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Our agenda today 

• Introduction to the project  

• The importance of organisational culture  

• CPI/VFM and organisational culture  

• Interactive session 

• The current situation in public services 

• The assessment model  

• Developing a CPI/CPI/VFM culture  
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Introduction to the project 

MP 

Introduction: 
Genesis of the Project 

• Suggested topic to CIPFA FM panel for a 

publication on VFM and organisational culture 

• Main features 
– What are the discernible features of a good VFM culture in public 

services? 

– How do you create and embed a good VFM culture in the 

organisation? 

– How do you engage service professionals in the search for VFM 

– How do you encourage innovation in service delivery? 

• Over time, it was realised that continuous 

performance improvement (CPI) was a better 

descriptor of what we were doing 

MP 
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Introduction 
Project Team 

• Mr Roger Latham – former Treasurer and 
Chief Executive of Nottinghamshire County 
Council and Visiting Fellow at Nottingham 
Business School. Former President of CIPFA 

• Ms Lesley Cramman – organisational 
development consultant, the WiT Partnership 

• Mrs Manj Kalar – technical manager at 
CIPFA 

• Professor Malcolm Prowle – Professor of 
Performance Management at Gloucestershire 
Business School and CIPFA member 

 
 

MP 

Introduction 
Project Approach 

• Review of published research and literature 

• Informal discussions both within and outwith the 

team 

• Large scale survey of public sector managers etc 

• Short interviews with “informed people” 

• Identification of a small number of “exemplar” 

public sector organisations 

• In-depth study of those “exemplar” organisations 

MP 
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Exemplar Organisation Interviews 

What did we ask? 
• How important is the identification & 

implementation of CPI/VFM 

improvements 

• How successful do you think you have 

been at this  

• What is your understanding of the 

word culture? 

• To what extent do you think having an 

organisational culture focussed on 

CPI/VFM as being an essential part of 

delivering CPI/VFM improvements 

• How good do you think your 

organisational culture is 

• How have you tried to strengthen your 

CPI/VFM focussed culture 

• Can you give practical examples of 

ways in which you have made 

attempts to get an improved CPI/VFM 

culture in relation to these six 

dimensions? 

Who did we ask? 

1. Kent County Council 

2. Rushcliffe District Council 

3. Leicestershire County 

Council 

4. Royal Borough of  

Kensington & Chelsea 

5. Gwent Police 

6. Cheshire Fire and Rescue 

7. Higher Education Funding 

Council England (HEFCE) 

8. Leicester Community NHS 

Trust 

MP 

From VFM ...... 

What is VFM? 
The 3 E’s 

Moving beyond 

economy to 

efficiency 

The effectiveness 

conundrum 

Why VFM? 
Non-market Public 

Sector tool 

Private sector – 

the effectiveness 

conundrum 

 

RL 

Source = NAO 
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Continuous Performance 
Improvement 

• A long-term dynamic approach that 

systematically seeks to achieve small, 

incremental changes in order to improve 

efficiency and quality. 

• An ongoing effort to improve processes 

and services in order to seek "incremental" 

improvement over time or "breakthrough" 

improvement all at once. 

• Both of these set in a context of a 

changing environment 

RL 

..........Towards CPI 

• The weaknesses of VFM 
– Based on a static equilibrium model 

– Difficult to generate true comparisons 

• CPI formulation 
– Dynamic formulation – the search for the better mousetrap 

– Emphasis on outputs not inputs – what can it do, not how much 

cheaper it is. 

– Bias to investment and innovation to get improvement 

RL 
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So why now?? 

• Overall 
– Coping with Austerity  

– Managing public demand and expectations 

– Little understanding or analysis of what CPI/VFM really means 

and impact in CG 

– Need for CPI/VFM challenge and culture in CG 

 

• The Big Question 
– Why do some public bodies handle CPI better than others? 

– Technical explanations don’t seem to be the answer 

– The importance of culture 

RL 

The importance of 
organisational cultures 

MP 
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Once you have an innovation 

culture, people embrace the 

concept. They vote in ways that 

promote it and they don’t fight it.  

If you build a culture where honest 

expectations are communicated and 

peer accountability is the norm, then 

the group will address poor 

performance and attitudes. 

Corporate culture matters. How 

management chooses to treat its 

people impacts everything - for 

better or for worse. 

If you want to change the culture, you will 

have to start by changing the organization. 

Some quotations 
MP 

Meaning of organisational culture 

• “An organisation’ expectations, experiences, philosophy, and values 
that hold it together, and is expressed in its self-image, inner 
workings, interactions with the outside world, and future 
expectations. It is based on shared attitudes, beliefs, customs and 
written and unwritten rules that have been developed over time and 
are considered valid”.  

• “The behaviour of humans within an organisation and the meaning 
that people attach to those behaviours. It is also the pattern of such 
collective behaviours and assumptions that are taught to new 
organizational members as a way of perceiving, and even thinking 
and feeling. Organisational culture affects the way people/groups 
interact with each other, with clients, and with stakeholders”. 

• “The set of shared values and norms that characterise a particular 
organisation. A strong culture, in which members agree upon, and 
care intensely, about organisational values, can improve 
organisational performance by motivating employees and co-
ordinating their behaviour”. 

 

 

 

MP 
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Different organisational cultures  
can exist in organisations 

• Complacent culture 

• Dynamic culture 

• Arrogant culture 

• Customer satisfaction culture 

• Business development and growth culture 

• Compliance culture 

• CPI/CPI/VFM culture 

MP 

What constitutes an 
organisational culture 

Outward 

View 

Inward 

View 

Artefacts: 
Products & behaviours 
Readily observable, hard to interpret 

Values and beliefs 
Not directly observable, but can be distilled 

from how people explain and justify what 

they do. 

Underlying Assumptions 
The foundations of culture so widely shared that 

people are largely unaware of them 

Artefacts: 
Logos, dress codes, lunch times and 

leaving times, numbers of meetings, 

communications, jargon, language, 

management practices,  

Values and beliefs: 
“normal” behaviours, what’s acceptable 

here, beliefs, values, commitment, 

consensus, feelings, ideologies, 

justifications, mindsets, sentiment, 

thinking, understanding,  

Underlying Assumptions:  
Deep underlying assumptions, unspoken 

rules, sectoral norms, ideologies, 

mindsets, world views 

Based on Schein & Ott 

Total Quality 

Management 

RL 
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Why cultures endure – the 
paradigm 

Constellation of 
beliefs, values, 
techniques etc 

shared by 
members of a 

given 
community 

Myth, stories 
legend 

Belief, values, 
axioms 

Methods, 
techniques, 

knowledge 

Rules, 
regulations, 

norms 

Behaviours, 

Practices 

Praxis 

Loyalties, 

Relationships 

obligations 

RL 

The Johari Window 

The area of common 
knowledge. Action to 

accentuate the positive 
and eliminate the 

negative. 

The area of discovery. 
Action needed to 

enlighten, to learn and 
improve. 

The area of dissonance. 
The danger lies in 

“spinning” deceit. The 
opportunity lies in 

communicating more 
clearly. 

The area of ignorance. 
We don’t know and they 
can’t tell us. Area to be 
minimised. Danger of 
sudden shocks and 

nasty surprises. 

What we know about 

ourselves 

What we don’t know about 

ourselves 

What 

others 

know 

about us 

What 

others 

don’t 

know 

about us 

RL 
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CPI/CPI/VFM and 
organisational culture 

RL 

What makes for a CPI culture? 
 – The Learning Cycle 

Do 

Assess 

Reflect 

Adjust 

Re-Set 

Decide 

RL 
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Decision 
Makers 

Managers 

Front Line 

What makes for a CPI 
culture? - Focus 

Internally 

Focussed 
Decision 
Makers 

Managers 

Front Line 

Externally 

Aware 
Decision 
Makers 

Managers 

Front Line 

Externally 

focussed 

Decision 
Makers 

Managers 

Front Line 

Open 

Organisation 

RL 

What makes for a CPI 
culture? - Coherence 

“Mushroom” 

Management 

“Networked” 

Organisation 

RL 
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What makes for a CPI 
culture? - Horizons 

Decision 
Makers 

Managers 

Front Line 

Decision 
Makers 

Managers 

Front Line 

Short-term – 

Managing 

 the immediate 

Long-term – Foresight 

presenting vision 

RL 

Measuring the culture – the 6 
dimensions 

No. Dimension name Description 

1 CPI/VFM 

focussed 

leadership 

The existence of leadership from the top of the organisation 

(political and managerial) having a strong focus on CPI/VFM 

providing effective leadership to achieve CPI/VFM 

2 Openness and 

Innovation 

An organisation where employees at all levels are encouraged to 

say what they think and make suggestions for improvement 

without fear of harassment or ridicule. 

3 External Focus An organisation which genuinely looks externally at the views of 

its clients and stakeholders and takes account of their views 

4 Capability for 

organisational 

change 

An organisation which is capable of making the changes needed 

to improve CPI/VFM and has the management capacity to 

manage the change process. 

5 Involvement of 

Service 

Professionals 

Having mechanisms in place to communicate to service 

professionals the meaning and importance of identifying 

CPI/VFM improvements and an ability to engage those 

professionals in the improvement process 

6 CPI/VFM 

infrastructure 

Having appropriate information, evidence and suitable 

management systems in place to facilitate assessment of current 

performance and potential improvements. 

MP 
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The current situation in public 
services 
 

MP 

Short Interviews 

• 17 interviews 

• Informed persons 

• Standardised 

questions 

• Managers, academics, 

consultants, auditors. 

think-tank directors etc 

• Broad consensus of 

views obtained 

 

Survey 

• 3000 questionnaires 

• 505 responses 

• Mix of sectors 

• Mix of positions 

• Quantitative and 

qualitative questions 

MP 
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AN INTERACTIVE INTERLUDE 

MP 

Please vote Yes (Green) or No 
(Red) to the following questions 

1. Do you think having an organisational culture 

focussed on CPI/VFM is essential for its 

achievement of performance objectives? 

2. Do you think your organisation/sector has a strong 

culture focussed on identifying and delivering 

CPI/VFM improvements? 

3. Do you think your organisation/sector has well 

developed leadership in relation CPI/VFM? 

 

MP 
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The Survey Results 

Respondents by role Respondents by sector 

Please indicate your job title or position in a public 
service organisation 

Chief Executive

Finance Director/Senior
Finance Manager

Other Senior Finance
Manager

Elected Member

Auditor

Other (please specify)

Public Service Organisation 

Local
Government

Central
Government

NHS

Other (please
specify)

MP 

Survey Results 

Importance of CPI/VFM 

Importance of CPI/VFM 

culture 

0

50

100

150

200

250

300

350

400
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500

Most public service organisations see identifying and
delivering genuine VFM improvements as being:

Importance of CPI/VFM 

Very important

Important

Unimportant

Very
unimportant

Uncertain

0
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400
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Having an organisational culture focussed on VFM is
an essential part of delivering VFM improvements

Importance of culture with regard to CPI/VFM in public 
services 

Strongly agree

Agree

Disagree

Strongly
disagree

Uncertain

MP 
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Survey Results 

Prevalence of CPI/VFM 

Culture 

Emphasis on CPI/VFM 

Culture 

0

50

100

150

200

250

300

350

400

450

500

Public service organisations with a strong culture
focussed on identifying and delivering VFM

improvements are found:

Prevalence of a CPI/VFM focussed culture in public 
services 

Rarely

Occasionally

On many
occasions

Most of the
time

Uncertain
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500

Public service organisations do not focus strongly
enough on developing an organisational culture

focussed on delivering VFM improvements

Emphasis on a CPI/VFM culture in public service 
organisations 

Strongly
agree

Agree

Disagree

Strongly
disagree

Uncertain

MP 

How do Public Sector Organisations 
match the six dimensions? 

CULTURAL DIMENSION 
Well 

developed 

Partly 

developed 

Under-

developed 

Very under-

developed Uncertain Total 

  % % % % % % 

CPI/VFM Leadership 12 60 20 6 2 100 

Openness/Innovation 13 44 34 9 1 100 

Externally focussed  11 51 27 9 2 100 

Organisational change   10 45 36 7 1 100 

Involvement of service 

professionals  8 42 36 8 6 100 

CPI/VFM Infrastructure  7 50 30 11 3 100 

MP 
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The CPI/VFM assessment tool 

RL 

Applying the model:  
An analytical tool 

RL 
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0

20

40

60

80

100
VFM Leadership

Openess & 
Innovation

External Focus

Capability for org. 
Change

Involvement of 
others

VFM 
Infrastructure

Exemplar

Best in class

Your Org.

I. Issue – a VFM 
dimension needing 
more attention

II. Issue – a wide 
spread shows some 
areas of activity 
need to be 
improved

IV. Issue – There is a big gap 
here, but big spending here 
may not get proportionate 
results and be wastefulIV. Issue –A big difference 

between what the 
organisation thinks of itself 
and others views indicates 
more needs to be done.

V. Issue – Final action 
plan needs to cover 
key deficiencies, but 
in an order that builds 
on the specified 
improvements, within 
the budget available

Interpreting your Plot  
RL 

Developing a CPI/VFM culture 
 

MP 
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Developing a CPI/VFM culture 
Traditional organisations 

• Communicating the need for change 

• Communicating what is required for the future 

• Demonstrating leadership 

• Building a coalition for change 

• Create enabling structures 

• Extend collaboration 

• Outcomes focus 

• Openness, empowerment and innovation 

• Inclusion 

• Provide incentives for change 

• Listening to people 

• Improved communications 

• Better infrastructure 

• Management capability and capacity 

• Get quick wins 

• Remove obstacles and perseverance 

• Embrace failure 

CIPFA publication combines: 

• A description of what is 

required in each of the key 

areas 

• Real-life examples of 

practices undertaken in the 

exemplar organisations to 

support this development 

MP 

Developing a CPI/VFM culture 
Radical changes 

• The decentralised organisation.  

• Infrastructure and franchise organisation.  

• Disruptive Innovation 

 

MP 
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CIPFA Publication 
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continuous performance 

improvement and VFM in 
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Chapter 4: CPI/VFM cultures in the public services: The 

current situation 
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are we now? 
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