nor the senior Civil Service tried or cared to devise its peacetime equivalent.

This represents probably the greatest lost opportunity in the history of British public

admi ni s tLordHenhnedsy. 6

As we complete our project, we can be cautiously optimistic that we are emerging from the
pandemic crisis, and moving into a new phaset this phase is no less challenging. The recovery
of the economy will take many years. The aftermath leaves maskallenges for the public
services, notably restoring the performance of the NHS in the treatment of other conditions, the
recovery of lost education, and backlogs in the justice sy$temt the same time, the
Government iscommittedto press on with the programme on which it was elected, notably
forging a new future outside the EU, net zero and levelling up.

With such a demanding agenda, government reform stands at a crossroads. There is no
inevitability about the impetus for reform created by the gamic surviving into the next phase.
Governmentcouldevert to type. As Whitehall historian Lord Hennessy chronicles, that is what
happened after the Second Wor |dkxpaiaand.talentddor e x
external recruits brought in tdackle the many difficult and unique challenges of waréwent

back to business or academia, and traditional beliefs among Civil Service leaders about difference
between government and other corporate organisations reasserted themskelves.

Alternativel, political leadersan recognise that the case for reforming would be overwhelming
without the pandemic; that the pandemic has both reinforced that case and demonstrated many

of the crucial components of it; and that institutional reform is at leastitad to the success of
government in the next phase. Indeed, it may be even more vital when the nature of the challenge

will be more hard slog than immediate existential threat. There must be no sensétisness

as usudwill be sufficient to managie phase into which the country is now moving, when it

was necessarily set aside during the pandemic. There is a better way to run a government, and
one which is vital for the nationds future su

As our Chair explains in the Introduction, our viel that the next few months will determine
whether or not reform is sufficiently ambitious in scope and radicalism to be on the right track.
As it stands, the programme is undeveloped on certain critical aspects. On others, it correctly
identifies the s$sues, but current proposals do not go sufficiently beyond incremental
improvement. It needs clear structures and accountability for implementation.
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Figure 1 below summarises our views about the strengths of the proposals in the Declaration,
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and about tle ways in which reform needs to be more ambitious.

The comparison leads us to a number of observations:

T The

Government 0s

on our other themes.

1 The balance between incremental charagel that which will be genuinely innovative and

proposal s

have a

transformative seems to favour the former, at the moment.

T Under

our four headi

the other elements

ngs,

t he

Figure 1: Government reform programme and how Commission proposals would
expand/support it

strong

Governmentds
Yet weaknesses in strategic capability pnocesses undermine the prospects for success of

Theme Government proposals Commission
1. Strategic 1 Evaluation Task Force In ourinitial papey we p o thent
government f  Annual Cabinet/Perm Sec meeting current failures of strategg
to review government priorities longstanding unsolved policy
§ Outcome Delivery Plans problems, lack of proper plans for
known future challenges, resilience an
lack of capacity for change
management. Thestor r en
example the widespread external
comment about the gap between
intentions and plans on levelling up an
net zero.
Our proposals are for radical
reform of structures at the centre
of government and the planning of
spending and activity, so that
action and resources are aligned
around identified top priorities.
2. Capable 1 Departmentaldelivery boards In our initial paper, we found that
government 1 Review of Civil Service governanc{ 0Government too often lacks the
f NED challenge of departmental | effective systems of management,
performance delegationpartnership, and
1 Strengthen ®vernmentMajor accountability which are needed for
Projects Portfolio effective performance, change,
1 Delivery Unit innovation and improvemertt.

f

t

0 (

h
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1 Government projects academy an¢ Government clearly recognises the
project delivery framework need for improvement on this front,
f Strengthened spending controls | and has included a large number of
framework specific measures in its Declaration
1 Training programme foministers
T 22k jobs outside London by 2030 | We make proposals about the
(Beyond Whitehall) leadership of change from the top
1 New entry routes for professionals| ©f government, to strengthen
from outside government leadership and governanc_e_ln
1 Encourage entrants with high departments, to engble ministers
demand skills to work more effec_tlvely, and to
1 Interchange with devolved open up Civil Service talent.
administrations
i Boost secondmentsut
91 Curriculum and training campus,
digital learning
1 Attendance/active participation by
officials in Cabinet Committees
1 Refresh apprenticeships strategy
1 Set durations for SCS appointmen|
1 Capabilitybased pay
1 New performance management
framework for SCS
9 Diversity and inclusion strategy
i Clear standards for all functions
1 Review of A m éemgthBody
effectiveness
1 Domesday Book of government
property
3. Innovative 1 Central Digital and Data Office I'n our initivhbatwasa
government {1 Single digital sign once cutting edge is now lagging behi
1 Reporting on outdated IT systems | Focus and investment have shifted,
1 Mandating interoperability ambitionhas dipped, and clarity of
{ Data openness purpose has dimmed.

It is clear fromits Declaration that the
Government recognises the need for
step change and is proposing some

correct measures on digital and data.

Our proposals, however,
incorporate a much higher level  of
ambition, on redesigning digital
services around the citizen, a

single Digital department like

many other countries, and on
procurement. But innovation is
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about people and ways of working
too. Our paper includes proposals
to enable people who work for
government to be more creative.

4. Accountable
government

1 Review of accountability

In our initial paper, we pointed to waysg
in which British government is not
accountable enough unclear definition
of responsibilities, nclear definition of
success an@tk of management and
outcomes data to monitor itand
patchy, often ineffective external
scrutiny and accountability.

Government is therefore right to want
to re-examine accountability.

Our proposals offer proposals for
consideration in that review, to
make ministers and the Civil
Service leadership of departments
more accountable and to open up
government to scrutiny and
challenge.
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In our ten discussion and policy papers, we have made a large number of detailed proposals to
help government work better. They are summarised on pa®é2. This section offers some

more explanation, under our four headings of strategy, capabilityyatien and accountability,

and links them to our other papers, where the proposals and the reasons for them are explained
in more depth.

More detail on these proposals and the evidence supporting them can be found in the
following Commission papers:

Designing government for a better Britain

How can government improve financial and business planning?

Why is government failing to dgbiragects successfully?

An underdeveloped aspect of reform?

Strategyd creating the systems and capability which will enable the government to set and stick
to a clear directiond is the aspect of reform which, we suggest, is ledsteloped in the
Governmentds current proposals as they have

Strategy matters because, without the right approach, the other elements of reform will be
ineffective:

1 Itis the best way of responding to criticism that the Government is trying to do too much to
do it well.

1 It is a vital foundation for reforms which address capability: capable to accomplish what?
Improvements to delivery and the management of peopledné® be anchored in
understanding of strategic purpose.

1 It helps drive innovation: again, understanding of strategic purpose guides decisions about
where to focus innovative digital transformation and new ways of working.
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1 Itis a necessary basis for effi@et management of the array of government major projects.
Its lack, we have argued, contributes to the lack of active management of the biggest, most
complex projects across governmefit.

1 It supports effective accountability, by enabling a clear presentati o f t he Govern
ambitions and providing a basis for effective scrutiny.

The Governmentdds June 2021 Declaration certai
of key el ements of steyteadgy.boultt otabodplseingpfr i & b e
more disciplined about priorities. It restates the new approach to departmental planning
announced in the 2020 spending review, with much more focused Outcome Delivery Plans
(ODPs).

The intent is clear, and the ODP approach should hegpatmentsbecome more strategic.

However, past experience, and corporate and international experience suggests that specific
reforms to systems and capabiligt the wholefgovernment levate needed to enable the
Government to set and maintaina clearsht egi ¢ pat h. The UKGOs mec
whole of government to pull together are currently too weak.

We share this view with others. In a recent paper, Alex Thomas of the Institute for Government

has sai d: 0Oa pri me mdtuneitrmttabows himeoe tebrsto set disectipnp o r t - ¢
identifies critical points for intervention and holds departments, their agencies and other tiers of
gover nment to account for running thRolitygs ef f
Exchangeds o€@ommis® found that: OReform to the
not kept pace with the compl exi t*yThadhasheeder n p
wi despread comment about the need to tmdansl| at
levelling up into a clear definition of what they mean and how they are to be taken forward.

Serious and respectable external observers are arguing that the Government needs urgently to
create a much clearer strategic bridge between strategy andractim two of its key priorities:

1 Lord Heseltine recently argued thaitevelling up becomes part of the political imperative
but there's no coherence or strategic plan behindit.Turning the levelling up ambition into
noticeable change for peopleiime parts of the UK affected by decades of poorer economic
performance is a vital goal for the Government. Yet not being able to get its wheels turning
convincingly is a real threat to its credibility.

T The Committee on CIl i mat edtlhemamntdegislaicn efthe Sixthd : 0 N
Carbon Budget set a clear direction, but these now need to be developed into a full strategy
for delivering the “"TeecCOBR2S Bresylendyésa greatopporfusitg t i o n
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for the UK to provide global dadership. Yet the increasingly noticeable gap between
i ntentions and action risks undermining our

What should the Government do about it?

Our view is stark. The Government cannot be strategic without organising its centpedeide
the necessary leadership. At the moment:

1 The Cabinet Office is wellesourced, with a budget of over £600m a year and nearly 6,000
staff (of whom six are of Permanent Secretary rank and 25 of Director General or equivalent
rank)® Yet structures are confused: providing ¢
programme, and overseeing reform of government effectiveness, are both vital tasks. They
are linked, but they are also distinct, and structure needs to reflect that. Ndosgse
corporate would attempt to separate strategy about goals and activity from the strategic
planning of resources.

91 Decisionmaking processes and ways of working do not support the Prime Minister and
Cabinet effectively enough in taking decisions, deedrby one observer with close personal
experiencsi mkss, omasitel y fig |l eaveséoften used
or territorial battl es. o

We suggest three bold steps to enable the Prime Minister to lead the Government in forming
and naintaining an effective strategy.

O CreateaPr i me Ministerds Department, streamlinir
Office , to provide stronger support to the Prime Minister and Government in bringing
departments together, defining and delivering on strategpals, and bringing about
government reform.

0 Set up alreasury Board in the Prime Minister's Department, led by the Chief Secrgtar
to provide strategic direction and ov,ersigh
including the current spending responsibilities  of the Treasury . The Board would
operate a besin-class system of financial planninglan for Government , replacing the
current spending review.

0 Scrap nearly all Cabinet Committees _ and replace them with a small number of powerful
Ministerial Boards rgponsible for each of its main goals, overseeing strategy and delivery,
allocating resource against priorities in a dynamic way.

Figures 2 and 3verpageshow (in simplified form) the current structures and the new
Department of the Prime Minister and Cabinet,
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Office, the Treasury Board and the Office of Public Service Effectiveness. The three proposed
compmments all support the three compl ementary &

1 A small, higipowered, personal office.

Y Support in defining strategy and policy and
priorities, making sure departmenwork effectively alongside each other.

1 Bringing about transformation in public service effectiveness.

The proposed structure is similar to Singapore, where units with similar distinct remits all form
part of the Prime Ministeros office.

Figure 2: Current structure of the centre of government

CURRENT
Treasury Cabinet Office

Chancellor

Chancellor|
of the

Other
Treasury
ministers

Prime
Other Minister
Cabinet

Office
ministers

Chief
Secretary

Duchy of
Lancaster

Cabinet
Secretary
and Head of
Civil Service

Head of pasionsl SISl No10 Chief
Secretariat Ll OpeRHNE of Staff
Adviser Officer

Permanent
Secretary
other
Perm DG public
Sec/DG spending
roles

Other Public
Treasury Spending
Directorates Directorate

Civil Service HR
Functions
Civil Service reform

Secretariats and National

Security Council

Note: highly simplified; excludes current special -purpose taskforces on Covid and borders
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Figure 3. Department of the Prime Minister and Cabinet

PROPOSED
Department of the Prime Minister and Cabinet

Prime
Minister

Secretary of

Chief Otherministers State fD.r Publig
Secretary Service
Effectiveness
Note:
The Chief Chief
Executive, Executive,
Treasury Board, Office of Chief Executive,
reports jointly to Chief 7 Prr‘me Office of Public
the Chie:f Executive, Mml‘ster and Service
Executives of the Treasury Cabinetand Effectiveness
Department of Board, and Head of Gvi and Governmen No10 Chief
th.e !’rim;e Government SEle Chief of Staff
Minister and CFO Transformation
Cabinet and of Officer

the Treasury

Office of the Treasury Board Office of Public Service

Effectiveness

(strategy, spending, delive

Figure 4 below sets illustratively how the Treasury Board would be organised.

Staffing:

- career civil servants

- people with subject
expertise from outside
government —
business, tech, other
parts of the public
service, charities,
universities.

Skill mix:

- technical experts

- strategic thinkers

- people who know how
to
plan/organise/monitor
resources and activity.

Figure 4: Treasury Board
Treasury Board

Chancellor
Chief Secretary to
the Treasury

Thematic teams Departmental account teams

etc
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It would supporttheGover nment 8s key strategic planning p
concept of which is summarised in Figure 5.

Figure 5: Plan for Government

Plan for Government

Working out across government as a whole how money and activity can rirakgs happen in ling

with the governmentods intentions:

1 Shift away from setting budgets department by department towards planning for outcome
intended i mpact s, maxi mi sing the combin

1 How spending can best be allocatectoss public bodies to secure the best impact, for exam
shifting resources from dealing with policy failure to preventing it; moving from a prin
emphasis on setting budgets for organisations towards allocating funding, across govern
a whole,for the achievement of outcomes.

1 How money can be invested in the short term to avoid wasting larger sums in the mediu
long term.

Detail inHow can Government Improve FHedaand Business Plarfiimgparticular:

1 What we should learn from corporates and other countrie(p6-36)
1 Recommended approach for the UK(37-45)

Figure 6 sets out how the new proposed Ministerial boards would work, and how their approach
would be different from the current Cabinet Committee approach. They would carry out two
crucial tasks:

T They would provide collective | eadership for
effective crosscutting working.

1 They would provideactive and effective management of the programme and project
portfolios which will form a major part of the delivery of each of the priorities.
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Figure 6: Ministerial Board$ Illustration

Ministerial Net Zero Board
(MNustrative)

Netzero team inTreasurv Key roles: Ministerial Board
B‘?a'_-d’ supporting * Define and prioritise tasks (Cabinet Committee)
R _bv' . needed to achieve net zero: long BEIS, MHCLG, DfT, FCDO, Defra
* Informing and shaping term, lifetime of Parliament, year
asingle Government by year.
:{:Ili_cv_view. * Understand and manage
. vising on resource lationship bet diff t
allocation. relationship between difteren Official leadership team (Perm Secs/DGs
tasks.
* Overseeing delivery « Allocate resources. R e

* Qversee delivery.

Key net zero projects/programmes

International
relations

West Midlands
transformation
pathfinder

Green
economy

Decarbonising
transport

Existing New

buildings buildings

(DT (FCDO) (BEIS)

(BEIS/
MHCLG)

(Mayor of West
Midlands)

This proposednew approach, with its stneg emphasis on planning and organising around priority
outcomes, has implications for Parliamentary scrutiny. The Government should encourage
Parliament to consider how it can scrutinise effectively, for example by developing its own cross
cutting scrutity structures.
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More detail on these proposals and the evidence supporting them can be found in the
following Commission papers:

Why is government failing to deliver projects successfully?

Departmental Boards: Boosting Reform

Instilling a higherformance culture in the Civil Service

Ministerseffective political leadership in government

The Government knows that current approaches are not good enough at translating intentions

into successful resultstsDe c |l ar ati on says: O0We wil!/ act
del i ver f°dhe Govierhnment eecognisés the importancttalented people.

tog

The Government has established a Delivery Unit, and the Declaration sets out proposals on

accountability, functions, project management, strengthening the role of government non

executives, and external partnership. It has aswphasised the need to get different parts of

government working togetherAs Mi c hael Gove said: OWe must

structures in government to deliver particular policies and projects where the accountability is

vested in a single lead mir@stand one senior responsible officéabut where the delivery team
is drawn from different departments and agencie§.he Declaration sets out plans for changing

recruitment, training, compensation, performance management and other aspects of talent
management. It recognises that the development of talent is important for politicians as well as

ministers.
Our proposals for enabling government to be capable address four aspects:

1 Priority and leadership : the step change in capability will not come about unless

government, at the centre, organises itself to make it happen. There is political commitment

from the very top. Our proposals would make sure that commitment is wired into the role
and workings dthe centre of government.

1 How departments are led and run : the governance and leadership of departments needs
to be overhauled. The Declaration includes commitments to address the way departments

are run; our proposals offer some specisigggestions
1 Ministerial capability and ways of working : our proposals buil

plans for better ministerial training and offer other ideas for enabling the Prime Minister and

ministers generally to work more effectively.
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1 Civil Service talent: the Dechration includes many sensible improvements. Our proposals
suggest ways of bringing about a step change ambition and impact, to put government on the
leading edge in managing people.

Priority and leadership

O«

Build the concept o § brinyihghtegetheruthe | Civit Ser8ieer lacal ¢ e
government, healtland others, across the four nations of the UK. Set up a Public Service
Board, headed by the Cabinet Secretary, and including leaders from its different parts.

0 Transfer the role of Minister for the  Civil Service away from the Prime Minister
so it gets full time attention in a separate Cabinet ranked roldihe Pr i me Mi ni
Department, which would oversee dbffice for Public Service Effectiveness .

0 Make the Civil Service Commission a powerful talent management watchdog
instead of a narrow regulator of external recruitment, headed by someone with an external
background.

0 Make Government reform one of the main priorities in the Plan for Government :
with Government reporting annually onrggress on reform.Set up a Government
Futures Unit to look 5-15 years ahead, selling its insight internationally as well as informing
UK government.

0 Start making it happen right away : set up a small, powerful team, headed by a minister

and drawing ircorporate expertise, to define and start the change process.

Far more people work in public service than in the Civil Service: in the NHS, police, local
government, school s, I n armds | ength bodies,
operating under contract. Whether someone working in public service happens to be a civil
servant, as defined in the legislation on the Civil Service, is entirely the product of history. If
government is truly to organise itself around citizens and places, itstete able to take a

view of its effectiveness across the whole of public services.

However, the Cabinet Office provides leadership only for the Civil Service. Government needs
to pay attention to the whole public service. Government should start tgamise its thinking

on effectiveness across the whole of public service. It should set up a board of distinguished
public service leaders, headed by the Cabinet Secretary, to set about this.

Our proposals above about strategy and delivery should agptyoizernment reform, as much

as any other priority. Reform will not happen by itself, without sustained clarity of purpose, a
clear strategy, and oversight of implementation. The Government therefore needs to adopt
reform as one of its headline prioritiegnd make it part of the new regime proposed above
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(page21-25) for ministerial oversight of strategy and delivery. It should report annually about
the progress it has made.

Reform cannot, and should not, be conceived as having an end date. Current plans need to be
pursued and brought to completion. By the tinteat has happened, there will be new challenges,

and new opportunities. Government should be on the front foot in understanding these changes

and responding to them. It should therefore set up a Government Futures Unit to thibk 5

years into the future. The Uni t 6s i nsight would hel-unrebui |
country, and elements of it could be exploited commercially through advice to other
governments.

We argued above (pagd9-20) that the current combination, in the Cabiné&ffice, of support

for the Government on its programme as a whole, and on Civil Service effectiveness and reform,
results in confusion of purpose and unclear leadership. We therefore propose that a powerful
minister, with Secretary of State status, shouwhd a separate Office of Public Service
Effectiveness in the Prime Ministerds Departnmn
This leadership role should be reinforced by transferring the formal responsibilities of the
Minister for the Civil 8rvice from the Prime Minister to the new rol&though the Prime Minister

should continue to put his personal authority behind government reform through occasional
powerful interventions.

We suggest the Governmentds c o nomedtthroeightthet o r e
creation of an independent institution providing oversight and scrutiny of talent and effectiveness.
The Civil Service Commissionds current rol e
recruitment to the Civil Service. This addses one serious risk to talent management and a
capable Civil Service, that otherwise people could be appointed because of personal connections
with ministers or senior civil servants. However, we agree with the Government that there are

other risks: excasive barriers to external recruitment, poor training, a lack of parity of esteem

for different disciplines. These need to be tackled under the leadership of our proposed Office

of Public Service Effectiveness, but there is a case for an independentegtoperating as a

critical friend across all aspects of effectiveness.
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Reorient and expand the remit of the Civil Service Commission
The new remit would be to:

9 Publish a regular and honest assessmepubfic servicecapabilityand risks to it.
1 Make legally binding recommendations to the Government on actions to be taken to ad
weaknesses.

In view of the expanded remit, the First Commissioner appointmentuthdoe of someone with
extensive leadership experience outside the Civil Service, with particular reference to strategic [
management.

Establishing the reform programme and reshaping organisations to support it will be a
considerable task in itselfThe Government needs to put in place clear initial leadership of a
project team. We suggest this should include a Minister of State, an official project lead and some
people with corporate experience (for whom existing government +eecutives could ba
source) to produce a transformation plan within three months.

How departments are led and run

0 Turn Departmental Boards into genuinely powerful bodies through which ministers
develop effective policy, oversee delivery, and take key decisions on personnel.
Replace the Permanent Secretary role with a Chief Executive as the senior Civil
Service post in departments, with a clear focus on strateggcution, and organisational
effectiveness.

O«

Non-executives achieve impact, both at departmental level and in-gogsrnment discussions.
Independently chaired audit committees work well, and outside formal processegxaauitives
contribute their experience and insight, in particular helping to address the tendency of Whitehall
di scussi omwpetratheond@ddord

With a small number of exceptions, however, the effectiveness of formal board processes is
limited, key constraints being the exclusiof mon-executives from the formative stages of
strategy and policy development, and the motivations and capabilities of ministers. Beth non
executives and ministers can feel frustratéd.
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Strengthen departmental boards

T

T

Give them formal responsibilitfor assuring the soundness of departmental plans and prg
portfolios.

Further strengthen and formaéishe role of nonexecutives intalent managemenhrough the
establishment of #e mco or oOPeopl e Commi t tegeeubivesiand top
officials can focus on ensuring the right people are in the right roles.
Set down the key elements of board effectiveness in amage statement and including boa
performance in assessments of departmental capability.
Invohe non-executives, alongside civil servants, in discussion withisters about policy|
devel opment on departmentsd® priority outc
Decide and documentdw the Secretary of State, lead naxecutive, and Permanent Secreta
lead and manage the work ofdfBoard, and the relationship with other governance bodies, shc
be decided between them and doc umeinisteesdhould
be carefully briefed and prepared for their Board leadership role and assessed on it.

The integity of nonexecutive board appointments should either be supervised by
Commissioner for Public Appointments or a new equivalent process, for example an appoint
board including independent members.

It is important that the role of the CiviService leaders of departments, currently Permanent

Secretaries, is clearly defined, and with the correct emphasis: on leading the departmental side of

the dialogue with ministers about strategic policy development; on ensuring the department
delivers itsfunctions effectively; and that its effectiveness is improved. This is, in practice, how

many Permanent Secretaries have operated, and the departmental assessments which we

propose (page 44-45 below) would provide the basis for consistent assessment hafirt
performance. But it now needs to be put beyond doubt that Civil Service leadership in the 21

century is something completely distinct from the courtier role popularisedhgyfictionalSir

Humphrey Appl eby.

Civil Service leader of a department should be called the Chief Executive.

Ministerial capability and ways of work ing

O«

O«

By exception, enable people to serve as ministers without having to be

parliamentarians , with Privy Counsellor status, to allow additional talent to be brought in

0 P ditte milsich éopstnot Soeveyrtte prafessiobal i s a
leadership which is at the heart of the role. We therefore propose that, as in New Zealand, the

from outside government and Parliament. Enable Parliamentary accountability through the

creation of oral question committees.

Allow each Secretary of State to create a Council of Advis ers, |l i ke the

Council of Economic Adwess, to bring outside expertise into the department.

Tr e


http://www.governup.org/
https://p4md.org/
https://beta.companieshouse.gov.uk/company/08472163
http://beta.charitycommission.gov.uk/charity-details/?regid=1154924&subid=0
http://www.p4md.org/privacy
http://www.governsmarter.org/
mailto:info@governsmarter.org

31

0O Create a new Pr i me MMimstesalt @Gentré sto i©glatel N asa n d
the Prime Ministerds working office and bri
QEII Centre, Marlborough House, or on the redeveloped Parliamentary Estate.

UK constitutional presumptions mean that it isalithat, in most cases, ministers continue to be
appointed from members of Parliament, most usually the Commons, but with some Lords
ministers too. However, we can see a strong case for supplementing Parliamentary talent with
appointees with specific egptise, to take responsibility for issues which would benefit
particularly strongly from a minister with strong background.

On some occasions, Prime Ministers have appointed expertPariiamentarians simultaneously

as peers and ministers. But this apach carries with it shortcomings, notably the tendency for

Lords ministers to take on factotum responsibility for answering in the Lords for their
department, and sometimes others, on issues well beyond their core'Brief

Another option would be to appmt genuinely nosparliamentary ministers. This would allow

for expert ministers while avoiding the problems associated with appointment via the Lords.

Al t hough this would be a o0consi deé&rAawithieords onst i
ministers, the House of Commons could develop mechanisms to ensure these ministers were
adequately scrutinised. For instance, t he BL
Standing Orders provide for a Minister of the Crown, whether or not a Membé&the House

[of Commons], to make a statement and answer questions upon it in a grand committee, meeting

in a | arge c’ Bome oftthe eontrovesyhis pastyear over the status and
accountability of David Frost, Dido Harding and Kate Bingbaald have been avoided if it had

been possible to appoint them straightforwardly as ministers, with mechanisms for Parliamentary
accountability.

Generally, UK ministers have had limited scope to make their own appointments to advisory
roles. In princite, they are limited to two special advisers, though that limit seems often to be
breached? There have been other routes for making personal appointments, notably the
appointment of specialist advisers for up to two ye#rsSince the time of Gordon Bnon,
Chancellors have appointed a Council of Economic Adviéerdn 2013, the Coalition
Government offered Secretaries of State the option of setting up Extended Ministerial Offices
(EMOs). Takeup was initially slow, it is suggested because the pros@sscumbersome and
some required features were not attractive to ministérsHowever, after the 2015 election, five
offices were establishedl only for Theresa May to remove the option after she became Prime
Minister in 2016?¢
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Despite their brief history, there is some evidence that EMOs enabled new kinds of talent to be
brougH into departments, distinct both from the career Civil Service and special adviséfs.
therefore propose that all Secretaries of State should be able to appoint (in less bureaucratic
language than EMOs) a Council of Advisers. There should be a mirofmegulation, in keeping

with the intended purpose of enabling ministers to secure very specific personal support which
they need. We suggest:

1 A cap of six on the number of advisers.

1 A clear definition of their role, as distinct from spedalvisers: that they are to be appointed
to support ministers either on specific topics, or on aspects of departmental effectiveness
(for example) digital which are of particular ministerial interest.

1 Their appointment is linked to the tenure of the Secmgtaof State (though an incoming
Secretary of State could retain advisers).

1 Obvious bars are applied: close family, pecuniary or other inappropriate relationships with
the Secretary of State or other miniesiters, ;
relation to criminal records. Improper behaviour by a minister in using their appointment
powers should be a breach of the Ministerial Code.

1 The integrityof Council of Adviser appointments should either be supervised by the Civil
Service Commissiomeor a new equivalent process, for example an appointments board
including independent members.

10 Downing Street is an outstanding historic building at the heart of Westminster, and highly
suitable as the personal residence and ceremonial base of thee MMinister. However, our
evidence sessions and the experience of Commissioners who have worked there lead us to
suggest it is not a suitable location for his working offfcélthough ministers spend some time

in their Parliamentary offices, near toateother, their main offices are in departments. Creating

a single office for ministers, such as the Beehive in New Zealand, would help build a sense of team
across the Government, and symbolise the commitment to breaking down organisational barriers
andworking together on the main priorities.

Creating a single modern workplace for the Prime Minister and other ministers would be a
power f ul symbol of the Gover nment dgeverdnment.e r mi n a
Options for location include the QIECentre, Marlborough House or the Parliamentary Estate.

The latter is being refurbished, and, since ministers need to spend significant time there anyway,

and have offices in the Parliamentary EstHitere is an obvious benefit in terms sécurity and

cost to locating their main offices there.
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Talent

O¢ O«

O«

Set up the Queen Elizabeth 1l School of Public Service , a worldleading executive
training programme equivalent to leading business school offers in the private sector, with a
campus base, iwhich aspiring civil servants, public sector leaders and politicians will be
trained together, based on a redefined set of leadership requirements.

Introduce a technology requirement for all new SCS to demonstrate digital

capabilities before promotion _ as part of a wider package of core skills requirements for
entering the SCSt he 06 S C Sdigluding numeratydand data managenfamncial
managemenproject/programme/portfolio management and substantial operational delivery
experience outside Whéhall. Existing SCS staff to mabeserequirements within two
years.

Set up a Crown Headhunter to turbocharge the hiring of external talent . Make a
reality of the default assumption that all roles should be open to outside recruitment by
dismantling current process and cultural barriers to external hiring.

Reduce the number of civil servants and increase pay |, raising talent density.

Abolish ou tdated annual performance reviews _and develop an evidendmsed system

that is focused on driving improvements, encouraging ambition and innovation. Emphasise
candour and realime feedback, and improving managers' skills in coaching.

Create shared Comb ined Crown Offices in strategic locations , transforming the
ambition of the Beyond Whitehall programnte create greater shared capacity in plaées
including shared commercial teams, digital platforms, and skills and training programmes
between central geernment, local government, and other parts of the public service.

The Government has indicated that it wants both to improve both ministerial trainingtand
adopt a more systematic approach to Civil Service skills and training. We suggest that there is
actually a very strong case for bringing together the training of emerging talent from all parts of
public service through a single programme.
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Queen Elizabeth Il School of Public Service

Core skills for senior leadership should include: Strategy; Digital transformation; Portfolio managge
financial planning; Significant operational delivery experience (in a delivery agency, local goverr
in the private sector)political astutenessyrganisational and change managemeotdate, leadershig
training has placed insufficient emphasis on management skills.

In order to cultivate these skills, government should work with a leading acadestitufion to

establish a global Executive Masters of Public Administration. An interdisciplinary, international p
for advanced leadership development, pooling the best research and faculty from around the w
should teach leadership throughridson problem solving on reakorld casesrom the public sector
and corporate world leveraging peeio-peer learning It should be offered to political ang
administrative leaders alike from across international, national, regional and local government.

There should be a particular focus on digital transformation, applying leedgggthinking in digital
disruption from the top business schools to a public sector context. Working with a business sc
would allow for some mixing with those on exetust MBA courses on certain modules, which coul
help to break down the cultural barriers between the government and the private sector. A
programme along these lines, targeted at a sufficiently senior level, would also help to encourag
interchange ofalent and ideas between different parts of the public sector, whether civil service &
ministers or Whitehall and local government. It could help to address the deficit in management
amongministers and in the senior civil service before thench the very top roles.

Realisinghe promise of digital transformation will require a major commitment to raise the
digital acumen, or O0TQd6 of the civil service.
pervasiveness of their impact, requires the full engagement of the wenoierdeadership team,

each one understanding their role in the transformation and feeling confident in execution.

All new senior civil servants should be able to demonstrate knowledge of how to lead the
implementation of technology, digital procurementata management, and understanding of
relevant new and emerging technologies, including artificial intelligence, and how these can be
deployed ethically to improve efficiency and service delivery for the citizen.

This should be part of a wider packagfecore skills requirementd t he 6 S C Soingludangh d ar d &
numeracy and data managementinancial managementproject/programme/portfolio
managemen@nd substantial operational delivery experience outside Whitehall. As a condition

for promotion to the SCS, officials (and external applicants) must be able to show relevant
capabilities through a combination of accredited training and experience. Appointments without
meeting the 6SCS standarddé shoul d bestabdarde x c e pt
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withintwoy ear s . An O6Advanced SCS Standardd shoul
Director General level and beyond.

The Governmentodés approach to recruitment cur
increasingly being outpaced the wider public sector. hinouse headhunterldk nown as 06 Tal
acgui &isakeydumdiion in the corporate sector, based on understanding the sector, and
actively seeking out the best talent.

Crown Headhunter
In-house capability, whickould:

1 Energetically seek out external talent in both private and public sector, for both Civil Service
and public appointments.

I Manage relationships with external headhunters to ensure they are incentivised to open up t
pools from more divese professional and social backgrounds.

Current pay frameworks can be a constraint in hiring or retaining exceptional people, especially

in roles requiring specialist skills, such as project management or digital. The gap between Civil
Service payand the private sector is widening, and the salaries of civil servants are also
considerably | ower than their equivalents 1in
Commission on government reform has argued, it is necessary to increassecints pay in

order to be competitive in the marked and this may be most straightforwardly achieved by
reducing the number of civil servants overall. We agree, and would go further: it is desirable in
any case to i mpr @thecorcentation df ligh penfdrmirg) stadfs thé cyvid
service. The progress of departments in 1 mpr
the new capability reviews.

Annual reviews are a poor means of driving future performance, and are imogéadbeing
abandoned in the private sector. The forthcoming review of performance management should
radically overhaul the current system, based on three fundamentals: collecting better data on
performance, recognising success and driving improved pegioce

This must be informed by analysis of leadedpge practice elsewhere, behavioural insights and
rigorous internal research and evaluation. Individual performance assessments should be linked
to clear evidence of impact, but linking KPIs for teamlgtao closely to personal performance
management risks disincentivising ambition and innovation; a more sophisticated approach is


http://www.governup.org/
https://p4md.org/
https://beta.companieshouse.gov.uk/company/08472163
http://beta.charitycommission.gov.uk/charity-details/?regid=1154924&subid=0
http://www.p4md.org/privacy
http://www.governsmarter.org/
mailto:info@governsmarter.org

36

required. The complex policy and delivery challenges facing government require departments

and different parts of the public service to work together. They need to be addressed through
models of resource allocation and accountability addressing barriers to effective joint working in

the UKOs current strongly department al approa
model . They could be appl i erdrtidsdikemet teco andh e Go:
levelling up, and to longstandiryicked issueslike homelessness and the rehabilitation of
offenders. There have been successful innovations of this kind in response to the pandemic, like

the Border and Protocol Delivery Group. The Treasury has been looking to support such
approaches through its Stel Outcomes Fund.

Joint Ventures 6 how they work in New Zealand

The Public Service Act 2020 provides new legal structures for:

1 Odnterdepartmental executive boardsvh o s e pur p os e -ordinate pobcy, alannirg
and budgeting activities for two or mor e

T ol nterdepartment al ventur esog, to deliver
more departnents:

f 6Joint operational agr eement perative and cpllaboratived
wor king arrangements between public servi

1 Functional leadership, similar to the UK functions, giving specific authority to certain chief
executives to lead functions across government.

Example: family and sexual violence

1 A Ministerial group, led by a Justice minister, with representation from the ministries of Socia
Development, Mori Development, Children and Seniors;

1 Governance by the Chief Executives who currently sit on the Social Wellbeing Board: the
Department of Prime Minister and Cabinet, Children and Families, Health, Maori Developmeg
Social Development, Education and Justice;

1 Support for the Chief Executivédsom a Director and dedicated business unit;
1 Ajoint venture Budget allocation of over NZ$200m;

1 Bespoke arrangements for advisory input from the Maori community and external experts.

Detail inDesigningovernment for aetter Britainpp.28-30
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More detail on these proposals and the evidence supporting them can be found in the
following Commission papers:

Better Digital Goverami: Obstacles and Vision

Better Digital Government

Designing government foetidy Britain

Smart Devolution to Level Up

Instilling a higherformance culture in the Civil Service

Minisers: effective political leadership in government

Learning lessons from the pandemic, the Government is clearly committed to improving its use

of technology and dat a. Mi chael Gove has sai
responds effectively and rapidly, and in the same tailored fashion, as the digital platforms citizens
have bec orffeSpaciiceammitnentsdin the Declaration include a Central Digital and

Data Office, a single sign for all government servicespandatory reporting of the risks and

costs of outdated IT systems, and interoperability for all new systems.

This approach and the Commi ssionds, as set ou
very closely aligned. In this paper, we both ssggpecific ways of giving effect to changes which

the Government has signalled, and make additional proposals to boost further the ability of
government to create innovation through digital and new ways of encouraging innovation by civil
servants.

1 Embel digital to drive transformation of services rather than just overlaying it on analogue
processes. Establistew Digital Task Forces with the remit to design and deliver
new services, where necessary disregarding departmental boundaries, using thedigieesit
tools, operating in the open, with a new digitally enabled rewiring design agreed by spring
2022.

1 Create personalised mobile government access : just as gov.uk has become the store
front of all government services, regardless of departmentth®government should
now offer a corresponding HMG app , as the Italian government has or akin to the NHS
app, with all norhealth services available, including local services, to ensure greater
personalisation of services.

1 Digitally enable government : mandateAPIs in all contracts with a data component where
exposing the data is in the public interest, set a target to move all government services to the
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cloud by 2023 with departmental and individual rewards for early adoption and speedy
progress, and identifyhe top 10 datasets that should be maintained centrally for the benefit
of the whole government and appoint custodians to manage them.

1 Create aCrown Fellows scheme, a cadreof 1,000 talented people, recruited from inside
and outside government, to be plate all levels of government across the four nations to
power delivery of the core priorities and support innovation.

1 Set up Joint Local Action (JOLT) teams , bringing together talented people from all
sectors to carry out radical experiments in servicesdg.

1 Set up an Amazon -like marketplace for government in place of the Crown
Commercial Service to help innovators better offer new solutions and officials understand
possible solutions.

1 Scrap red boxes, other paper -based approaches to information flows, and
outmoded technology such as e -mails, in favour ofmodern workflon-management
tools, to enable ministers to manage better the flow of information and decisions to them,
and to keep on top of departmental performance.

1 Overhaul government consultations , in favour of early engagement, with as much use of
digtal as possible; openness to radical solutions; and a focus on how to make things better
for the citizen.

Commission for Smart Government Principles for digital government
FromBetter Digital Governmen?

In our discussion paper we laid out a number of principles that we believe should guide digital
services, including thenportance of:

Designing services for usersodé privacy, te

Focusing relentlessly on the usersd need

!
ll
1 Adopting a O6test and | earnd approach to d
1 Setting clear and open targets for success;

l

Working in the open, ideally auditably and under clear governance arrangements.

From the proposals in the Commissionds policy
particular importance.

Firstestablishing new Digital Task Forces with the remit to design and deliver anew selected
crosscutting services that are currently run by departments, and build clmagkd government
services from the ground up, focused on the needs of citizens, communities and businesses.
These should be @rseen by a minister, with a Permanent Secrefamel official in charge,
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supported by a higlealibre Chief Digital Officer. To be effectiv€ask Forceswill require
specialist recruitment, ringfenced resources, and power to change how departments are
currently working, including legacy systems.

Second,as an increasing proportion of internet usage and citizen engagement with services
happens online, the Government should develop an-tasyse, mobildirst app the gateway to

all governmenservices from tax paying to benefit receifrom parking fines to passportsLhis

is likely to be a single digital facadestrvices run by central government, local government and
other parts of the public serviceThere should be a consistenser jaurney, design and feel for

all government services.

Third, the Government needs to fix sontechnicalbut critical foundations for theind of digital
government that citizens have come to expedhe centre of governmenheeds to set digital
standard, and departments need to follow them:

1 Make sure different digital services can interact with each other o for example a
vaccination administration centre sharing
The Government needs to mandateodern standardised API&pplication programming
interface$ in all contracts with a data component where sharorgrocessing the data is in
the public interest.

1 Make rapid progress on cloud computing , with benefits including increased efficiency,
reduced demands on IT resources, flexibility, collaboration across departments and safer file
sharing. The Governmentshould set a target to move all its services to the cloud by 2023
with departments and individuals rewarded for early adoption and speedy progress.

1 Create, clean up, and make accessible important data sets . The Government needs
to set standards for the eshange and verification of data across government. It needs to
fund new infrastructure to improve data quality. It should identify the top ten datasets
those linked to its policy prioritie® and put people in charge of managing them for the benefit
of government as a whole.

To deliver the promise of levelling up and achieve challenging carbon reduction targets,
government will need to focus talent at the local and regional level and disrupt current ways of
working, because incremental change will bet sufficient. We propose cadre of 1,000

0 Cr own F aninfusiom$h@hly effective people drawn from across the public and private
sectors, academia and the third sector, able to bring their skills and varied experience to bear in
catalysing change in the areas of most urgency.
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The Government should test new ways okorking, with a particular emphasis on
experimentation, and understandingJandt i mpcal
Action Teamsd ( JOL Taganisational] pthce bbasedjoind westures,

bringing together local government, the local presence of government departments,

|l i ke DWP, armdés | ength bodies, healt h, the p
depending on the issue being tackled. At least as important, they would harness the insight

and effectiveness of local business andttirel sector.

JOINT LOCAL ACTION TEAMS (JOLTS)
Purposes:

(1) to bring together all parts of government, and local business and the third sector, to desig
deliver innovative and successful local approaches to national priorities. For example:
1 (net zero) d home energy retrofit, decarbonising transport.

1 (levelling upp transformation of adult skills provision, housing regeneration.

JOLT teams will have a clearly defined mission based on desired outcome (for example
carbon reduction or increase in regional GVA) and geographic scope, fit for their individual
purposes.

(2) to spearhead new style of government: collaborative, innovative, agile, unbureaucratic, har
people with a wide spectrum of professional and persdizedkgrounds.

JOLT teams will draw on talented people in cities and regions from a wide range of social
and organisational backgrounds, and on civil servants in new regional hubs. Central to
their approach will be experimentation, test and refine, with le arning informing their own
work and delivery elsewhere.

The main elements of JOLTteams 6 wor k wi | | be:

9 Strategy : working out how to deploy resources and activity to bring about the intended outcon
resulting in a defined set (portfolio) of projects Wwitplanned outputs, together achieving t
outcomes. For longer term outcomes, there will need to be interim measures of achievemer

9 Innovation: the project portfolio should include some innovation and experimentation, V
necessary checks and controls tnderstand success or failure at early stages and correg
necessary.

91 Delivery: overseeing the delivery of projects, taking action to address underperformance, g
a dynamic but controlled way.

i Evaluating performance to refine the strategy : through periodic reviews based of
monitoring and evidence, adapt strategy to shift resources and activity towards most succ
approaches.
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9 Partnership with business and local institutions : making the most of thénsight, resources
and capability of local firms, universities and other institutions

1 Citizen and community involvement and ownership  : building public consent and achievi
visible impact through, for example€be si gn t hr ough c i ttihgzcenmrarity
groups involved in delivery.

Funding and accountability

These are ideas for an initial, pathfinder, phase. If successful, the approach should become bu
usual for much local activity, and would likely require a diffeegagroach.

1 A single political and single executive leader (the latter with Accounting Offjper role).
Flexibility to mix and match across public service, for exammro mayor and senior civil servant
minister and council CEO.

1 Leaders chair boardbringing together main public sector players, business and the third se
according to mission and local opportunity, providing direction, oversight and visibility of the pr
to participating organisations

1 Resources pooled into a single budget.

1 Pubic accountability via open publication of financial and performance data and a scrutiny p
linking into national audit and accounts process but with strong local involvement.

Detail inDesigningovernment for aetter Britainpp.31-33

Procurementof digital services and prodigcheeds to be radically improved, reflecting the fact

that the majority ofservices will in future be digitalgnabled. Government organisations have

been too slow to adopSaaSnodels(software distribution modelin which cloud provideshost

applications and make them available to end users over the infer@vernmentrarely uses

and modifes alreadycreated platforms in other countries f o r exampl e Denmar |
management platform.

The problems associated with procurement extend to Aechnology products too. To that

end, the Government should use tlogportunity provided by the Procurement Green Paper to
rethink the effectiveness of the-Glouddt he Cr own Commer ci al Servi ce
sector customers to purchase clodshsed computing servicedt should explore how to set up

a more openAmazonlike marketplace for government, that allows more technology companies

to access government opportunities, and for officials to access a wider range of possible solutions.
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This would entail a fundamental-design of the approach to tendering, coantt design and
payment models that go alongside this marketplace.

The way departments provide ministers with information and secure decisions from them is
outdated and does not realise the opportunities for modern technology to improve deeision
making ad enable ministers to work more effectively. Whether through continued reliance on
papers in traditional red boxes, or outdated electronic processes likeadls and the circulation

of PDFdocuments, current processes too often are cumbersome and invotyle overheads and
distraction for both ministers and officials. Modern workflow applications, adopted corporately
by departments with appropriate protocols and safeguards, would make it easier for ministers to
have clear visibility of departmental penfieance, interact with officials, special advisers and
others flexibly and efficiently, and ensure proposed action is soundly based, for example with
properly completed business cases.

Finally, government ds tradit i owulsotietyapoptpaicyc h t o
and service design is outdated and ineffectivi. is too much characterised by formal
consultations, which take place too late in the policy development process to allow genuine
challenge and enable government to be open t@uative ideas, and really informed about the
experiences of citizens and businesses. If consultations generate any value in return for the
resources put into them, it tends to be fiAening rather than fundamental rethinking.
Departments should:

1 Begirengagement much more in the formative stages when big questions are still unresolved.

1 Base the process much more on asking open questions about how respondents would bring
about a stated outcome, rather than a critique of detailed proposals developetiein t
department.

1 Focus on the impact on service users and citizens, using digital and other modern methods
to widen the discussion beyond the usual suspects, for example to small businesses, small
local voluntary organisations, and citizens themselves.

Formal, legal, consultations are often required by legislation. They are also an important means
of managing risks of legal challenge. They will need to continue, as important compliance
mechanisms. However, better engagement and openness to new thiakiearlier stages will
inform them better and lessen the risks of controversy.
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More detail on these proposals and the evidence supporting them can be found in the
following Commission papers:

Designing government for a better Britain

How can government improve financial and bp&nessy?

Smart Devolution to Level Up

Instilling a higterformance cultuirethe Civil Service

Ministers: effective political leadership in government

1 Give each minister on appointment a formal and public 0Commi ssi on Lett
laying out what they are expected to accomplish and with public reporting on performance.

1 Safeguard integrity of appointments to non -executive boards and Councils of
Advisers either by the Commissioner for Public Appointments and Civil Service
Commissioner respectivelpr a new equivalent process, for example an appointments board
including independent members.

T Create an 060fsted f or gfoavseucturedeamtiapracesp farr t me n t
assessing departmentsd effectiveness to comr
the assessment as the principal measure of C

1 Use Local Net Promoter Scores _ for government experiment with a combined nasure
of citizen perceptions of public service in local areas to guide priorities for improvement and
innovation.

1 Give every citizen access to government spending and performance data through
the government app, along the lines of CanadianZindapore exemplars.

1 Set up tough PAC -style hearings to scrutinise the performance of metro mayors and
council leaderswith reinvigorated local audit _ generating ammunition.

There is currently no formal, public, mechanism for setting out the Prime Mmists e x pect at i
of Secretaries of State. Former ministers have often felt they were appointed without clear
steers. Based on the strategic clarity we suggest should be brought about by our proposed
changes to structures and processes at the centre, wggest that the Prime Minister should set

out clear expectations in short, hatdi tti ng o6 Commi ssion Lettersd
published, and progress against the expectations in them should be part of the transparency
information which we propose th&overnment should make available digitally (see 45146

below).
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Canada: mandate letters
The Prime Minister assigns objectives to cabimitisters inomandate letteré. They set out:

1 The principal objectives the Prime Minister envisages for eanfsterandhow ministers should
work together.

T The Gover nme n ttrénhsparanpyptheanadiahengagement with civil society, and
crossparty collaboration.

Lettersare typically issuedith the formation of a new government after an election, but can be
updated, as they were for instance in January 2021 to prioritise aspects of the fight against and
recovery from Covid19. The letters are now published online, and the public can tthelprogress
ministers have made toward objectives on a dedicated webditee lettersare one waythe Prime
Minister holdsministers to account.

We are proposing that departmental boards should be given a more powerful role, and that
Secretaries of State should be able to set up Councils of Advisers. Government will benefit from
talented people being recruited to these two distinct kinds of roles. But there need to be proper
standards safeguards. Ministers should make the appoitémbuat the process should be
overseen in one of two ways, either by:

1 The Commissioner for Public Appointments (nemecutives) and Civil Service
Commission (for Councils of Advisgror
1 An appointments panel including independent members.

There isalso no formal, comprehensive, and consistent process for assessing the effectiveness of
government departments. This is in contrast to many operational public services, which are
subject to scrutiny by inspection and regulatory bodies (like Ofsted and HeMa | est y O ¢
Inspectorate of Constabulary). There was a process (capability reviews) which operated between

2005 and 2012, but it was abandoned under the Coalitiohhere are useful overseas exemplars

for the assessment of government departments, notabstandardised scorecard (illustrated in

Figure 7 below) operated by the Bush administration in the US, and, still current, the New Zealand
government 6s Per f or man cThe Govempmmentsieouiesettup assimdame wo r
process for assessing depaents, to inform its programme to improve effectiveness, and to

provide transparency. It should invite the devolved administrations to participate in the process.
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Figure 7: US assessment of agency performance

Public services collect amaiblish large amounts of data about specific aspects of performance of
individual public services. But that is not how government is experienced by citizens. For them,

what matters is the combined qualityasthée i nfr
Government ever dofacegusnessincseasingly aGachsweighti@measures

|l i ke ONet Promoter Scoreo: This works by aski
us to a friend or col | e-a40g ueeMNét;Promdiee Scaanisthee r s ar

percentage of customers who are promoters (those who scored 9 or 10) minus the percentage
who are detractors (those who scored 0 to 8).

Such a measur e, applied to peopleds experien
providing insight and driving performance:

T It would enable government to see how citizen experience of government as a whole varies
between different places. This would be useful in the context of levelling up.
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