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PERFORMANCE MANAGEMENT IN DCAL

ANNUAL BUSINESS PLANS AND RISK REGISTERS 

GUIDANCE

1
INTRODUCTION


Background

1.1
Performance management is a two way channel with the annual business 
plan and risk register of the Department at one end, through divisional 
and branch annual business plans and risk registers, to each 
individual 
employee’s personal performance agreement (PPA) at the 
other end. PRONI is now no longer an agency and has been 
incorporated into the Department as a Division but OSNI will still feed 
into the DCAL business planning and risk management processes. 
 
This 
annual process is the means by which high level strategy and 
targets, detailed in the Department’s Corporate Strategy, Public 
Service 
Agreement and Agency Corporate Plans, are translated into specific 
objectives and actions.  The main purpose of the process is 
therefore to ensure that the Department stays on track to deliver 
its high level strategy and targets.  The process is aligned with 
spending plans and budgets.  A summary of the performance 
management process is attached (ANNEX A).  


Business Planning

1.2
Departmental, divisional and branch annual business plans in DCAL are 
made up of four quadrants and are commonly called scorecards.  A 
sample template is attached (ANNEX B). An overview of the business 
and risk planning process is described in Section 2. Further guidance on 
how to develop an annual business plan is contained in Section 3.    


Risk Management

1.3
Risk registers follow a format recommended by Internal Audit Branch 
– 
a sample template is attached (ANNEX C).  Full guidance on the 
management of risk is set out in the Risk Management Framework 
document which 
is also available on the intranet (Governance and 
Strategy Unit section).  The risk management process ensures that the 
risks associated with the achievement of objectives at Departmental, 
divisional and branch level are properly addressed and managed in 
terms of reducing or limiting 
the effects of individual threats. The Risk 
Management Framework document is updated periodically with any 
changes to the process and also to reflect any recommendations made 
by the annual audit of the Departments’ Risk Management process. 


Monitoring and Reporting

1.4
Performance management is a continuous process whereby plans and 
risks are developed and set prior to the start of each financial year, 
monitored during the year and reported upon after the end of the year.  
Section 4 describes monitoring and Section 5 reporting.  

2
PLANNING FOR THE YEAR

2.1
Key milestones in the planning stage of the performance management 
process, which is aligned with the budget allocation process, are as 
follows (using 2007/08 as the focal year, i.e. the year that we are 
planning for and managing):

· November / December 2006 – first drafts of Departmental annual business plan and risk register issued.  Divisions and branches draft plans and risk registers in the light of the Departmental drafts, the budget outcome and progress against 2005/06 plans.

· January / February 2007 –Departmental Board reviews draft Departmental annual business plan and risk register in the light of draft divisional and branch plans and risk registers, budget outcome and progress against 2005/06 corporate plan.

· March 2007 – Final Departmental annual business plan and risk register issued.

· March 2007 – Divisional and branch plans and risk registers finalised; Individual PPA’s drawn up.

· April 2007 – Plans and risk registers at all levels and PPAs for all staff in place for 2007/08.

2.2
Governance and Strategy Unit supports the Departmental Board  in 
preparing the Departmental annual business plan and risk register and 
maintains a record of these.  It is essential that Heads of Division and 
Heads of Branch keep copies of divisional and branch plans and risk 
registers for audit purposes – Internal Audit review the process each 
year and will select a sample of plans and risk registers for scrutiny. 

3
DEVELOPING ANNUAL BUSINESS PLANS


General principles

3.1
All objectives should be cascaded from the goals/citizen outcomes as 
detailed in the DCAL Corporate Strategy and Public Service Agreement.  

3.2
Objectives and related measures and targets should be realistic, 
achievable and aligned with budgets available.  Objectives will produce 
some sort of output that will lead towards the achievement of the 
goals/citizen outcomes. Objectives, measures and targets set out 
“what” we want to achieve.  Many will be for achievement during the 
year, some (particularly those drawn from the Public Service Agreement) 
may have a longer, typically three year timespan.   

3.3
Actions are the “how” – activities, initiatives, programmes, events that 
we need to do during the year in order to deliver our objectives.  


Linkage to risk register

3.4
For each objective in an annual business plan, there needs to be an 
assessment of the risk factors that could mitigate against the 
achievement of the objective or that could flow from failure to meet the 
objective. Major risks with the potential to impact on Divisional and 
Corporate Risk Registers, will then be copied onto the risk register in 
order for the risk to be managed. Additional actions that are required to 
manage a risk will be recorded on the risk register and should also 
feature as actions on the scorecard.


Guidance on Specific BSC Quadrants


CULTURAL CAPITAL

3.5 
For outward facing divisions and branches, typically in Culture Division 
and 
Sport. Museums and Recreation Division, objectives in this 
quadrant will be directly related to the left hand column goals/citizen 
outcomes in terms of cultural capital – infrastructure, people, quality 
products and services.  Corporate Services Division may adapt the 
linkages to take account of its largely internal customer role. The 
focus in all cases 
should be on “results” – “what will success look like?”      


PARTNERS

3.6
DCAL has many partners – NDPBs (), NGOs, OGDs, private companies 
etc.  They are all important, often crucial, in terms of delivering cultural 
capital.  It is imperative therefore that we manage our relationship with 
our partners to ensure that they are able to, and do deliver effectively 
and that their objectives are aligned with what we want to achieve.  
There are therefore some generic objectives and actions about 
accountability and governance that will be appropriate to the annual 
business plans of divisions and branches that sponsor arm’s length 
bodies. It is also important to include objectives and actions that 
reflect what success looks like for our strategic partners.

PROCESSES

3.7
This quadrant is designed to ensure that we consider what improvements 
are needed to our key internal processes.  Again, there are some generic 
processes about which it will be appropriate to include objectives and 
actions in all annual business plans, such as: statutory compliance 
(including health and safety, Section 75/equality), security, 
accountability, good fiscal management, fraud prevention, invoice 
processing, information management, business planning/performance 
monitoring, risk management, meeting Ministerial and Permanent 
Secretary 
deadlines etc.  Advice about what kind of specific objectives 
and actions may be appropriate can be sought from respective corporate 
services branches. Corporate generic processes should not 
exclusively 
form the content for this quadrant as it is the 
improvements attained 
here that will drive out and deliver 
success in the Cultural Capital and 
Partner quadrants. Branch level processes should therefore be included.  

PEOPLE & ORGANISATIONAL DEVELOPMENT

3.8
Here we have an opportunity to consider what we need to do to improve 
the effectiveness and job satisfaction of internal staff and also what we 
need to do to develop as a department, division or branch.  The following 
items should be considered standard for inclusion:


Managing attendance targets, personal performance agreements in 
place, personal development plans in place, annual performance reports 
on staff completed by due dates. Again it is important to recognise 
that the growth and improvements gained from this quadrant will 
positively influence achievement of outcomes across the other 3 
quadrants. 
4
MONITORING DURING THE YEAR

4.1   This revised guidance introduces a significant change to the way 
in which 
Balanced Scorecards and Risk Registers are monitored and results or 
deficits are indicated to the Departmental Board.
4.2
The Departmental Board receives a quarterly report (July, October, 
January, April) on progress against the Departmental annual business 
plan and risk register and addresses any remedial action necessary.  In 
between quarterly monitoring reports to the Departmental Board , 
monitoring is undertaken where necessary at the Secretary’s weekly 
Issues Meeting.

4.3
Heads of Division and Heads of Branch should have similar monitoring 
systems in place for divisional and branch plans and risk registers.  
Monitoring should take place monthly at divisional and branch 
management/team meetings – and any problems or issues escalated or 
delegated as appropriate.  Plans and priorities may change during the 
year in the light of emerging business and resource pressures and 
easements.  A formal record must be kept of monitoring for audit 
purposes – a proforma is attached to facilitate this (ANNEX D).  
Further guidance on monitoring is available from the business planning 
unit.  PPAs are monitored and managed in-year – Personnel Branch can 
provide further details. 

4.4    As advised in the previous guidelines the outcomes of the above 
monitoring meetings should be reported directly to the weekly issues 
meeting (for ‘by-exception reports) and quarterly to the Departmental 
Board meeting ( full quarter updates ) by Heads of Division and OSNI 
Chief 
Executive.
4.5    Governance and Strategy Unit will still require to be copied into 
the 
following key documents:-

1. New Annual Divisional & Branch Scorecards

2. Any revised versions generated during the business year

3. Details of any exceptions reported to the weekly issues  

    meeting.

4. All quarterly updates to Heads of Division by HOBs

5. Copies of HOD quarterly reports to Departmental Board.


This is necessary so that the information can be assessed for impact on 
the Corporate BSC and Risk Register and, in the case of quarterly HOD 
reports to Departmental Board, that updates can be properly tabled, 
discussed and recorded within the business of the Departmental Board.
4.6    It is important to note that, for Audit purposes, it is essential that 
Branches and Divisions keep a record of all monthly/quarterly 
monitoring meetings on BSCs and Risk Registers. The same practice 
should apply to the evidence 
required to prove achievement of BSC 
objectives and the actions performed to manage identified risks.
4.7
Note: in November 2006, the 2007/08 planning process will begin and 
should be informed by, amongst other things, progress to date in 
2006/07.

5
REPORTING AT YEAR END

5.1
As soon as possible after the year end in March 2007,the Departmental 
Board  will receive a report on outcomes against the Departmental 
annual business plan.  Heads of Division and Heads of Branch should 
commission the same for divisional and branch plans respectively.  

5.2
The Departmental Board will also appraise progress that has been made 
during the year towards the delivery of the high level strategy and 
actions contained in the Corporate Strategy and Public Service 
Agreement.  

5.3
Risk registers are also reviewed at year end and used as the basis to 
prepare Statements on Internal Control, which are signed off by Heads of 
Branches, Heads of Division, Agency Chief Executives and ultimately the 
Permanent Secretary. The Departmental Statement on Internal Control is 
included in the annual Resource Account that is audited by the 
Comptroller and Auditor General and laid before Parliament.
5.4
Individual annual performance appraisal reports are completed in line 
with timescales set by Personnel Branch. 

6
INTERNAL AUDIT

6.1
The Department’s internal auditors regularly review the business 
planning, performance & risk management systems to ensure that an 
adequate system of internal control is in place and is operating 
effectively.  It is imperative therefore that all Divisions and Branches 
ensure that plans, risk registers and evidence of monitoring are 
maintained and preserved for scrutiny.

7
FURTHER ADVICE

7.1
For further advice on performance management, please contact Victor 
Douglas (54239), Robert Heyburn (58850) or Jessie Roy (58922) in the 
Governance and Strategy Unit.

               ANNEX A

DCAL PERFORMANCE MANAGEMENT PROCESS 

	FOCAL YEAR 2007/08

	PLANNING
	MONITORING

&

MANAGING
	REPORTING

	DATES
	Nov/Dec 06
	Jan/Feb 07
	Mar 07
	Apr 07 – Mar 08
	Apr 08

	MINISTER
	Steer invited in context of priorities and budget process.


	Draft annual Dept business plan for comment.
	Final annual Dept business plan for approval.
	Progress reports as necessary. 
	End year report to Minister. 



	DEPARTMENTAL BOARD
	First drafts of annual Dept business plan and risk register issued. 
	Review draft annual Dept business plan and risk register.


	Final annual Dept business plan and risk register issued.


	Quarterly reports on progress against annual Dept business plan and risk register. 

Remedial action taken and notified where necessary.  


	Departmental Board receives a report on outcomes against the annual Dept business plan.  

Dept risk register reviewed and Statement of Internal Control prepared and signed by Permanent Secretary.

	DIVISIONS, BRANCHES, AGENCIES
	Draft plans and risk registers prepared and feed into Dept business plan and risk register.
	Divisional, Branch and Agency plans and risk registers finalised. 
	Monthly reports to HoDs, HoBs and ACEs on progress against divisional, branch and agency plans and risk registers.

Significant issues escalated to Departmental Board when appropriate.   
	HoDs, HoBs and ACEs receive outcome reports on divisional, branch and Agency plans. 

Risk registers reviewed and Statements of Internal Control prepared and signed by HoDs, HoBs and ACEs.

	INDIVIDUAL EMPLOYEES 
	
	
	PPA’s drawn up.
	PPAs monitored and managed in-year in line with Personnel Branch rules.
	Individual annual end year reviews and performance appraisal reports are completed in line with timescales set by Personnel Branch.

	INTERNAL AUDIT
	regular review to provide management assurance on adequacy of business planning, performance & risk management systems.




NOTE

This process is aligned with other performance management processes including setting, monitoring and reporting on NI Priorities & Budget, corporate strategy, resources and DCAL Public Service Agreement.

ANNEX A

DCAL PERFORMANCE MANAGEMENT PROCESS 

	FOCAL YEAR 2008/09
	PLANNING
	MONITORING

&

MANAGING
	REPORTING

	DATES
	Nov/Dec 07
	Jan/Feb 08
	Mar 08
	Apr 08 – Mar 09
	Apr 09

	MINISTER
	Steer invited in context of priorities and budget process.


	Draft annual Dept business plan for comment.
	Final annual Dept business plan for approval.
	Progress reports as necessary. 
	End year report to Minister. 



	DEPARTMENTAL BOARD
	First drafts of annual Dept business plan and risk register issued. 
	Review draft annual Dept business plan and risk register.


	Final annual Dept business plan and risk register issued.


	Quarterly reports on progress against annual Dept business plan and risk register. 

Remedial action taken and notified where necessary.  


	Departmental Board receives a report on outcomes against the annual Dept business plan.  

Dept risk register reviewed and Statement of Internal Control prepared and signed by Permanent Secretary.

	DIVISIONS, BRANCHES, AGENCIES
	Draft plans and risk registers prepared and feed into Dept business plan and risk register.
	Divisional, Branch and Agency plans and risk registers finalised. 
	Monthly reports to HoDs, HoBs and ACEs on progress against divisional, branch and agency plans and risk registers.

Significant issues escalated to Departmental Board when appropriate.   
	HoDs, HoBs and ACEs  receive outcome reports on divisional, branch and Agency plans. 

Risk registers reviewed and Statements of Internal Control prepared and signed by HoDs, HoBs and ACEs.

	INDIVIDUAL EMPLOYEES 
	
	
	PPA’s drawn up.
	PPAs monitored and managed in-year in line with Personnel Branch rules.
	Individual annual end year reviews and  performance appraisal reports are completed in line with timescales set by Personnel Branch.

	INTERNAL AUDIT
	regular review to provide management assurance on adequacy of business planning, performance & risk management systems.




NOTE

This process is aligned with other performance management processes including setting, monitoring and reporting on NI Priorities & Budget, corporate strategy, resources and DCAL Public Service Agreement.

ANNEX B

SCORECARD SAMPLE TEMPLATE

Corporate Goal: (from corporate strategy)
	CULTURAL CAPITAL

	Branch Objective
	Measure
	Target 
	Associated Risks 
	Actions/Initiatives
	Progress

	
	
	
	
	
	


ANNEX C

RISK REGISTER SAMPLE TEMPLATE

Corporate Goal: (from corporate strategy)   

Risk Owner:

	Risk
	 
	Action Plan 
	

	Threat 

Scorecard cross ref
	Inherent


	How is Risk Currently Managed
	Residual
	Additional Actions Required

(state if residual risk is being accepted)
	Action by Whom
	Date
	Treated

	
	Imp
	Like
	
	Imp
	Like
	
	
	
	Imp
	Like

	
	
	
	
	
	
	
	
	
	
	


SCORECARD / RISK REGISTER - MONTHLY MONITORING

ANNEX D

DIVISION / BRANCH ____________________________

MONTH  ____________  YEAR _______

	Status of scorecard objectives/actions   
	Colour
	Number

	
	Green
	

	
	Amber
	

	
	Red
	

	Status of risk register additional actions
	Colour


	Number

	
	Green
	

	
	Amber
	

	
	Red
	

	Details of management action taken in light of status


	

	Details of any changes made to objectives / actions 


	

	Details of any issues escalated or delegated (note: as a minimum, any red areas must be escalated to next level of management)


	


DATE OF MONITORING: _________________

Monitoring completed by: ​​​​​​​​​​​​​​​​​​​​________________

HOD / HOB Noted ​​​​​​​​​​​​​​​​​​​​
__________



Comments

NOTE: The Department has accepted an audit recommendation that monitoring should be a standing item on monthly management/team meetings.  It is also recommended that monitoring of plans and risks is done alongside budget monitoring.   

GREEN Achieved or likely to be achieved before or by the target date AMBER 


May not be achieved


RED


Have not or will not be achieved.
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