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Evaluation Executive Summary Report

The Ffynnon Programme

Programme components 

In April 2011, the Welsh Government appointed GHK Consulting Ltd to 

undertake an evaluation of the Ffynnon Programme. Launched in 2007, the 

programme comprises a web based system that accommodates risk 

management, project management, data sharing and performance reporting 

capabilities, and the provision of consultancy support1. The consultancy 

provides training in both the use of the software to make more effective use of 

the system by both individual stakeholders and groups and around the 

broader issues of performance management, knowledge management and 

business change. 

Usage of the programme

The programme was developed by the Welsh Government as a free resource 

for itself and local public services to be used flexibly on a non-mandatory 

basis and allowing the system to be tailored to meet the needs of these 

organisations. Originally there were 30 stakeholder organisations2 but since 

then, the figure has increased to 413. 

Contracting arrangements and additional projects/activities

The five year contract for the delivery and ongoing support activities4 for the 

Ffynnon system was awarded to CoActiva Aspiren Ltd (formerly Sunguard) in 

                                               
1 The consultancy provision began approximately 18 months after the launch of the system.
2 The “original stakeholders” included the 22 Local Authorities, Mid and West Wales and North Wales 
Fire and Rescue Services, Pembrokeshire Coast, Brecon Beacons and Snowdonia National Parks, the 
Local Government Data Unit and the Welsh Government.
3 Further stakeholders included All Wales Core Data Set (previously national pupil database); Betsi 
Cadwaladr University Health Board; Care & Social Services Inspectorate Wales; Cymdeithas Tai 
Clwyd; Estyn;  Pennaf Housing Group; South Wales Police; the South Wales Trunk Road Agency; the 
Arts Council for Wales; the Care Council for Wales and the Wales Audit Office
4 This includes the Coactiva support Helpdesk, and system training and support with system integration
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2007. The Ffynnon system was based on CoActiva Aspiren's Aspireview5

performance management software.  The management structure has evolved 

throughout the life of the contract, and has now been streamlined to comprise 

a Strategic Programme Group of Coactiva, WLGA, SOLACE, and the Welsh 

Government. A few stakeholders have signed up as users and pay separately 

while some additional projects using Ffynnon have been commissioned. 

These include the All Wales Core Data Set6 - the system and consultancy 

supporting the DfES. 

Background to the evaluation

Scope of the study

The evaluation was commissioned with the intention of not only providing 

evidence of whether the programme has met its contractual objectives, but 

also to gather evidence to support decisions around potential funding of the 

system and consultancy in the future before the contract ends in 2012. The 

scope of the evaluation included the Ffynnon contract as well as additional 

projects and engagements that have developed over and above the contract 

linked to the Ffynnon system which have been paid for separately. 

Aims and objectives of the evaluation

The aims of the project fall into three broad areas with associated objectives:

Implementation and management: evaluating the implementation of Ffynnon, 

how far it is used, whether it is managed successfully and whether the 

consultancy element is effective, has it delivered what was originally 

envisaged, how far it has met its potential and if not, what are the barriers; 

The performance of Ffynnon as a tool to collate, compare and manage 

information: ascertaining how useful it has been in the various contexts in 

which it is used (collecting information, sharing information, providing reports, 

producing outputs for citizens); as well as how useful it has been for 

stakeholders and whether it has provided added value to any previous 

                                               
5 Aspireview framework for Performance Management, Local Authority and Collaborative working: 
http://www.coactiva.com/aspiren/products/aspireview
6 Previously the National Pupil Database

http://www.coactiva.com/aspiren/products/aspireview
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systems; also to determine the impact and potential of Ffynnon in enabling the 

Welsh Government’s public service improvement agenda;

In terms of costs and outcomes: to determine whether Ffynnon has provided 

value for money; to establish whether services have improved as a result; to 

identify areas for improvement and how this could be achieved; and to draw 

out implications for the current contract and future procurement.

Study methodology

The study methodology was designed to respond to the questions set out 

above. The delivery approach for the study was divided into three stages, 

comprising:

Scoping stage: to establish the background and context for the programme, 

the information available and the information to be gathered. This included a 

review of key documents to establish the strategic, policy and delivery

context; as well as scoping interviews with partners, including representatives 

from Coactiva (contract manager); the Welsh Government, the Welsh Local 

Government  Association, and the Care and Social Services Inspectorate 

Wales; and an on line demonstration of the Ffynnon system.

Stakeholder research: Interviews (some face-to-face and some over the 

telephone) with at least one key contact in 39 of the 41 identified stakeholder 

organisations; in depth interviews with a wider range of users in several of the 

stakeholders; an e-survey of the Wales Improvement Network (WIN) 

members to which 19 of the 22 local authorities responded; attendance at the 

South Wales User Group and facilitated focus group discussion; and 

attendance at a WIN meeting and facilitated group discussion. 

Supplementary interviews were then carried out with all three Ffynnon 

Coactiva consultants, and contacts in individual Departments or teams within 

the Welsh Government involved in engagements outside the Ffynnon contract 

(these included DfES, Planning, and CSSIW). Finally, analysis and reporting 

activity completed the study methodology.

The study was hindered because there was no hard data on the use of the 

consultancy, users of the system and the achievement of annual work 

programmes. Hardly any users could make estimates of cost savings directly 
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or indirectly arising from the use of the system or the consultancy or could go 

beyond providing descriptive accounts of any attributable outcomes and 

savings.

Key findings of the research

Levels and types of Stakeholder use 

The non-mandatory nature of the Ffynnon system and consultancy, means 

that there is a considerable range and depth of use. This can be from 

extensive use, where an organisation has embedded Ffynnon across all 

departments/teams and it underpins performance management at all levels, 

through to moderate use such as by departments within a local authority, to 

limited use, such as for a relatively narrow range of functions (for example 

documents sharing), down to not being used for any functions. For 

stakeholders who had chosen not to engage with the system, particularly for 

performance management, this was because they had existing systems in 

place (either bought in, or developed in-house) or they felt that the system 

and support did not fulfil their requirements.  

At the time of the research, usage levels among stakeholders were relatively 

high and growing, with 22 (58 per cent) using the Ffynnon system extensively 

or at a moderate level, and the same proportion, 22 (58 per cent), using the 

consultancy support to an extensive or moderate degree. However, a 

significant proportion (32 per cent) either do not use or have limited use of the 

system with no intention to increase usage. The remaining 10 per cent have

limited use of the system but intended to increase their participation.

Ways in which Ffynnon is used

The Ffynnon system is used in tailored ways to monitor performance and 

support programme management; benchmark, compare and share data; and 

transfer data and documents. Sharing is used as much as performance 

management functions. Over and above these uses, the consultation also 
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found that Ffynnon is used as a tool to support collaborative working at local, 

regional and local-national levels.

The consultancy support and training had been widely accessed - almost nine 

in ten of the stakeholders had experienced some type of Ffynnon consultancy 

support from Coactiva7. Over half of organisations (54 per cent) had received 

support relating to a particular aspect of performance management, which 

was largely Results Based Accountability (RBA) training. 

Perceptions of the programme

Reflecting the levels of use among local stakeholders across the board, 

perceptions of the Ffynnon programme were mixed, ranging from one 

description of “an invaluable tool that allows us to collect more information 

than previously, helps ensure the data collected is accurate and has a degree 

of automation which saves on staff time” to “Ffynnon does not offer anything 

over and above what we already have...our systems do what we need them to 

do”.  National stakeholders (such as the Arts Council Wales, and Wales Audit 

Office) generally reported that it had wider applications and continued to fit 

policy needs for improvement in public services and increasing efficiency.

Views on particular aspects of the programme were gathered:

Management of the programme

More than half of the stakeholders felt that they would like to see a greater 

level of involvement by the Welsh Government, as the commissioning body.

Feedback mechanisms and User Group Meetings

The majority of stakeholders were satisfied with the feedback mechanisms for 

the programme which included the Coactova Helpline, the Coactiva 

consultants, and the User Group meetings. The meetings were seen by the 

vast majority of attendees as being useful in keeping abreast of system 

developments, hearing about other users’ experiences and more generally, 

having the opportunity to establish links with contacts in other organisations.

                                               
7 Some stakeholders who do not use the system currently had received initial training as an introduction 
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The future of the programme

Consultation established that, in the absence of Ffynnon, around a third of 

stakeholders would not have changed their performance management 

systems while a third would have brought in another system. Most local 

stakeholders wish that the Welsh Government should continue to pay for 

Ffynnon; when asked about their willingness to pay, only three stakeholders 

saw their purchase of it as a real possibility.

As well as a funding role, stakeholders wanted to see more involvement from 

the Welsh Government in providing strategic leadership to the Ffynnon 

programme. Stakeholders also suggested some key improvements for the 

Ffynnon system. These ranged from resolving minor technical ‘niggles’ , to 

more significant issues such as improving the reporting functionality.

National stakeholders recognise strategic reasons and needs for the Ffynnon 

programme which have the potential to draw down efficiencies through the 

collaborative use of the system between national and local stakeholders on a 

larger scale than is being achieved at present.

Summary and recommendations

Summary of headline findings

The evaluation shows that there is without doubt an appetite across the public 

sector for the continuation of a software system to support performance 

management activities, to facilitate data collection, support analysis and 

monitoring and enable reporting.

Strengths of the current programme 

Key strengths of the current programme, identified by the study are:

 The flexibility of the system, enabling users to tailor it to their needs;

 The facility to enter data once and use it multiple times to streamline 

reporting processes – this is highly valued;

 The quality of the support provided by the Coactiva consultants which 

has enabled the implementation of performance management systems 

and data sharing with benefits to users;



9

 It supports standardised data collection and data sharing/transfer, such 

as data sharing for audit purposes between stakeholders and the 

Welsh Audit Office;

 It strengthens focus on performance management, prompting some

users to review and improve their existing approaches;

 It instigates and supports partnership and collaborative working at 

national, regional and local levels;

 Alongside the more formal collaborative working, it has facilitated the 

development of informal links between stakeholders in the public sector

working on performance and collaboration;

 It has the potential not only for greater use by stakeholders but also 

new uses in particular to share and transfer data. 

Challenges of the current programme

Challenges or areas for improvement identified by the study are:

 The number of small technical issues that users have flagged up and 

feel should be addressed as a priority;

 There is a lack of strategic leadership in the relationship between 

Coactiva and the stakeholder organisations; stakeholders feel that 

there is a need for the funder/contract manager organisation to play a 

more active role;

 It is not universally used; while it was important that the programme 

was not viewed as being imposed upon public sector stakeholders, this 

has meant that usage levels and the ways in which it is used (if at all) 

vary greatly. This restricts its potential as a pan Wales solution to 

enable a more joined up public sector for monitoring and reporting 

performance and sharing/transferring data;

 There is limited programme MI or output data, which presents a 

challenge when assessing the impact of Ffynnon activity. Programme 

data should be collected in a structured and formalised way;

 If asked to pay for the programme, local stakeholders would only 

consider the direct cost benefits to them, not the cost benefits that 

would accrue to other stakeholders.
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Study recommendations

The recommendations developed in relation to the current contract are that:

 In the remainder of the contract the contractor focuses on increasing 

the depth of use in key users and functionality improvements;

 The Welsh Government should take a more active contract 

management role in terms of monitoring and providing a strategic lead 

which should include prioritising developments and consultancy, the 

collection of MI on the use of the consultancy and programme 

achievement and formal feedback from users in an annual survey;

 There should be more active promotion of good practice around 

implementation and the benefits of using the system.

 In relation to the future contracting:

 With the benefits accruing to national stakeholders and the benefits to 

individual stakeholders of joint/shared working through the Ffynnon 

system, there should continue to be Welsh Government leadership and 

funding towards such a system for the public sector in Wales;

 Similar advantages of the current system for users over comparable 

systems should be sought in any future contract, such as those in 

relation to new users and upgrades;

The system is the priority; it being more important to users than the 

consultancy.
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1. Introduction

1.1  Background to the study

In April 2011, the Welsh Government appointed GHK Consulting Ltd to 

undertake an evaluation of the Ffynnon Programme. Launched in 2007, 

the programme comprises the provision of a web based system that 

accommodates risk management, project management, data sharing 

and reporting capabilities, and the provision of consultancy from the 

supplier of the system which began approximately 18 months after 

Ffynnon was launched. The consultancy provides training in both the 

use of the software and around the broader issues of performance 

management, knowledge management and business change. The 

scope of the evaluation included the Ffynnon contract as well as 

additional projects and engagements that have developed over and 

above the contract linked to the Ffynnon system which have been paid 

for separately8. 

1.2 The evaluation aims and objectives

The evaluation was commissioned with the intention of not only 

providing evidence of whether the programme has met its objectives 

during the contract, but also to gather evidence to support decisions 

around potential funding of the system and consultancy in the future 

before the contract ends in 2012.

The overarching aims of the project fall into three broad areas:

1. Implementation and management:

 Evaluate the implementation of Ffynnon, whether it is managed 

successfully and whether the consultancy element is effective –has

it delivered what was originally envisaged, has it met its potential 

and if not, what have been barriers to this; 

 Determine the extent of use and coverage;

 Ascertain what the data are used for, and why it is not used; 

 Establish how Ffynnon is used within and between stakeholders;

                                               
8 It proved difficult to disentangle these because a few stakeholders pay for the system and consultancy 
separately and some Welsh government stakeholders have commissioned additional developments 
outwith the contract. 
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 Evaluate the single public sector procurement methodology as a 

model, and whether it affected user decisions to adopt the product. 

2. The performance of Ffynnon as a tool to collate, compare and 

manage information:

 Ascertain how useful it has been in the various contexts in which it 

is used (collecting information, sharing information, providing 

reports, producing outputs for citizens); 

 Ascertain how useful Ffynnon has been for the stakeholders and 

whether it has provided added value to any previous systems; and

 Determine the impact and potential of Ffynnon in enabling the 

Welsh Government’s public service improvement agenda.

3. In terms of costs and outcomes:

 Determine whether Ffynnon has provided value for money;

 Establish whether services have improved as a result of Ffynnon; 

 Identify areas for improvement and how this could be achieved.

These aims were underpinned by the following detailed objectives for 

the study which is expected to:

 Gather detailed information on where and how Ffynnon is 

implemented and used, focussing on areas for improvement;

 Gather views of stakeholder performance managers;

 Identify if/where Ffynnon has streamlined processes, reduced 

duplication of monitoring and reporting, and simplified data sharing 

or made other improvements to ways of working and results, 

especially in sharing information with inspectorates and regulators;

 Identify where Ffynnon is used for benchmarking and comparing 

performance, and how far this has impacted on performance;

 Analyse trends in performance indicators monitored by Ffynnon 

prior to and since its implementation to ascertain whether adopting 

Ffynnon introduces systematic change in data 

collection/performance measurement. Establish whether:

a) any significant changes took place following its commencement;  

b) whether any changes can be attributed to the scheme;  
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 Formulate an estimate of the administration/implementation cost of 

the Scheme to the Welsh Government and weigh the cost/benefits 

(financial and other) against alternative models.

1.3 Study approach and methodology

The methodology for the study was developed to respond as far as 

possible to the aims and objectives outlined above. Reflecting the remit 

of the study, the scope of the research focused on:

 The extent and nature of programme use and experience of the 

system among the 41 stakeholders;

 How far and in what ways Ffynnon has impacted on stakeholders, 

both individually and across the 41 organisations;

 Stakeholder views and response to the programme – how it 

compares with other arrangements for managing performance data, 

knowledge management and sharing information;

 Welsh government procurement, administrative and management 

arrangements – effectiveness and cost;

 Use, impact and perceptions of Ffynnon amongst strategic partners;

 Identifying and setting out options for the future.

The study had three stages. The first was scoping to establish the 

background and context for the programme, the information available 

and the information to be gathered. This included:

 Review of key documents to establish the strategic, policy and 

delivery context, including: original tender documents, Service Level 

Agreement between Aspiren9 and the Welsh Government, Coactiva 

Highlight and Annual Reports and National Plan;

 Scoping interviews with strategic partners, including representatives 

from Coactiva (contract manager); Welsh Government, WLGA, and 

the Care and Social Services Inspectorate Wales (CSSIW, as a 

Ffynnon evaluation steering group member);

 On line Webex demonstration of the Ffynnon system.
                                               
9 Coactiva was formerly Aspiren
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The second stage consisted of stakeholder research. This included: 

 Interviews (some face-to-face and some over the telephone) with at 

least one key contact in 39 of the 41 identified stakeholder 

organisations;

 In depth interviews with a wider range of users in several of the 

stakeholders to obtain a more rounded picture of use;

 An e-survey of the Wales Improvement Network (WIN) members to 

which 19 of the 22 local authorities responded;

 Attendance at the South Wales User Group and facilitated focus 

group discussion;

 Attendance at a WIN meeting and facilitated group discussion.

Supplementary interviews were then carried out with: 

 All three Ffynnon Coactiva consultants;

 Contacts in individual Departments or teams within the Welsh 

Government involved in engagements outside the Ffynnon contract 

(these included DfES, Planning, and CSSIW).

1.4 Key challenges for the study 

There were several challenges to meet the aims and objectives of the 

research. 

 Capturing the breadth and variation of use. The flexible nature of 

the programme and voluntary participation, whereby individual 

stakeholder organisations can use the system to meet their need as 

much or as little as they like, meant that in theory there could be 41

different ways in which the programme was being used. This meant 

that the method had to be broad enough to capture all different 

types of use, yet provide a framework to identify ‘categories’ of use 

across the stakeholder population in terms of the extent and nature 

of usage of the system and the consultancy. This has had to be 

teased out from interviews in the main with supporting evidence in 

the highlight reports, because in some cases the provider was not 
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able to provide a definitive profile of their usage of either the system 

or the consultancy. This could be down to ‘pockets’ of use of the 

system or consultancy in certain service areas within a stakeholder 

organisation;

 Identifying the ‘right interviewee’: to ensure use and impact could be 

ascertained in each stakeholder was recognized as likely to be 

difficult. This was because in some stakeholder organisations, 

awareness of the Ffynnon programme and how the organisation 

participates in it, can be patchy. For instance, the named Ffynnon 

contact may be part of a central corporate function, overseeing data 

collection and collation to support performance management. Their 

remit in relation to Ffynnon would sit firmly with the use of the 

system and the accompanying Coactiva system training to support 

this function. However, this individual may not be aware of the 

Ffynnon consultancy support provided by Coactiva which has been 

accessed by another part of their organisation. If the Coactiva

consultants have delivered Result-Based Accountability (RBA) 

workshops to senior managers, operational staff would not 

necessarily know this. Therefore the study approach needed to 

‘cover all bases’ to ensure it captured the complete picture. This risk 

was reduced by identifying key contacts through Coactiva and other 

key partners such as WLGA, using Coactiva data to cross-check 

who has accessed what, and consulting with multiple users through 

different channels (interviews and via the E-survey and focus 

groups); 

 Assessing impact and value for money: gathering data to identify 

and measure impact and value for money has proved difficult. This 

is mainly because of the following factors:

– Quantifying impact is in itself a challenge for stakeholders. 

Attaching a value to changes in organisational process, or a 

shift in culture is a highly subjective exercise. While some 

organisations were able to talk about the Ffynnon system 

having streamlined their data collection processes, or 
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promoting a greater focus on performance management 

across their organisation, quantifying this was not possible;

– Variation in data: interviews set out to gather information 

from stakeholders relating to efficiency savings from 

improved performance management or administrative costs 

saved through the use of Ffynnon but this was often only 

quantified in general terms by some stakeholders. For 

instance, in some local authorities, they were able to provide 

an estimate of the number of days saved by individuals no 

longer having to gather data from named officers across the 

authority, as these colleagues were now responsible for 

inputting the data directly. Only one local authority was able 

to put a figure on the amount of money saved by one 

Department following consultancy support around process 

mapping and improvement activities which streamlined the 

systems they used. 

In the main the impact assessment has had to depend on qualitative 

information.

1.5 The evaluation framework

Underpinning the study is an evaluation framework, designed to provide a 

clear structure to the approach. The programme theory evaluation 

approach which provided the conceptual framework for the study 

comprised an overarching programme level logic model and two individual 

logic models: the Ffynnon system; and Ffynnon consultancy support. The 

logic models can be found in Annex F.

The models consist of the following elements:

 The rationale – the problem, need or opportunity to be addressed 

through the programme (i.e. the need to promote locally owned 

improvement and management of performance and avoid a focus 

on process compliance);
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 Inputs – the resources needed in order to implement and deliver the 

programme;

 Activities – the activities which have been delivered in the Ffynnon 

system support and consultancy; 

 Outputs – the direct ‘products’ which should occur as a result of the 

programme, such as dashboard reports, the establishment of 

databases, and workshops);

 Outcomes - the specific changes which will occur in users, either in 

the short-term or medium-term, such as effective collaborative and 

partnership arrangements and the ways in which the programme 

contributes to policy planning and control; and,

 Impacts – the long-term changes which the programme will deliver  

which may include ‘real world’ examples of changes to policy and 

programmes which have had an impact on local communities 

and/or individuals.

The logic models reflect the fact that the focus of the evaluation is on the 

measurement of outputs, outcomes and impacts, in terms of: the short 

term changes to the behaviour of stakeholders participating through the 

programme i.e. improving existing performance management 

arrangements; and, medium to long term outcomes i.e. through the 

changes in collaborative working and, ultimately, improvements in the 

delivery of services.

1.6 Structure of the report

The remainder of the report is presented as follows:

 Section 2: provides an overview of the Ffynnon programme, 

describing the original rationale and context, and identifying 

changes in the strategic and operational context. It goes on to 

profile the contracting arrangements and the governance and 

management structure.

 Section 3: draws on the information gathered from stakeholders, to 

present a picture of the programme from the user perspective. It 
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gives an overview of how the elements of Ffynnon are used, and 

also describes the stakeholder experience of engaging with, and 

integrating the Ffynnon system. Three case studies are included as 

illustrations of use. Finally stakeholder views’ on the governance 

and management of the programme are set out.

 Section 4: Comprises the evaluative assessment of the Ffynnon 

programme. This describes the Ffynnon programme outcomes and 

impacts against those expected. It also goes on to consider the cost 

effectiveness of Ffynnon, on the basis of available information.

 Section 5: This section considers the future options for the Ffynnon 

programme. Drawing on stakeholder views, their perspectives on 

the future of the system and consultancy are set out, as are the 

future implications for strategic partners. 

 Section 6: Section 6 presents an evaluation summary, and sets out 

options for the future with associated implications. Key 

recommendations are also set out. 
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2 Profiling the Ffynnon Programme

In this section we set out the policy context for the Ffynnon programme, 

then go on to describe the components of the programme which are the 

system and consultancy support. The individual projects taking place 

over and above the programme are then presented. Completing the 

profile, we present an overview of the contracting model, set out the 

Welsh Government’s programme costs for Ffynnon, and describe the 

governance and management structures in place for the programme.   

2.1 Policy context and origins of the programme

The (then) Welsh Assembly Government established a review of local 

public service delivery in July 2005, the Beecham Review, Beyond 

Boundaries. The Welsh Assembly Government’s response to the review, 

Making the Connections: Delivering Beyond Boundaries (2006) reflected 

a need to address fundamental changes in the relationship between 

services and the public (which are still reflected today in the emphasis 

placed on co-decision making and co-production of services) and a 

requirement for greatly enhanced efficiency in the use of resources to 

improve outcomes and reduce costs.10 These are issues which have 

only increased in importance since then.

Delivering Beyond the Boundaries promotes a ‘citizen model’ of service 

delivery, that cuts across traditional working practices and organisational  

silos, emphasising efficient and personalised services and the avoidance 

of complex pathways across organisational boundaries. The report 

established the need for delivery that puts the needs of citizens centre-

stage and calls for a ‘transformation in the culture, capacity and 

processes of government’.11

                                               
10 WAG (2006), Beyond Boundaries: Citizen-Centred Local Services for Wales Review of Local 
Service Delivery: Report to the Welsh Assembly Government
11 WAG (2006), p.7
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The Local Government Policy Statement “A Shared Responsibility” 

launched in 2007, set out the way forward for local government to deliver 

the commitments made in Making the Connections. The Statement

clarified the relationship between the Assembly and local authorities, 

notably through:

 Ensuring that public services are centred on the needs and 

experiences of citizens;

 Encouraging specialisation and economies of scale to be achieved 

through cross boundary collaboration; and

 Encouraging integration and responsiveness to the diverse needs 

of citizens to be achieved through cross sector collaboration.

The Statement made an explicit link between improved service delivery, 

centred on the needs of communities and citizens, and the requirement 

for better information on performance and accountability. The Statement 

emphasised the importance of ‘underpinning information’, drawing 

together performance data which was readily available but 

uncoordinated. The Statement set out a need for the policy programme 

to be supported by better performance information and intelligence. In A 

Shared Responsibility: key commitments of the Welsh Government and 

national partners, included:  

 Establishing  a set of national service standards for key services, to 

eliminate unacceptable variations in service performance while 

recognising local discretion; 

 Developing an annual report on all-Wales local government 

performance, to provide a more rounded picture of performance; 

 Working with inspectorates to develop a supportive model of 

inspection and review, which will focus on reducing bureaucracy 

and cross inspectorate duplication; 

 Agreeing a national information sharing protocol;

 Developing a codified methodology and protocol for corporate 

management support and intervention;

 Putting in place a rolling evaluation of local government policy in 

Wales; and
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 Introducing a standard performance management software package 

for Welsh local authorities.

This final commitment provided the impetus behind the Ffynnon 

programme, a system that was expected to enable sharing and 

comparison of performance information across authorities and 

organisations in Wales.

The need for a dedicated pan-Wales performance management system 

was originally identified by local authorities themselves at a series of 

events facilitated by the Local Government Data Unit ~ Wales (DUW). 

The work over the previous two years on the Performance Measurement 

Framework for local government had generated discussion on the 

potential benefits of an all-Wales performance measurement software 

system.  It was conceived that the system would underpin the new 

performance framework and provide a central facility for the collation, 

analysis and dissemination of performance data, support collaborative 

working and allow for similar facilities to be available to local 

government.

More recently, the wider context has been shaped by key policy 

developments. The current context is characterised by a central drive for 

improvement. The Wales Programme for Improvement (WPI)12 (the 

Government’s guidance to local authorities in Wales on the 

implementation of the Local Government Act 1999) set the tone for 

achieving best value in services, through a risk based approach to 

improvement. The programme set out an agenda for councils to 

“examine the health of the corporate organisation and the performance 

and prospects of the range of services they provide”, and follow through 

with locally adopted improvement action plans. The WPI promoted local 

autonomy in managing change. This strengthening of the position of 

local authorities in terms of responsibility for their own performance, and 

growing levels of accountability have been further cemented recently. 

                                               
12 http://www.wlga.gov.uk/english/wales-programme-for-improvement/

http://www.wlga.gov.uk/english/wales-programme-for-improvement/
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The Local Government (Wales) Measure 200913 which “made changes 

to strengthen the structures and working of local government in Wales at 

all levels and to ensure that local councils reach out to and engage with 

all sectors of the communities they serve”.

Underpinning this is a focus on self assessment and review. In 2010, the 

Welsh Government passed responsibility for the majority of local 

government performance measurement activities to the WLGA. 

Following a review of Local Authority Service Delivery14 (The Simpson 

Review); undertaken by the Local Government Leadership Centre,

published in March 2011, a new Performance Improvement Framework 

was introduced from April 201115. The new framework focuses on two 

distinct areas: providing measures for public accountability; and 

developing meaningful datasets for use by services and their regulators 

to support service improvement. 

2.2 The components of the Ffynnon programme  

The Ffynnon programme has two key elements: the software system 

and the consultancy support. Each of these is described below.

The Ffynnon system

The Ffynnon system went live in 2007, and was designed to support 

local authorities’, fire and rescue services’, national park authorities’ and 

partners’ performance management activities through the development 

and delivery of a common software solution. The aim was that Ffynnon 

would provide an opportunity to create a performance management 

‘community and culture’ within and across public sector organisations. 

This was to be achieved through a fully integrated performance, risk and 

project management software system that enables information-sharing 

within and across organisational boundaries. It includes: performance 

frameworks that are presented in a standard hierarchical structure; 
                                               
13 The Local Government (Wales) Measure 2011 was passed by the National Assembly for Wales on 
15 March 2011 and approved by Her Majesty in Council on 10 May 2011
14 http://wales.gov.uk/newsroom/localgovernment/2011/110329delivery/?lang=en
15 Source: Data Unit - Wales

http://wales.gov.uk/newsroom/localgovernment/2011/110329delivery/?lang=en
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dashboard reporting of results; online discussion forums; an online 

facility to store and share documents, images and links; and a tool to 

benchmark performance. The five year contract for the delivery and 

ongoing support activities16 for the Ffynnon system was awarded to 

CoActiva Aspiren Ltd (formerly Sunguard). The Ffynnon system was 

based on CoActiva Aspiren's Aspireview17 performance management 

software.

Defining features of the system are: 

 Its use is not mandatory - so individual authorities and other 

stakeholder organisations can decide how and to what extent they 

wish to use the system within their own performance and data 

management processes;

 The system is flexible in nature - stakeholders are free to use parts 

of the system as they wish, in order to meet their own needs. Within 

the Ffynnon framework, individual organisations are assisted by 

Coactiva to ‘build’ system elements to meet their needs, such as 

creating tailored dashboards;

 The number of users is unlimited – whereas similar software 

systems operate according to a defined number of users or 

licences, access to and use of the Ffynnon system is not restricted 

within stakeholder organisations;

 It is a web-based system, so it is not uploaded onto individual users’ 

machines. There are no costs involved in setting up a new user 

access. The web platform also enables remote access and 

uploading of information, for example with tablets;

 System developments and enhancements are provided to all 

stakeholders – in cases where individual stakeholders have 

contracted directly with Coactiva to produce system developments 

such as a GIS mapping facility, these enhancements are made 

                                               
16 This includes the Coactiva support Helpdesk, and system training and support with system 
integration
17 Aspireview framework for Performance Management, Local Authority and Collaborative working: 
http://www.coactiva.com/aspiren/products/aspireview

http://www.coactiva.com/aspiren/products/aspireview
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available for use across the 41 stakeholders and associated training 

and support provided. 

The Ffynnon system has changed significantly since its launch. Through 

the numerous system updates and the development and launch of 

subsequent versions, key changes have included improvements in 

appearance and functionality.

A review of the software solution specified in the ITT initially produced by 

the (then) Welsh Assembly Government enables us to see what was 

initially purchased18. The original contract specified the key requirements 

of the Welsh Government and partners, “for the supply of a Performance 

Management Software solution to stakeholders throughout Wales”. The 

Tender was for the supply, installation, maintenance of software and 

training required to operate the Performance Management Software 

System. The tender also states that “Tenderers should note that 

additional functionality may be requested to be implemented in 

successive years as funds permit. Costs of any additional appropriate 

software modules available should be indicated – but this will be 

considered separately from this tender framework”. The original 

specification shows that even at this early stage there was an 

expectation that the system would evolve throughout the five year 

contracting period. 

The Coactiva consultancy support 

On the back of the software system and associated functionality, the 

need for implementation support, user training, and change 

management expertise was identified. The consultancy support offer 

developed to complement the Ffynnon system, and emerged in 

response to its widening use across different stakeholder organisations. 

The consultancy support started approximately 18 months after the 

launch of the Ffynnon system.
                                               
18 Welsh Assembly Government Pan Wales Performance Management Solution, Invitation to Tender, 
February 2006
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A dedicated team of three Coactiva consultants plus on an ad-hoc basis 

the contract manager19 work with stakeholders to support 

implementation of the Ffynnon system as well as providing ongoing 

strategic consultancy in areas, such as change management and 

performance improvement. The support has developed alongside the 

Ffynnon system.

The consultancy support includes specified activities, but also scope for 

the consultants to determine with stakeholders what are the priorities 

and activities to meet the specific needs of organisations. The 

consultancy available comprises20:

System Support

– Training and application support

– Implementation plan development and refinement

Strategic Performance Management 

– Principles of performance management

– Review of existing performance management arrangements 

– Support and guidance to on-going performance management activities

Performance Framework Development 

– Develop local or collaborative performance frameworks and reports to 

enable authorities to effectively manage performance, gain a valuable 

insight into service delivery and inform decision making to enable a 

cycle of continuous improvement

Process Improvement

– SPRINT Workshops (SPRINT workshop methodology is focused on 

rapidly transforming identified process improvement opportunities into 

real business benefits) 

– SPRINT Workshop Training - Building the capacity of key members of 

staff to enable them to deliver SPRINT workshops across the 

organisation or service area

                                               
19 Information from the individual suggests this is roughly 75per cent of his time. 
20 Source: Ffynnon Programme National Plan 2010/11
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– Support individual process improvement projects and initiatives utilising 

LEAN principles  

Results Based Accountability (RBA)

– Principles of RBA

– Support and guidance for on-going RBA activities

– Establish collection and presentation of RBA data through Ffynnon

Project and change management support

- Support project and change management activities, providing expertise 

covering the role of sponsors and managers, and how to initiate and 

structure programmes to manage change through to successful 

benefits realisation.

Collaborative working and partnership management

Enable effective collaborative and partnership arrangements to be 

established and embedded, including;

– Clarifying strategic objectives for the partnership

– Developing effective performance monitoring and reporting 

arrangements

– Mapping partnership information into Ffynnon software system.

The consultancy support offers tailored training to identify and meet the 

development and information needs of stakeholders, while supporting 

organisational change and the journey towards improving performance 

management and resource use.   

Projects supported by the consultancy

In addition to the two main Ffynnon programme elements of the system 

and consultancy support, there are at least four additional projects and 

activities taking place within the scope of the contract. 

CSSIW has been assisted to use Ffynnon as its knowledge 

management system. The process is ongoing, but in the first instance, 

work done already has supported CSSIW in their annual reporting 

process, enabling the individual Local Authority level reports to be 
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centrally collated through the system. The collaborative area within the 

Ffynnon system is also used by the CSSIW, which contains quarterly 

performance indicator information for 6 Local Authorities through the 

'Narrowing the gap' work.  

  

The Wales Audit Office (WAO)and local authority Housing Benefit 

Services have been using the Ffynnon system to produce a consistent 

Housing Benefit performance framework. 17 local authorities are 

involved in the project, the Ffynnon system automatically takes data 

from their single housing benefit extract files and populates the suite of 

dashboards in the Ffynnon system, tailored to support the priorities of 

the Housing Benefit performance framework.  

Coactiva are also working with Social Services teams within six local 

authorities, who use the SWIFT back office system. System use is 

supported by the SWIFT data consortium, and currently work is 

underway to develop an approach to integrate and automate the transfer 

of summary data. The data system activity will also be supported by 

collaborative working through: a shared library and discussion area; a 

shared collaboration framework and linked dashboards; surfacing of

collaborative dashboard charts and tables to the SWIFT intranet site; 

and automation of the transfer of data from the PM1 and PM2 forms into 

the Ffynnon system.  

Conwy/Denbighshire Highways Integration (please see also case study 

profile in section 3)  is a project supporting the integration of the two 

Highways services with the development of a new single business 

planning template for Highways based on an outcome based approach. 

SPRINT workshops have been facilitated covering a range of service 

areas.
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2.3 Individual projects and activities

Over and above the consultancy led projects that are delivered within 

the scope of the original Ffynnon contract some projects have been paid 

for separately. These include:

The All Wales Core Data Set21 - this represents a significant step in 

supporting the DfES, through the production of data packs for all of the 

1833 schools in Wales. Replacing the previous system of using PDF 

files, a Ffynnon system has been created and pre-populated with the 

performance data for all schools. The system enables each school to 

review their own performance data, and compare performance with 

schools in their family group, as well as their Local Authority area and 

against the all Wales figures. Further development of the system is 

planned, and the outcomes of the projects have been significant, with all 

schools in Wales now using the system. The Data Set is also used by 

Estyn, Her Majesty’s Inspectorate for Education and Training in Wales, 

as their main source of schools performance data.

Building on the success of the Schools Data set project, Coactiva and 

DfES are now moving towards launching a similar system to cover data 

for the 100+ providers of post-16 education and training in Wales.

South Wales Police (SWP) pilot – a project exploring the potential of 

Ffynnon to support the work of the police nationally. Piloting activity 

included establishing a secure data feed between the SWP’s SAS 

database and the Ffynnon system to enable the automatic upload of 

crime data each night. Ffynnon’s graphical dashboard content is also 

surfaced live to the SWP ‘Connect’ intranet site, enabling a view of 

performance for officers across the force without the need to log in 

directly to a system.

                                               
21 Previously the National Pupil Database
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Ffynnon Maps (GIS) – the development of a GIS module, providing 

mapping capability enabling users to present data via maps according to 

defined geographical boundaries.

  

E-forms – the Ffynnon e-forms module enables the reporting of National 

Strategic Indicators (NSIs) and Core Set Indicators (CSIs) performance 

indicators to both the Welsh Government and the DUW.

2.4 The Ffynnon contract procurement approach

Local authorities’ articulation of a sound business case for Ffynnon was 

instrumental in persuading the then Minister for Finance and Local 

Government to fund a scoping exercise, conducted by the DUW on 

behalf of local authorities. This scoping exercise identified local authority 

need for a pan-Wales performance management system, the 

functionality that the software would need to provide and the system 

requirements of potential users. 

A tendering exercise was then conducted by the DUW on behalf of the 

Welsh Government to provide the performance management software to 

22 local authorities, national park authorities and fire and rescue 

authorities in Wales. The entire tendering process was overseen by a 

Pan-Wales PM Software Project Board who were tasked with:

 Agreeing the scope, boundaries and interfaces for the project;

 Agreeing a project plan;

 Monitoring the project against key milestones;

 Agreeing the principles which defined the project; and

 Acting as ambassadors for the project and to make connections 

with key agencies.

The project board consisted of representatives of WLGA; DUW; WAO; 

Welsh local authorities (Newport, Bridgend, Pembrokeshire and 

Flintshire were represented) and the Assembly Government, and 

provided governance to the entire tendering process.
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The aim of the procurement approach was to “maximise the purchasing 

power and efficiencies yielded from a collaborative procurement”, 

underpinned by the desire to develop a pan-Wales solution for the public 

sector to support performance management and enable benchmarking 

and data sharing across organisational boundaries.

2.5  Ffynnon programme costs

The Welsh Government has provided data on the costs associated with 

the Ffynnon programme which it funds22. These are set out below for the 

Ffynnon programme and the individual system use developments:

2008/09 2009/10 2010/11 2011/12 2012/13 TOTAL
The Ffynnon Programme

Software system 500,000 667,000 666,000 666,000 2,499,000
Consultancy 
support 110,000 360,000 360,000 360,000 300,000 1,490,000
Consultancy 
expenses 0 34,529 32,271 40,000 106,800
Total programme 
costs 610,000 1,061,529 1,058,271 1,066,000 300,000 4,095,800

Individual engagements
South Wales Police 
pilot 50,973
E-forms 146,903
GIS 72,000
DfES* 62,992
GRAND TOTAL 4,428,869

*Previously DCELLS

Some stakeholders, such as the Care Council for Wales and Arts 

Council Wales (ACW), have their own individual contracts with Coactiva 

for the Ffynnon programme. For example, ACW pays £8,400 a year plus 

£2,775 for three days consultancy which it draws down, and also 

benefits from system developments such as GIS which it intends to use. 

2.6 Governance and management of the Ffynnon programme

Originally commissioned by the DUW, responsibility for the management 

of the Ffynnon contract rests with the Welsh Government. The Ffynnon 

                                               
22 It is not clear whether the figures for earlier years are actuals or budgets
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programme was until recently overseen by a Programme Board, 

however following an internal review, the management structure was 

streamlined, and now comprises a Strategic Programme Group, formed 

of a representative from each of the Welsh Government (as funder and 

contract manager), WLGA (as strategic partner, in an advisory and 

representative role), SOLACE (Society of Local Authority Chief 

Executives) and Coactiva (as contractor).  The decision to streamline the 

management structures was primarily intended to reduce the amount of 

staff time and resource spent on management. 

In terms of user input, the main channels of user feedback are through 

the User Groups (North Wales, and South Wales), and the Wales 

Improvement Network (WIN) meetings. 

Updates and reporting on the progress of the Ffynnon programme are 

provided in the form of Annual Highlight Reports, End of Year Reports, 

Programme Plans, and updates for the individual consultants at the user 

groups as well as news on the Coactiva website.

2.7 Summary of key points

 The policy context for Ffynnon continues to be characterised by a 

central focus on improvement, to be achieved through increased 

direct accountability, self assessment and review as exemplified by 

the new Performance Improvement Framework;

 The scope of the programme is undoubtedly broad: incorporating 

the system, consultancy, related consultancy led projects and also 

additional projects paid for outside the contract;

 The procurement approach for the system reflected the need for a 

pan-Wales solution, and providing value for money in terms of 

maximising the ‘purchasing power’ of a collaborative procurement 

model and acquiring system features which keep down costs to 

users through the course of the contract;

 While the breadth and levels of participation in the programme have 

grown, the governance and management structures have been 

streamlined.
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3 The Ffynnon programme – stakeholder perspectives on 

use

This section presents the evidence relating to the extent and nature of use 

of the system and consultancy, describes issues around engagement and 

embedding the programme, and presents views on Ffynnon in relation to 

other systems used to support performance management. The section 

concludes with stakeholder views on the management and governance of 

Ffynnon. The evidence is drawn from the interviews with stakeholders and 

users, focus groups, and the e-survey of WIN members supplemented by 

Coactiva’s annual/highlight reports.

3.1 Current levels of participation in Ffynnon 

Because the use of Ffynnon is not mandatory and the Welsh Government 

and partners intended that stakeholders should have ‘ownership’ of the 

programme, and determine their own levels of participation, the level and 

types of use of Ffynnon vary greatly. An overview of participation, and the 

extent of system and consultancy use is presented below23. Categories of 

system use are defined as:

- Extensive: embedded widely across the organisation using different 

functionalities, multiple users across departments/teams

- Moderate: pockets of usage , for example in corporate management 

and some departments/teams, not used extensively across the wider 

organisation

- Limited: only used for a relatively narrow range of tasks, such as 

document sharing and uploading a few data sets

- Not used: the system has not replaced any other systems 

                                               
23 The table provides a summary of use of the two components of Ffynnon. For a more detailed view of 
the nature and extent of use by individual organisations please refer to Annex A.
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Overview of stakeholder participation in Ffynnon

Extent of use Ffynnon System

Number and percentage

Consultancy support

Number and percentage

Extensive 9 (24%) 10 (26%)

Moderate 13 (34%)

 (of which 5 are increasing)

12 (32%)

Limited 10 (26%) 

(of which 4 are increasing)

8 (21%)

Do not use 6 (16%) 8 (21%)

Total24 38 38

It should be noted that:

 In addition the Welsh Government itself is an extensive user of Ffynnon 

drawing down on the consultancy support and also developing systems 

to meet their needs e.g. DfES, Planning, Housing;

 It should be recognised that the initial engagement with the 

programme, implementation of the system, and ongoing use of 

consultancy support is a ‘journey’, and was described as such by a 

number of stakeholders. We have therefore identified nine

organisations that are participating but who are intending to increase 

their use of the system. For example, Ceredigion, whose use is 

described as moderate/increasing because “the system was 

implemented about 12 months ago and usage is growing across the 

Council”;

 The use of consultancy support often depends on the stage reached,

with extensive use made before and during implementing growing use. 

This is the case with Ceredigion, Monmouthshire, Pennaf and the 

South Wales Trunk Road Agency, for example. 

                                               
24 Two stakeholders have not been interviewed because efforts to engage them have been unsuccessful 
(Betsi Cadwaladr University Health Board and South Wales Police). The Welsh Government has not 
been included as a stakeholder in this table because its use is fundamentally different from the local and 
other national stakeholders.
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Key points to note from the overview and the detailed table of participation in

Annex A are:

 Usage levels among stakeholders are relatively high, with 22 (58 per 

cent) using the Ffynnon system extensively or at a moderate level, and 

the same proportion, 22 (58 per cent), using the consultancy support to 

an extensive or moderate degree;

 However, a significant proportion (32 per cent) either do not use or 

have limited use of the system with no intention to increase usage;

 The remaining 10 per cent have limited use of the system currently but 

intend to increase their participation; 

 The system use and consultancy use are not always accessed in 

tandem. For instance, one stakeholder, although not an extensive user 

of the system, has taken advantage of the consultancy support to a 

significant degree.

3.2 How is Ffynnon used by stakeholders?

As illustrated in Section 2, the Ffynnon programme has developed and 

evolved significantly in terms of its scope and remit since the original 

system launch in 2007. However, despite these changes, the ambitions of 

the programme have remained constant, in offering “a tool (that) would 

allow local authorities and other users to collate and share information 

about risks, projects, best practice and performance indicators. This 

would enable collaborative working and facilitate the push for continuous 

improvement”.25

The role of the Ffynnon programme to support stakeholders’ 

performance management activities covers a spectrum of use in terms 

of the extent to which stakeholders have integrated the system and 

support, ranging from:

 Ffynnon underpinning the entire corporate approach to performance 

management and improvement: in a few cases, Ffynnon supports the

concept of a ‘golden thread’ of shared strategic priorities and common 

                                               
25 Evaluation of Ffynnon Research Project Specification, Welsh Government, March 2011



35

use of indicators that runs through all corporate and business planning 

activity. One local authority (Vale of Glamorgan) has used Ffynnon as 

a way to collate all data within their performance management 

framework. The Community Plan and individual service delivery plans, 

as well as longer term strategic planning and organisational 

improvement plans and performance indicators are all embedded 

within Ffynnon to enable monitoring and reporting;

 Stakeholders using Ffynnon in a more selective way, to support 

particular aspects of their performance management. For example, 

Powys where the system is used for data collection and to provide 

information for scrutiny committee and board meetings and team 

meetings. However some such users do not believe that the “full 

functionality of the system as a tool for analysis is being exploited by 

the different teams”; 

 Some stakeholders having minimal use of Ffynnon to support their 

performance management. These include stakeholders who use

Ffynnon alongside alternative systems, (either purchased or developed 

in house) to support performance management. One example of this is 

Carmarthen who previously used Corvu, then had their own in house 

system built. They now use Ffynnon alongside their own system; a link 

from their PMIS system uploads data onto Ffynnon. 

It should be borne in mind that extent of use in national organisations can 

also be affected by key characteristics such as the sheer size of an 

organisation. This is the case with the Welsh Government having pockets 

of Ffynnon use within different Departments.

The ways in which stakeholders use the Ffynnon system, selecting 

functions and tailoring a system to meet their needs, broadly fall into the 

following categories:

 Monitoring performance and supporting programme management;

 Benchmarking, comparing and sharing of data;

 Data transfer;
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 Document transfer.

Over and above these uses, the consultation with stakeholders also 

explored the extent to which Ffynnon is used as a tool to support 

collaborative working. These uses are described below.

3.2.1 Ffynnon supporting performance monitoring and programme 

management

For those stakeholders that make moderate or extensive use of the 

system, Ffynnon has changed data collection and collation to support 

their performance monitoring. The Snowdonia National Park uses 

Ffynnon to “monitor performance against Government targets”, Merthyr 

Tydfil uses the system to support reporting; “data is uploaded via 

spreadsheets and dashboards are used as visual reporting”. Blaenau 

Gwent has incorporated its Corporate Improvement Plan into Ffynnon, 

and the system is supporting performance monitoring, in particular, 

“commentary and trend data have improved our performance 

assessment”. 

The Vale of Glamorgan has incorporated surfacing of data reporting 

progress through on-line portals accessible by councillors and members 

of the Local Partnership Boards. Use of the E-forms is also supporting 

progress review, for example Pembrokeshire and the Isle of Anglesey. 

Ceredigion currently uses the system to assess progress against national 

level indicators and plans to introduce local level indicator analysis 

alongside this. For Swansea, the approach is less structured, as some 

departments use Ffynnon as an analytical tool to monitor progress, but 

this is not done at a corporate level.

A key part of performance monitoring for many stakeholders is the 

production of annual, quarterly, and in some cases monthly reporting of 

progress. There are many examples amongst stakeholders of how the 

Ffynnon system is used to meet the demands of regular performance 

monitoring. For example Caerphilly, Rhondda Cynon Taff, the Vale of 

Glamorgan, and Wrexham, the system is integral to their data processes. 

The South Wales Trunk Road Agency (SWTRA) uses dashboards 



37

reviewing progress and identifying problem areas. The SWTRA also

reported that trend data and the RAG assessment for PIs, contribute to 

monthly monitoring and quarterly reporting activity.

In terms of programme management, the Ffynnon system is used by 

several stakeholders and some departments in councils. The ACW has 

used it to manage their £10m ‘Reaching the Heights’ ESF programme, 

which includes 42 projects. Isle of Anglesey has used it to monitor the 

housing standard improvement programme by the council and housing 

associations. Ffynnon provides the monitoring framework for projects, 

allowing the extraction of data for internal reporting. 

Alongside these examples of the system supporting stakeholders to 

monitor performance, it should be noted that more than half of 

stakeholders had a negative view of the reporting function26 ranging from 

not perfect to inadequate with some exporting their data from the system 

onto an Excel spreadsheet to carry out reporting. Generally the view was 

that Ffynnon does not offer a suitable level of reporting, and that 

stakeholders would like to see “a more sophisticated reporting output” for 

the system. The issue has also been raised through the WIN network and 

User Groups. 

3.2.2 The Ffynnon system supporting benchmarking, comparing and sharing 

of data

The Ffynnon system sought to facilitate information sharing within and

across organisational boundaries. Fourteen organisations said that they 

use the data sharing functionality of the system.

Where the system has been used to facilitate data sharing it was largely 

to enable partnership working and to share information with other similar 

organisations or with external partners and elected members. For 

example, the three National Park authorities share data with each other, 

on finance, HR, CO2 emissions and planning, predominantly for 

benchmarking purposes. Further examples include Torfaen which uses 

                                               
26 Coactiva is aware of the reporting issues, and is currently reviewing and updating this part of the 
system. 
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the benchmarking functionality in their member reporting; Cardiff who use 

the system to share partnership information for the What Matters Strategy 

which incorporates the Community Strategy, the Children & Young 

People's Plan, the Health, Social Care & Wellbeing Strategy and the 

Community Safety Action Plan; and Pembrokeshire who share data to 

support collaborative working with other local service providers (such as 

PCTs and VCS organisations), and allow them to view their data and also 

to enter data on the performance measures that they are responsible for.

At a national level, the schools data set, which incorporates data for all 

1,833 schools in Wales, enables benchmarking activity across local 

authority areas and against all Wales data. The system containing the 

schools data and the system being developed to host the post-16 

education providers’ datasets, allow national comparators to be used and 

comprehensive benchmarking of the stakeholder population to be 

undertaken. This is an integral part of the DfES data processes, in 

particular allowing comparison at school and local authority levels.

Also, the Housing Benefits project between the WAO and Local Authority 

Housing Benefit Services uses Ffynnon to provide a consistent Housing 

Benefit performance framework for the 17 local authorities involved in the 

project. The system automatically takes data from their single housing 

benefit extract files and populates the suite of dashboards in the Ffynnon 

system. The CSSIW has done something similar to improve social care 

benchmarking and performance information working with six local 

authorities.

One local authority noted that while it gave other organisations access to 

their data in Ffynnon, it was primarily to enable other local authorities and 

WAO to see how data has been captured and presented rather than for 

benchmarking performance. 

  

3.2.3 Ffynnon supporting data transfer

In some authorities, such as Vale of Glamorgan, the Ffynnon system was 

directly supporting the work of Local Service Boards (LSB), through 



39

enabling data transfer, and allowing data collection to be tailored to the 

framework developed for each of the five key partnerships within the LSB. 

The Housing Benefits project mentioned above is also a good example of 

data transfer supported by Ffynnon: as the system automatically extracts 

key data and uploads into a tailored common performance framework.

Automated data extraction is also a feature of the Mid and West Wales 

Fire and Rescue Service’s use of the system, which carries out an 

automatic update each night. The information, for example on training 

activity undertaken at each station or community safety activity 

completed, is then uploaded. This is also the case with the South Wales 

Police: a secure data feed was established between the South Wales 

Police SAS database and the Ffynnon system, which enables the 

automatic upload of daily crime data each night. A suite of graphical 

dashboards has been created which are automatically populated with the 

daily crime data.  

A few organisations are using Ffynnon for audit purposes; sharing data 

with the Welsh Government and the WAO by providing auditors with 

access to their data systems or submitting data through e-forms. In these 

cases, the authorities and the WAO had found this made for a much 

quicker and easier audit process. However, this was not the case for all. 

One stakeholder commented that while it had been promoted as a way for 

data to be reported to WAO and CSSIW, these organisations had 

requested data to be reported by email.

3.2.4 Ffynnon supporting document transfer

As well as data transfer, the Ffynnon system is also used to enable 

multiple users to access documents. For a small number of users this was 

one of the main ways in which they used the system. For example, AWC, 

which uses Ffynnon to share papers to support a range of activities 

including papers to support Board meetings (eight times a year), as well 

as audit meetings (five times a year) and Creative Wales applications 

(several rounds a year with short-listing stages) by advisors based across 

Wales. 
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While the CSSIW does not use Ffynnon as a system to collate data, they 

do use the system “as a library and as a way of searching through 

dashboards”. The system is viewed as “somewhere structured to store 

information”.  The SWTRA also makes use of the document library, and 

has developed an integrated management system within it to house 

evidence to support ISO9000 activity and reporting. Again, in support of 

audit activity, there are a few examples of stakeholders sharing 

documents with the WAO through the system, enabling the WAO to be 

provided with key strategic and planning documents prior to audit. 

3.2.5 Ffynnon supporting collaborative working

Many local and national stakeholders have used Ffynnon to participate in 

collaborative working although interviewees in only eight local authorities 

identified their engagement in such projects. There was some uncertainty 

as to whether they were part of project activity, possibly because projects 

engage other members of staff in their organisations. However, where 

stakeholders identified collaboration, the projects ranged from joint 

highways work between Denbighshire and Conwy; numerous local 

authorities being part of a Housing Benefits project; and various projects 

relating to Social Services, Housing and Planning involving partners and 

other stakeholders.  Detail on the projects was relatively fragmented as 

the use of Ffynnon was not necessarily widely shared between service 

areas and the corporate centre where use was not necessarily 

coordinated or championed beyond performance management. 

While there are examples of Ffynnon supporting collaborative working, 

the use of Ffynnon for collaboration between partners is largely a work in 

progress. A few organisations, however, stated that they expected that 

Ffynnon will be used to provide a collaborative working environment in the 

future to monitor partnership activity. This is the case with Conwy and 

Denbighshire’s shared services (Planning, Licensing and Highways) 

although at present the system is more targeted at sharing PIs than 

sharing the actions and risks required by shared service areas.
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Despite the collaboration activities taking place, more than a third of 

respondents felt the potential for collaborative working had not been 

realised. This point was also raised during the focus group discussions, 

with participants expressing a view that the partnership working aspect of 

the programme had been a “missed opportunity”. 

3.2.6 The Coactiva consultancy support and training

Level of use of the consultancy

Almost nine in ten of the stakeholders had experienced some type of 

Ffynnon consultancy support from Coactiva27. More specifically, three-

quarters of stakeholders (74 per cent) had received initial training in the 

Ffynnon system and 59 per cent had received more specific, tailored

training. Over half of organisations (54 per cent) had received support 

relating to a particular aspect of performance management, which was 

largely Results Based Accountability (RBA) training. 

For two-thirds of the survey respondents who had accessed consultancy 

support, the majority had received system training for staff to support 

system implementation (85 per cent). Approximately three in five had 

received bespoke performance management support such as RBA

consultancy (62 per cent) and SPRINT process mapping workshops (46

per cent). 

For those organisations who had not engaged with the consultancy 

support, the main reason for this was they felt that their support needs 

were met by other resources. For example, one organisation had received 

RBA Training through the WAO, while another utilised web based 

processes and networks. Similarly, one stakeholder had accessed RBA 

training through Action for Children, while another had sourced 

performance management training through the Data Unit. The Partnership 

Support Unit at the WLGA was another source of support on outcome 

based approaches. In some cases, this support had been accessed in 

tandem with Coactiva consultancy, whilst for others, this was instead of. 

                                               
27 Some stakeholders who do not use the system currently had received initial training as an 
introduction 
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One organisation had looked to gain consultancy support but had felt it 

was targeted towards the implementation of the Ffynnon software rather 

that wider performance management consultancy. There was a belief 

within this authority that without a fundamental understanding of 

performance management more broadly, the system could only have 

limited value. One organisation was not aware that it was possible to 

access consultancy support without being engaged with the Ffynnon 

system.

Format of the support

The take up consultancy support is largely concentrated at the beginning 

of engagement with the Ffynnon programme for initial training around 

system integration. Subsequently, requests are made to Coactiva to 

develop further aspects of the organisation’s performance management 

systems; either related to internal performance management processes or 

the development of the Ffynnon system itself to suit the organisation.  

Initial training delivery varies depending on the organisation; most 

organisations had initial system training from Coactiva including Train the 

Trainer sessions enabling the roll out of knowledge and skills across 

organisations as appropriate. This enabled one organisation to run 

training for 300 members of staff with six to ten members of staff 

attending each session. 

Organisations were largely satisfied with the initial training received; 

however one commented that the training included a wide range of team 

members; from those who would potentially enter data to the strategic 

leads for service areas. As such, the senior members of the team were 

learning about techniques that they would have little or no requirement to 

utilise which seemed a poor use of organisational time. To improve the 

suitability of training to attendees it was suggested that training sessions 

be split between strategic users of Ffynnon and those with more 

operational or functionality requirements.

Where more tailored support had been received, it was largely through 

RBA training or SPRINT workshops for specific service areas, including 
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Planning, Homelessness or Corporate Services. One authority stated that 

they had decided to use consultancy time to help streamline processes in 

their Planning and Housing departments; Coactiva helped to map the 

processes that were being undertaken and see where efficiencies could 

be found. Process mapping in other organisations was also deemed to be 

a helpful use of consultancy time. Fifteen of the organisations interviewed 

had received RBA support from Coactiva. Largely this was through a two-

day training course which was delivered and tailored to the organisation’s 

needs with some organisations receiving RBA Train the Trainer courses.

Views on the support received

Organisations were largely positive about the support they had received 

from Coactiva. The opportunity to receive support which is “end to end” 

was identified as being particularly beneficial as it provided a strategic 

approach to implementation through front end training and back end 

support, enabling an understanding of the whole approach of performance 

management to be achieved. However some felt that the consultancy 

support was targeted towards the implementation of the system but less 

useful for providing expertise on performance management more 

generally.

Tailor made, flexible support and training was identified by organisations 

as one of the main benefits of engaging with the consultancy support. 

Training sessions were targeted to the organisation or the service area, 

as required. This knowledge of the organisational structure was reinforced 

by more general, geographical knowledge of both local authority areas 

and Wales more broadly that was held by the Coactiva consultants, 

adding further weight to the support provided. Only one stakeholder 

identified an improvement in clearer signalling of what the training 

entailed, to make sure that the attendees were in the right function to gain 

maximum benefit.

Around one third of organisations felt that the training they had received 

had been good, but they had not yet been in a position to put it into 

practice. Similarly, it was noted that one training session attended used a 
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version of Ffynnon that was yet to be launched. When the organisation 

came to implement the training on the new system, they had forgotten 

most of the information covered.

3.3 Initial engagement with Ffynnon

Initial awareness of the programme

In terms of initial engagement, the majority of local stakeholders were 

introduced to Ffynnon during the initial procurement and scoping phase. 

At this time, the majority of stakeholders had either been contacted 

directly by the Welsh Government, attended a WIN meeting or attended a 

presentation from the DUW.

Over time the original group of 30 stakeholders28, was joined by a further 

11 stakeholders29. The second phase organisations had largely been 

made aware of the programme through local authority contacts 

recommending the programme or joining a local organisation in a shared 

activity though at least one organisation was directly contacted by the 

Welsh Government to take part in a pilot activity. As with the first phase of 

stakeholders, engagement with Ffynnon took place directly through 

Coactiva. For individual Departments of the Welsh Government two

became aware of Ffynnon through word of mouth from colleagues, 

another followed up on a recommendation made in an external report30. 

Reasons for participation in the Ffynnon programme

Stakeholders were asked to consider what had prompted them to 

participate in the programme. The majority had been drawn to the 

Ffynnon programme because it was a free resource (80 per cent of 

stakeholders) and because it was a pan-Wales system which could 

support data sharing and collaborative working (71 per cent). The ability 

                                               
28 The “original stakeholders” included the 22 Local Authorities, Mid and West Wales and North 
Wales Fire and Rescue Services, Pembrokeshire Coast, Brecon Beacons and Snowdonia National 
Parks, the Local Government Data Unit and the Welsh Government.
29 Further stakeholders included All Wales Core Data Set (previously national pupil database); Betsi 
Cadwaladr University Health Board; Care & Social Services Inspectorate Wales; Cymdeithas Tai 
Clwyd; Estyn;  Pennaf Housing Group; South Wales Police; the South Wales Trunk Road Agency; the 
Arts Council for Wales; the Care Council for Wales and the Wales Audit Office
30 This was the external review of the National Pupil Database
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for data to be shared across Wales was viewed as a way for reporting 

processes with Welsh Government to be streamlined, in addition to 

information being shared and compared across boundaries. However 

some stakeholders had expected that it would also lead to the uniform 

collation of data across local authorities, which has not necessarily been 

the case.

The consultancy support was seen as a less important driver for 

participation, however 40 per cent of stakeholders still stated it was a 

contributory factor in their decision to engage with the programme. 

Organisations also chose to engage with Ffynnon because of the flexibility 

of the system; the ability for the system to be tailored to organisational 

need; the system being recommended by other organisations; and the 

system being web-based and therefore accessible from anywhere. 

Views of the programme at the outset were mixed but there was a general 

consensus that a more developed product had been expected than was 

initially delivered. A few organisations felt that the system was promoted 

as a finished performance management tool and the “answer to all our 

prayers” but was in fact a work in progress with a number of bugs and 

teething problems that had not been overcome. One organisation 

described it as initially looking “weak and cumbersome”. System speed 

was also an issue for users. Furthermore, the stage of system 

development at the time of the launch had meant it was unable to fully 

meet stakeholders’ expectations. These initial problems with the system 

were overcome through system developments and enhancements over 

time, but many felt that this should have taken place prior to the system’s 

initial roll out.  

For some organisations, initial negative impressions of the Ffynnon were 

enough to prevent them from engaging with the system at all, however for 

others the updates and enhancements made, including the introduction of 

Schools Data, led to re-evaluation of the system and a decision to 

participate.
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Although most stakeholders have been aware of the programme since its 

outset, and have been involved to some degree, such as through 

attending the User Group meetings, the number of stakeholders that have 

been fully engaged from the outset is small. Local authorities such as 

Vale of Glamorgan and Pembrokeshire, have made full use of the 

consultancy, and have embedded the system across their organisation. In 

both cases, a clear decision was made to embrace Ffynnon, and the 

programme became integral to supporting performance management at a 

corporate level.

However, for the majority of stakeholders their participation in Ffynnon 

has taken place on a more incremental basis. Some organisations were 

content to keep a ‘watching brief’ on the programme to see how it 

developed, delaying engagement until they felt better placed to utilise the 

system and support or until the system was better placed to meet their 

performance management requirements. This approach enabled them to 

‘learn from the mistakes’ of the first tranche of users, and benefit from 

their experiences.

Quite a few stakeholders have chosen to engage with Ffynnon in the last 

12 to 18 months. Reasons for this are varied, including the need to wait

for contractual arrangements with other performance management 

system providers to come to an end, changes in their internal 

management structure or personnel which have provided opportunity and 

capacity, and a belief that the system has developed into a product which 

better meets their requirements. For example while Monmouthshire and 

Isle of Anglesey were part of the scoping phase and saw a presentation of 

demonstration systems in 2006, it was not until 12 months ago that the 

system began to be used by the authorities for their performance 

management and Outcome Agreements. In other cases, such as the Mid 

and West Wales Fire and Rescue Service, the decision had been taken to 

continue with their existing system, until such a time that the contracted 

period for their existing software support (in this case Corvu) came up for 

renewal, and they felt that the Ffynnon system had developed to the point 
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that it would meet their organisational requirements and offered the 

functionality they needed. 

Non-participation in the programme

Some stakeholders have chosen not to engage with the system,

particularly for performance management, because they had existing 

systems in place (either bought in, or developed in-house) or they felt that 

the system and support did not fulfil their requirements. “Ffynnon does not 

offer anything over and above what we already have”.  “Our systems do 

what we need them to do”. It should also be noted that for these 

stakeholders, a great deal of time and effort had already been put into 

their existing arrangements, and there is understandably some degree of 

reluctance to move. For six local stakeholders, they are satisfied with their 

existing arrangements and do not wish to participate more fully in the 

Ffynnon programme.

Just over half of stakeholders had prior experience of performance 

management systems before they became involved with Ffynnon. Just 

under a third of organisations still use another system alongside Ffynnon.  

Systems used in organisations included: Corvu; Performance Accelerator; 

in-house Excel based systems; Microsoft Sharepoint; PBViews; Covalent; 

Cardiff Information System; SWIFT; and Aggressor.

Largely those that use performance management systems alongside 

Ffynnon do so on a service area basis, for example using SWIFT systems 

in social services. Some also confirmed that they still used internally-

developed Excel based systems or PIMS systems alongside Ffynnon.

When asked to compare Ffynnon to previous or current performance 

management systems, organisations were largely positive about Ffynnon. 

For some, migration onto the Ffynnon system had led their organisation to 

realise that their previous performance management system was poor. 

Ffynnon was seen as having better functionality and capability because of 

the inclusion of performance management, project management, actions 

and risks in one system, providing “more detail and depth”. “Ffynnon has

given us more confidence in the data”.
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The linking of different elements of performance management was seen 

as particularly useful which, when made into dashboards, was a visually 

useful tool, particularly for local stakeholders. Also, the facility supporting 

data sharing, and collaborative working more generally was a significant 

benefit of Ffynnon over other systems. 

A few organisations raise key points underpinning their belief that their 

existing systems were better than Ffynnon. These included:

 Reporting functionality: for one respondent, Ffynnon’s “inability to 

produce useful reports (is deemed) a fundamental flaw” which 

prevents the system being used to its full capacity; 

 Existing systems were felt to be more user-friendly “the look and feel of 

Ffynnon lets it down”;

 The systems had been developed to specifically meet their needs. In 

cases where a system had been developed in-house, this was seen as 

more suitable than Ffynnon, which was perceived as being developed 

to meet the needs of a wide group of stakeholders.

It should be noted that non-participation in the programme does not 

equate to a complete lack of engagement on the part of stakeholders. 

Indeed, organisations who do not use, or have limited use of, the 

systems, often attend User Group meetings and have pockets of use. 

There is still an interest on the part of non-users, in Ffynnon and the 

related discussions around performance management more widely. As 

one non-user respondent commented, “we wouldn’t like to think that 

Ffynnon is the only game in town, but we still want to be at the party”. 

3.4 Factors affecting stakeholders’ embedding of the Ffynnon system

Fifteen stakeholders believed that Ffynnon is embedded within their 

organisation. For those organisations where Ffynnon was firmly 

embedded, such as Merthyr Tydfil and Gwynedd, the model of 

implementation was most commonly centred on use within the corporate 

team with delegation to service areas. In relation to the level to which 



49

Ffynnon is embedded within stakeholder organisations, a number of 

factors, both drivers and barriers, can be identified.

Key drivers supporting embedding across the stakeholder organisation 

relate to opportunity, capacity and capability:

 Buy-in from senior managers to adopt and use Ffynnon within an 

organisation is critical. When senior managers and to a lesser extent 

elected members support it, it can be used for corporate reporting and 

service area use;

 Allocating resources to introduce the system and ensure it has the 

ability to present timely and accurate data, and to streamline existing 

systems are generally necessary. “This would not have happened 

without staff being allocated and it being a priority”;

 Ffynnon forming part of a wider focus and drive on performance 

management: For a few stakeholders, such as the Care Council for 

Wales and Pembrokeshire Coast National Park, Ffynnon was a tool 

that would meet an identified need at a time when the organisation 

was looking for a dedicated software solution to support performance 

improvement. The Care Council for Wales had, for the previous 18 

months, been going through an organisation-wide review of 

performance and development of appropriate frameworks. When the 

decision was made that a software tool was needed to support the 

reforms, Ffynnon was identified (through a formal procurement 

process and business case review) as the best option for this. In this 

way, the Ffynnon programme itself was not a catalyst for change, but 

a component of a wider focus on improvement at organisational level. 

However, a few respondents reported that Ffynnon had prompted 

them to review and assess internally their own approaches and 

supporting processes for performance improvement;

 The support of the Coactiva consultants, helping stakeholders to 

integrate Ffynnon into their structure and align with their existing 

performance frameworks, was undoubtedly a significant factor for 

some. Although it was noted that embedding the system demands 
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significant staff resource internally from the stakeholder organisation, 

there was a strong appreciation for the support provided by the 

Coactiva consultants. This not only included system training, but also 

strategic level review and planning to enable effective integration, as 

well as empowering staff to deliver training themselves, through 

offering Train the Trainer sessions, and freely providing support 

materials for them to use.   

For some of the other organisations the less extensive use of Ffynnon can 

be attributed in part to the Ffynnon system and in part to internal 

organisational issues. 

 Existing and alternative systems: In about a third of these stakeholders 

the Ffynnon system has not been used greatly if at all because there is 

another system. This was not necessarily a barrier, but Ffynnon only 

offered something in addition to existing systems and did not require it 

to be embedded across the organisation. Ffynnon was used alongside 

in-house systems using Excel, PIMS, or Department-specific uses 

such as SWIFT (social services) or Aggressor (finance). This shows 

that the Ffynnon system can be used either as a central, integrated 

solution spanning an organisation, or act as a component part of a 

wider performance management framework;

 Timeliness: in a few cases, internal arrangements and resourcing have 

not provided any impetus to adopt Ffynnon. For example, one local 

authority initially engaged with the Ffynnon programme but with an 

internal restructuring performance management was delegated to 

individual service areas with no corporate role. In several others 

progress has depended on champions and in many stakeholders 

these have not existed;

 Functionality: a lack of synergy between Ffynnon and the corporate 

performance framework was highlighted by a few users which has 

either switched them off use after an assessment or reduced their use. 

For example one local authority initially used Ffynnon more widely, but 

they reduced usage after realising that the system was unable to 
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perform the functions required for performance measures; as a result 

they have developed an internal system more tailored to their needs.

3.5 Programme governance and management

Most stakeholders participate either in the Regional User Group meetings, 

or through WIN network meetings, and in many cases through both. 

Often, in cases where participation is through both channels, attendance 

will be according to role with the more operational focussed staff attending 

User Group meetings (as the focus is more on the system) and senior 

managers, with a more strategic performance management role attending 

WIN meetings. In this way the Ffynnon programme has a comprehensive 

range of channels for users to feed back and receive updates, both at 

strategic and operational levels. 

Stakeholders who have very little use tend not to be involved through 

these channels, however some of these are represented at User Group 

meetings to keep up to date with developments in the Ffynnon system.  

User Group Meetings - Stakeholder Interview Responses

Stakeholders who attend the User Group meetings generally find them to 

be useful. In the main, users were positive about the meetings in relation 

to the following:

 They are a good way to keep informed of the developments to the 

Ffynnon system, through the updates and demonstrations presented 

by Coactiva;

 Presentations from users and related discussions are seen as 

especially useful by attendees. Finding out how other organisations 

have addressed particular issues, or how they are using and 

developing aspects of the system can provide helpful lessons;

 More generally, the User Group meetings were seen as instrumental in 

supporting the development of informal links between stakeholder 

organisations. For attendees who work at the more operational level 

within their organisation, it is not often that these individuals are 

brought together to discuss issues central to their roles. Therefore the 
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User Group meetings have in some cases helped to establish 

relationships between organisations that otherwise would not have 

developed.  

The format of the User Groups was seen as effective, and respondents 

liked the interactive nature of the meetings. 

To improve the meetings, common suggestions included:

 As well as the two regular regional User Group Meetings, convening 

(perhaps on an annual basis) a national group meeting. Those people 

who had been involved with Ffynnon over the longer term felt that the 

previous arrangement of the national level meetings was helpful. It 

was seen as a good opportunity to offer a more unified perspective, to 

identify any differences, similarities and potential areas for 

collaborative working, at a national level rather than through the 

North/South division;

 Having input from the Welsh Government and/or WLGA at the 

meetings so that they are better aware of issues arising from 

stakeholders;

 Being less focussed on local authorities and their use of Ffynnon given 

the current diverse nature of the stakeholder organisations 

represented in the meetings;

 One respondent suggested that User Group discussions could include 

a list of technical issues or ‘bugs’ that people have encountered, to 

ensure Coactiva are aware of these and acting upon them. 

Other User Feedback mechanisms 

In addition to the User Group and WIN meetings, stakeholders were also

asked about their use of other channels of communication with Coactiva. 

The two identified were the Coactiva Helpline and direct communication 

with the Coactiva Consultants.

In relation to the Coactiva Helpline, well over three quarters were users of 

the Helpline. In most cases this had been in relation to minor “glitches” or 

small technical issues arising from system use. Users were 
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overwhelmingly satisfied with the response they received through the 

Helpline, both in terms of the staff they spoke to and the service they 

received. In the majority of cases their issue was addressed, although in a 

small number of cases the problems were part of a wider system issue 

and the alignment of the stakeholder organisation IT system with Ffynnon.  

These were not always satisfactorily or speedily resolved.

The Coactiva consultants themselves were another way for users to 

highlight problems, feedback on their experience, or discuss specific 

aspects of the programme. Overwhelmingly, stakeholders found the 

consultants to be a very valuable resource, and praised their 

“enthusiasm”, with one respondent stating the consultant had “gone 

above and beyond” to support them. For many stakeholders, their 

dedicated consultant was an extremely valuable resource, both in terms 

of providing support in relation to the Ffynnon system, and also (for those 

that access the additional consultancy support) in helping to further 

develop a wider performance management framework within their 

organisations.

Management of the Ffynnon programme contract

The management structure has evolved throughout the life of the contract, 

and has now been streamlined to comprise a Strategic Programme Group 

of Coactiva, WLGA, and Welsh Government. In terms of the programme 

management of Ffynnon, stakeholders had predominantly viewed this 

through their attendance at User Group and WIN network meetings. 

Of those stakeholders that expressed a view on the management and 

governance arrangements, more than half felt that they would like to see 

a greater level of involvement by the Welsh Government, as 

Commissioning body. It was felt that there is “a gap in the Welsh 

Government’s knowledge about Ffynnon”, that there should be more 

“proactive involvement from the Welsh Government in directing the 

programme” and keeping up the improvement of the functionality of the 

system in particular. 
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User group attendees felt that the bi-partite arrangement between 

Coactiva and the users/stakeholders, would be improved upon with the 

inclusion and active participation of the Welsh Government. In this way, it 

was suggested that the Welsh Government would have a more 

comprehensive overview of the programme, including the developments, 

issues arising and ongoing discussions between Coactiva and 

stakeholders.  They would then be better placed to ensure that technical 

system issues raised by stakeholders would be addressed more 

effectively and to remind stakeholders of the contractual limitations.     

WIN network members broadly echoed these points. About half of the e-

survey respondents felt satisfied with the Ffynnon programme 

management however about one-third felt they would make changes to 

the management structures. Most of these suggested that management 

could be improved through increased engagement from the Welsh 

Government as there seemed to be a lack of awareness of any negative 

stakeholder views on the programme. Some stakeholders felt they would 

also benefit from being given an increased opportunity to shape the 

programme rather than it being driven principally by Coactiva.  “The 

programme’s management should not have allowed commercial 

considerations to take preference over local government functionality 

requirements”. 

Quite a few interviewees commented that communications to encourage 

and enable better use of the system were not adequate. This may explain 

why so many do not have an accurate understanding of the contract. In 

particular there were requests for information which can be used by active 

leads in stakeholders to engage other staff and for events/material to 

share good practice about introducing and using Ffynnon drawing on the 

experience of those who have made most use and innovative use of the 

system.

3.6 Case Study profiles

In three case study overviews of stakeholder use, we provide a more in-

depth profile to illustrate different usage arrangements of the Ffynnon

programme. These comprise:
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 Vale of Glamorgan – an example of an authority embedding the 

system across the whole organisation;

 Arts Council Wales – a national level organisation using the system 

to support document sharing between national office and local 

representatives. The ACW also uses the Ffynnon system as a 

programme management tool.

 Conwy and Denbighshire Highways – the two services area now 

share a Head of Service post, and the process of integration of the 

two service areas systems is being supported by the Ffynnon 

programme. 

Ffynnon Case Study: Vale of Glamorgan
Background

The Vale of Glamorgan, as a Ffynnon stakeholder, has been involved with 

the programme since its launch in 2007. The Performance Manager at the 

authority was involved in the initial evaluation group, co-ordinated by the 

Local Government Data Unit. 

Prior to the implementation of Ffynnon at the Council, there was no 

electronic performance management system, and data collection was 

done using a paper-based system. The council has embedded the system 

at a corporate level, and makes some use of the consultancy support.

Use of the system

The Ffynnon system is used across the organisation, and provides the 

framework within which performance improvement activity operates. 

Ffynnon hosts all of the strategic and delivery plans for the organisation, 

and supports the ‘golden thread’ that runs through the council’s strategies 

and plans. From the Community Strategy, to the individual service level 

delivery plans, the Ffynnon system collects data and reports on some 350 

performance indicators, and 700 service plan actions across the 22 

service areas within the council.

In addition to the corporate performance framework, tailored frameworks 

have been developed to support specific activities, enabling dedicated 

datasets to be collected. These include the Outcome Agreement and 
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Local Service Board (LSB) Frameworks. Within the context of LSB work, 

data is collected and reports produced for the five partnerships which 

constitute the LSB.

The data gathered through the Ffynnon system are used to meet quarterly 

scrutiny committee requirements, as well as meeting the annual external 

audit information needs. The e-form module enables end of year 

National/Core PI data to be uploaded directly to the Data Unit. Additional 

material such as evidence papers and key documents as well as 

performance commentary can also be shared as appropriate.

The council has also made use of the surfacing functionality of the 

system, enabling data reporting data on identified performance indicators 

to be displayed and automatically updated on the website. 

Use of the consultancy support

The Coactiva consultancy support has been accessed by the Vale of 

Glamorgan to support their use of the system, through ‘Train the Trainer’ 

sessions, as well as training in use of the Dashboards function. The 

authority has well established expertise in house to meet the needs of the 

council in terms of supporting organisational change, therefore they have 

not drawn down consultancy over and above system related support.

Overall impact of participation    

The authority has embedded the Ffynnon system at a corporate level, and 

in relation to their performance management processes have found it to 

be “an invaluable tool that allows us to collect more information than 

previously, helps ensure the data collected is accurate and has a degree 

of automation which saves on staff time”. 

In terms of collaborative working, Ffynnon supports the LSB activity, and 

staff feel there is a great deal of potential for the programme to instigate 

and support partnership working more broadly, with other councils and 

partners and with other parts of government. 

According to staff, Ffynnon has also helped to increase the level of focus 

on performance internally, Council representatives commented that the 

system “makes the collection of data more robust, transparent and gives 

ownership of the data which has certainly made services more aware of 

their successes and shortcomings”.
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Overall, the impact on the authority is described as being very positive, 

with a key strength of “making performance data more accessible to both 

staff and the public”.

Ffynnon Case Study: Arts Council Wales

Background:

The Arts Council Wales (ACW), as an arms-length organisation and 

charity (and lottery distributor), was not party to the original Welsh 

Government Ffynnon contract, and contracts directly with Coactiva. ACW 

is nonetheless a fully involved Ffynnon stakeholder, attending User Group 

meetings, the WIN network and benefitting from system developments 

and enhancements rolled out across the stakeholder group. The ACW 

signed up to the Ffynnon programme in 2008.  

Use of the system

Approximately 70 of the 100 AWC staff are set up to use the Ffynnon 

system, and in addition to this so are external users such as Board 

members (trustees), local authority arts staff, and advisers responsible for 

reviewing funding bids as well as the performance of client bodies. At a 

corporate performance level, use of the system currently relates to 

outward facing activities rather than for internal performance review. The 

system is mainly used to enable secure document sharing with partners, 

trustees and remote staff through the local knowledge library facility. 

While internal performance management is not covered by Ffynnon, there 

are examples of system use as an internal programme management tool. 

For instance, the ACW’s £10m ‘Reaching the Heights’ programme, which 

includes 42 projects uses Ffynnon as the monitoring framework for 

projects, allowing the extraction of data for internal and external 

monitoring and reporting. This takes place alongside the paper records 

they are obliged to keep by ESF requirements.  

Development work is currently taking place to enable the staff to make 

use of the Ffynnon system to underpin performance management at 

corporate level, and to support their external reporting activity. Also, 

piloting work is about to begin on a project in South West Wales whereby 
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through voluntary agreement, arts KPI data are uploaded by Local 

Authority Arts Officers in five participating authorities, and the Ffynnon 

software enables the collection and sharing of performance data.   

Use of the consultancy support

Through their contract with Coactiva, the Arts Council have drawn down 

on the consultancy support. In addition to initial system training, to 

introduce Ffynnon, further training was accessed on building tailored 

frameworks and the dashboards. An introduction to RBA has also been 

delivered by the Coactiva consultants.    

Overall impact of participation    

ACW currently uses Ffynnon to support external activities, such as 

document sharing, as well as internal programme management. Staff 

report that Ffynnon has made “significant improvements in the way we 

distribute and store papers for grant decisions and Board meetings”, and

that it has “changed working practices around document sharing and use 

of on-line resources for meeting preparation and at meetings”. This has 

made significant time savings for staff and reduced costs for postage and 

copying considerably.

Currently, development work is underway to broaden the use of the 

system to enable performance management at a corporate level. 

Examples of Ffynnon activity, such as the arts KPI piloting exercise, show

that in terms of the ‘journey’ of accessing and using Ffynnon, there is a 

considerable amount of further potential for ACW as a stakeholder.  

Ffynnon Case Study: Conwy and Denbighshire Highways

Background

In January 2009 Conwy and Denbighshire appointed a joint Head of 

Highways. Underpinning this new structure, was a need to move towards 

integrating the two Highways departments’ systems and create a single 

streamlined framework for assessing and reporting performance. In this 

example, the consultancy support has played a key role in moving 

towards a shared ‘vision’ for the services. Use of the system will then be 

rolled out, once the context for use across the services has been set.    

Use of the system
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The Ffynnon system will provide a common framework across the two 

Departments for reporting. At the moment, the number of users has been 

limited, with the intention being that once the two services are at a point 

where their shared priorities and underpinning activities are clear, the 

system will be further designed accordingly and rolled out to staff in both 

councils. In laying the foundations for the wider system use, a central 

team of co-ordinators has been established, they have received system 

training and are using the dashboards for collation of the services data. 

Use of the consultancy support

As the shared system will underpin the joint working across the services, 

the use of the consultancy support has been crucial in moving towards a 

joined up approach at a strategic, and organisational level. The Coactiva 

consultants have delivered a series of workshops to achieve this, from the 

starting point of addressing the challenge of bringing together two distinct 

services, to work in a more joined up way against a common framework. 

To support this, Coactiva facilitated a successful workshop for all 

managers in Conwy and Denbighshire Highways and Infrastructure 

services, with the remit of working towards developing joint service plans 

with associated shared outcomes and performance indicators. 

Alongside the activities designed to affect a change in culture, the more 

practical consultancy support has included process mapping workshops 

to identify common systems and common processes across the two 

services. As part of an ongoing process, a considerable amount of 

progress has been made already, and it is the intention that the services 

will continue to draw down on the consultancy support to achieve the 

ambitions of a shared framework.  

Overall impact of participation    

The Ffynnon programme is effectively supporting cultural and system 

change to meet the needs generated by the integration of the two 

services. The consultancy support has been instrumental in moving 

towards a common framework for delivery across the services, and more 

specifically in mapping existing processes, identifying commonalities and 

differences between the two and using this information to support the 

design of a shared performance framework. 
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In terms of impact, it is relatively early days, according to users it is “now 

becoming beneficial to us (and) over the next couple of years we expect 

to see the benefits”. Ffynnon is seen by contacts as a “consistent way of 

measuring and assessing performance” and underpinning this, the 

ambition of collaborative working across the services through joint 

business planning and reporting on performance jointly. Even in these 

early stages, the system has impacted on the data processes within the 

services, staff using the dashboards commented that “(Ffynnon) has 

improved our ability enormously, we now present information in a much 

more sophisticated way”.  

3.7 Summary of key points

Key points emerging from this section are:

 The extent and nature of usage across the stakeholder group is 

very mixed: 22 (58 per cent) use the Ffynnon system extensively or 

at a moderate level, and the same proportion, 22 (58 per cent), use

the consultancy support to an extensive or moderate degree;

 However, (32 per cent) either do not use or have limited use of the 

system with no intention to increase usage;

 There are no differences relating to usage by types of organisation, 

for example local authorities do not tend to use Ffynnon to a greater 

extent than other local stakeholders;

 Stakeholders have tailored elements of the system to support 

specific aspects of their performance management, such as data 

uploads, supporting reporting, sharing documents remotely;

 In cases where participation is limited, there are a range of factors 

which have affected this, including having existing systems in place, 

not seeing Ffynnon as the system to meet their needs, or other 

organisational issues;

 Stakeholders are broadly happy with the governance and 

management arrangements for the programme, although a 

significant number would like to see the Welsh Government play a 

more active role and provide strategic direction. 
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4 Evaluative assessment of the programme

In this section we draw together the outcomes achieved and the impacts 

of these which can be attributed to the Ffynnon system and the Ffynnon 

consultancy; we compare these to the outcomes and impacts expected 

which are set out in the logic model to assess the extent of progress 

made. We then identify the cost benefits achieved by Ffynnon so far to 

consider its cost effectiveness and value for money. This draws on the 

information presented in section 3, the interviews and surveys, and the 

information provided by the Welsh Government and the contractor about 

the contract and its costs in section 2.

It should be noted that there is a lack of MI to support the study in 

identifying the impact of Ffynnon. There is no formal recording of outputs, 

such as number of users, number of training sessions delivered, etc. 

Therefore the ability of the study to form judgements based on a 

quantitative assessment of inputs and outputs is not possible. 

4.1 Ffynnon system

The Ffynnon system was expected to provide the platform for public 

sector organisations to:

 Establish a performance management system across their 

organisations to enable the monitoring of  performance at 

corporate, departmental and service levels;

 Provide the tools for presenting monitoring data and identifying 

good and poor performance against targets;

 Share and exchange data across the organisation;

 Share and exchange data and documents with other organisations; 

 Provide the tools for benchmarking and collaboration.

As a consequence this should support organisations in their quest for 

improving service quality and addressing poor service and poor value for 

money.
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We have found that since the system was made available in 2007/8 it 

has:

 Provided the basis for performance management throughout the 

organisation in only 12 local and one national organisation;

 Provided the basis for performance management reporting at a 

corporate level in at least 13 other organisations;

 Been used in service areas/functional activities for performance 

management purposes in at least seven other local and three other 

national  organisations;

 Provided the platform for sharing and exchanging data and 

documents in 11 local and three national organisations;

 Increased use gradually year on year especially with sharing and 

exchange of data.

In relation to outcomes we have found that in the main those adopting 

Ffynnon for performance management arrangements throughout the 

organisation report that it has provided benefits, such as:

 Reducing the time taken to collect and collate data and produce 

reports. Fifteen stakeholders were confident that Ffynnon had 

improved their data collection systems. For example a national park 

reported that Fynnon has “completely changed the ease with which 

we can do this”; 

 Avoiding the need for additional staff to collate and prepare reports. 

Staff time spent previously collecting and collating data using 

paper-based or Excel systems was significant and this has released  

staff capacity. “It has increased capacity since without it we would 

require more staff or the staff member would spend his time 

collecting and collating data”. “It has enabled us to manage even 

though our staffing numbers have been halved”;

 Enabling the audit of performance data to improve its accuracy and 

trust by expecting working papers and background documents to be 

shared “before Ffynnon we had to audit PIs to ensure some veracity 

in the figures being reported”. Thirteen organisations reported using 

Ffynnon to support their audit activities, both internally to meet 
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scrutiny demands and externally for audit by the WAO or 

inspection. Ffynnon “enables us to give the auditors a direct means 

of access to the system rather than sending out reams of paper”;

 Enabling staff to focus on what the data means and take action with 

it. “The dashboards make it a lot easier to see the wood for the 

trees” which means “staff can focus on what its saying and what is 

good bad and indifferent”. For Pembrokeshire, “in some 

departments it has led to a greater use of data as it is now easier 

for them to present and compare performance using trend data

themselves as well as giving them ownership of it”. 

 Freeing up the time of elected members and senior managers 

because they do not have to wade through paper, they can 

customise their dashboards and have the headlines. “It’s ideal for 

briefing executive members on where we are” while “senior 

managers were signed up by the graphics and visuals”;

 Focusing on developing and using local indicators to deepen 

performance management within the organisation and build trust in 

the data provided for monitoring performance; 

 Standardising processes and systems for performance 

management. “You can only use the system if you do this and so 

we have a much more streamlined approach”. This helps with 

standardising analysis across departmental boundaries. 

Some of these stakeholders acknowledge that participation in the 

Ffynnon programme has provided “a step change in performance 

management” and “a sharper focus on benchmarking and monitoring” 

though this is not a universal view of users because for the majority, 

and as would be expected, this was already a priority at corporate level

and systems were in place before Ffynnon came along. For those 

where it has “Ffynnon has changed the view of performance 

management so that people see performance management is about 

evidencing why you're doing something and getting a budget rather 

than box ticking. This is a cultural issue.” And it has provided a system 
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which was just not in place “which was part of the reason for some 

perceptions of poor performance”.

What is hard to discern is to what extent the Ffynnon system has 

supported an improvement in performance. A few local stakeholders 

can point to the use of the system enabling the identification of poor 

performance clearer to managers and members to speed up action 

because “it gets to senior managers and members far more quickly and 

understandably”. None can quantify how it has been a key component 

of their improvement journey though it has enabled improvement  

where such systems were not in place at all levels.

We have also found that:

 Those sharing and exchanging data with other organisations report 

benefits in not having to respond to multiple enquiries, reproduce 

documents or use postal systems. With Ffynnon the data is inputted 

once only, and used multiple times. Previously, central teams would 

spend a lot of time producing the same data in different formats, to 

meet different reporting requirements including internal scrutiny, 

and external audit;

 Those sharing documents have similar benefits;

 Data recipients have reported that they have been provided with 

information more speedily (without setting up systems and making 

requests) and obtained background information without needing to 

visit or call. A good example of this is the provision of data and 

evidence to the WAO to support audit, through stakeholders 

granting permission to the WAO to access specified data areas 

within their Ffynnon system, and using the library area to share key 

documentation evidence. A local authority describes how “trails and 

links can be made to enable auditors to view data remotely”;

 Ten stakeholders have undertaken benchmarking that they had not 

previously been able to do, including sharing benchmarking data 
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between like organisations such as the three National Parks, and 

between service areas in local authorities;

 This is also true of the DfES post-16 education data providers 

project, which will support benchmarking and sharing of best 

practice between providers of post-16 education and training.

For many of the adopters and the developers of new uses, such as the 

national schools dataset and the post-16 dataset, there is considerably 

more impact expected. Ffynnon users are on a journey with some 

stakeholders further along the process of engagement and integration 

than others and some uses only recently being launched and new uses 

being piloted.  

As a consequence the system has

 Provided the means for a few organisations to introduce an 

effective performance management system which they did not have 

before including the development and use of local indicators and 

monitoring at all levels of the organisation;

 Provided an effective tool for a larger group of organisations to 

manage performance data, monitor performance or present it to 

managers and members at the corporate level and/or within specific 

service areas;

 Facilitated collaborative work within some organisations and 

collaborative work between many organisations generally at a 

service level which would not have been feasible before;

 Provided opportunities for a few organisations to save on data 

circulation and data management and reporting costs;

 Facilitated a few organisations to bear down on service quality and 

delivery which they had not previously been able to do.

  

It has been argued by some that the pace of increased use has not 

matched expectations and that the pace of adoption has been stalled by 

the technical abilities of the system and staff’s ability to use it. 
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Impacts appear to be greater with extensive use in organisations and for 

national organisations with extensive if not comprehensive use by local 

organisations.  Most of them though believe there is a still a long way to 

go to identify efficiency savings from effective performance management 

and collaborative data sharing.

4.2 Ffynnon consultancy

The Ffynnon consultancy was expected to:

 Enable staff to acquire the skills to use the system efficiently;

 Develop skills to use it effectively for performance management  

and for other purposes, such as data sharing and benchmarking;

 Enable staff to develop and use performance management 

arrangements which would focus on improving service quality and 

better value for money; 

 Overcome problems in implementing the system which were not 

technical (which should have been dealt with by the help desk) 

including migration from other systems. 

As a consequence this should support organisations in developing their 

use of the system and should be expected to speed up their application 

and effective use of the system.

We have found that the consultancy has since 2008:

 Provided training in how to use the system to at least 32 

organisations for both large groups of staff and key staff (with key 

staff expected to train other users);

 Provided one to one consultancy to at least 22 organisations to 

assist them with implementing the system, developing specific 

project related activity, adapting processes and establishing 

systems in order to use the system for performance management;

 Provided/enabled training in performance management and 

process reviews such as resource accounting to at least 22 

organisations;
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 Supported collaborative work between services in different local 

stakeholders and between national and local stakeholders.

In relation to outcomes we have found that:

 There is widespread knowledge of the system in most of the 

organisations though some staff have had training well before its 

use and this has had to be supplemented. Some have also been 

trained but have not used the system where it is not widely used or 

only partially used for capturing and using performance 

management data;

 Most organisations using it extensively, or intending to, train staff 

and provide guidance themselves, and to support this have 

accessed ‘Train the Trainer’ sessions from the Coactiva 

consultants;

 Where it is being used users have a good basic understanding of 

the system which they develop with use though a few have reported 

difficulties in understanding or using it efficiently which have 

hindered their development of using the system.  “The system does 

not work as well as it should and this takes staff away from using 

the system to problem solving”;

 One to one consultancy has provided assistance in many instances 

to use the system to achieve improvements in performance and 

efficiency. These include the assistance to set up the system which 

has meant  “reviewing and streamlining performance management 

systems” as well as training in process mapping which has 

“identified the potential for efficiencies to be made”;

 RBA and SPRINT workshops, for a number of stakeholders, 

represent a shift to a more structured approach to performance 

management at an organisational level. Mid and West Wales Fire 

and Rescue, after accessing RBA training, introduced RBA at a 

corporate level about 15 months ago, “it features in the strategic 

plan 2010-2015 as well as our annual action plan”. Swansea 

reported how “RBA helped us in the initial phase. Skills mapping 
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has helped our departments to think outside the box” though 

tangible benefits cannot be estimated. For others, the RBA and 

Sprint workshops have provided a useful starting point, but using 

the learning gained from the consultancy is a “work in progress”, 

because “The training was tailored to the particular needs of our 

organisation but we have not taken it forward as yet as we are still 

assessing where we can apply it to our work”.

As a consequence the consultancy has:

 Helped many of the users to acquire knowledge and skills;

 Supported staff to adopt it and introduce it for performance 

management and develop other uses for it, such as sharing  

information and collaboration;

 Assisted staff leading on performance management work in 

organisations to build their performance management 

arrangements using Ffynnon;

 Enabled most of the organisations to avoid paying for other 

consultancy support though a few have purchased assistance from 

other sources to take forward corporate performance and efficiency 

work but this tends to be more in depth consultancy.

It has though in some instances made up for technical difficulties in 

using the system and technical failings in the system provided, such as 

in relation to the reporting functionality. 

There is no evidence that it has changed the culture of an organisation. 

It is generally acknowledged that this largely comes from within 

organisations with the consultancy outcomes arising when organisations 

have decided on the adoption of Ffynnon.  

4.3 Cost effectiveness

Because we cannot easily capture the costs of Ffynnon (direct and 

indirect) in relation to quantitative outputs and outcomes, we can only 
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realistically approach an assessment of value for money through 

examining the cost of the Fynnon system and consultancy in the 

contract cost against the evidence of cost benefits arising from the use 

of the Ffynnon system and the consultancy. 

At a crude level, an annual cost of just over £1million for the Ffynnon 

system and consultancy is roughly £28,000 per beneficiary 

organisation31. For the types of benefit described above it would not be 

unreasonable to estimate that each should derive benefits of greater 

value than this. However, at present these are confined to some of the 

users and the greater benefits are likely to arise in the national 

stakeholders. 

In support of this observation it is clear that some stakeholders have 

identified direct cost benefits. These include:

 Avoiding development costs such as specifying and commissioning 

a system themselves, because purchasing a system and training 

staff to use a system have not been incurred. Most of the users 

recognise that their costs of obtaining a system have been lowered 

as a result though they would expect similar after sales support 

from another system as they get through Ffynnon;

 Avoiding delivery costs such as managing a system and paying for 

its upgrading, additional licences and uploading new versions.    

Indeed one of the main reasons given by stakeholders for its use is 

the ‘free’ cost of unlimited user licences and the platform used;

 Saving delivery costs, such as saving on staff time to produce data 

“we could not produce the performance reports we now do unless 

we had at least an additional member of staff”; postage and printing 

“we can make masses of documents available for review without 

anytime spent printing and arranging delivery all over Wales” and “it 

has saved us a lot of time  and money and made the process 

paperless”; travel time “we can view documents on-line so we don’t 
                                               
31 Based on 38 potential beneficiary organisations from the Welsh Government’s contract; the 
remainder paying for use separately
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have to spend hours on the road or chasing up copies of paper 

records”. 

A few have also identified indirect cost benefits in relation to being able 

to identify poor performance more speedily; “it not only ensures that we 

tackle a problem where a service is not meeting public expectations but 

it can mean we are not fire fighting when a service gets lots of 

complaints”. Furthermore, in one local authority staff in the corporate 

centre having improved speed and accuracy in terms of accessing data, 

are able to be proactive in relation to providing information to support the 

data. They review reporting on performance areas, and “try to anticipate 

questions from members by identifying where performance has not met 

required levels and pre-empting queries by establishing the reasons for 

this using the commentary”.

Unfortunately hardly any stakeholders can put actual costs to these 

benefits.

As a consequence most of the expenditure on Ffynnon could have been 

spent by participating organisations if they had purchased a system 

themselves and some of the cost benefits would have been achieved 

with the alternative systems. To what extent alternative systems have 

cost more or less is difficult to estimate since few had existing systems 

or had examined the business case for obtaining an alternative system 

alongside Ffynnon. 

The few stakeholders who had and those with some knowledge of 

system costs indicate that:

 The individual purchasing savings are relatively small. We know 

that the AWC pays £8,400 a year plus £2,775 for three days 

consultancy which it draws down. Therefore on a basic comparison 

the AWC pays £11,175 per year, this is not too far from the figure of 

approximately £10k paid by one stakeholder local authority for their 
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off the shelf software system. However, it should be stated that any 

comparison between Ffynnon and other systems does not take into 

account the saving of staff time generated through the Welsh 

Government’s management of the contract, i.e. the time and 

resource that would have been spent on procurement and contract 

management processes, and the greater speed. Also, while system 

updates are often but not invariably included in purchased systems, 

the developments within the Ffynnon system, such as GIS mapping 

functionality, are rolled out across the stakeholder group at no extra 

cost and there are no costs for additional users;  

 Adopting Ffynnon gives rise to internal development costs to be 

able to use the system effectively even with free training and some 

consultancy. “It’s free but you have to commit staff time to lead on 

its use; we were only able to do this when we had someone in 

post”. This requires investment and a deliberate allocation of time 

and resources;

 The flexibility of the contract in terms of the additional licences and 

the upgrades during the contract compare well with the usual 

delivery costs incurred from purchased systems. “You don’t get this 

with most other off the shelf systems because we have no 

purchasing power”;

 While they could use a different system none of these enable the 

sharing functionality in the same way as Ffynnon which provides a 

considerable proportion of the cost benefits.

Equally for many the saving is in opportunity costs, not the bottom line.  

On the whole the cost benefits realised for a local stakeholder are 

greater where there is greater use and for some of the national 

stakeholders the cost benefits will only accrue if all or most of the local 

stakeholders use the system. “Unless all the local stakeholders use the 

system there is only ever going to be a limited efficiency gain from 

sharing and exchange of data”. Cost benefits falling on national 
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stakeholders are not taken into consideration by local stakeholders in 

their assessment of whether to adopt the system.

One stakeholder who has contracted directly with Coactiva and therefore 

pays an annual maintenance payment, had gone through a competitive 

tendering process before deciding on Ffynnon. The organisation had 

conducted a benefits analysis of the system before contracting, but 

struggled to establish a cash figure to attach to the benefits of the 

system. Another stakeholder who pays for the Ffynnon programme was 

confident that if they had ‘gone it alone’ and purchased their own system 

rather than Ffynnon, they “would have had to pay a great deal more with 

much less flexibility”.

However, one local authority which purchased another system at a cost 

of approximately £10,000 a year, is satisfied that its use of an off-the-

shelf “tried and tested system” was more efficient.  For them, the 

developmental nature of Ffynnon at the time was a disadvantage rather 

than an opportunity because “Ffynnon has been shaped by people who 

didn’t really know what they wanted”.

4.4 Summary of key points

Compared to what was expected the Ffynnon system has provided a 

platform for performance management systems, monitoring 

performance, sharing and exchanging data across and between 

organisations and tools for benchmarking and collaboration. While it is 

not used universally and falls a long way short of its potential, there has 

been increased use especially around sharing and exchanging data. 

Where it is used, stakeholders report that as was expected:

 The performance management system provides benefits to 

underpin effective performance management arrangements, but 

particularly so where it is used extensively;

 Sharing and exchanging data provides efficiencies and economies.
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As a consequence, the system has:

 Provided the means for some organisations to introduce an 

effective performance management system which they did not have 

before including the development and use of local indicators and 

monitoring at all levels of the organisation;

 Has provided an effective tool for a larger group of organisations to 

manage performance data, monitor performance or present it to 

managers and members at the corporate level and/or within specific 

service areas;

 Has facilitated collaborative work within some organisations and 

collaborative work between many organisations generally at a 

service level which would not have been feasible before;

 Provided opportunities for a few organisations and parts of the 

Welsh Government to save on data circulation and data 

management and reporting costs;

 Facilitated a few organisations to bear down on service quality and 

delivery which they had not previously been able to do.

  

Most of the users though believe there is a still a long way to go to 

identify efficiency savings from effective performance management and 

collaborative data sharing.

Compared to what was expected the Ffynnon consultancy has provided 

training which has enabled use of the system, provided help to use it 

effectively and enabled new uses by stakeholders especially in relation 

to sharing and exchanging data. It has had less discernible impact as yet 

on approaches to performance management and efficiency and some of 

the training has not been effective because staff have not used the 

system subsequently.

As a consequence the consultancy has:
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 Helped many of the users to acquire knowledge and skills;

 Supported staff to adopt it and introduce it for performance 

management and develop other uses for it, such as sharing  

information and collaboration;

 Assisted staff leading on performance management work in 

organisations to build their performance management 

arrangements using Ffynnon;

 Substituted for consultancy support which stakeholders would 

otherwise have had to buy in.

However on occasions it has made up for technical difficulties in using 

the system and technical failings in the system provided.

The cost effectiveness of the system is not easily captured though we 

can find that:

 Users obtain cost benefits through avoiding some development and 

delivery costs for a performance management system and gaining 

some economies and efficiencies from their use;

 Some users recognise that the purchasing model has provided 

relatively good value for money;

 Users and non-users recognise that adopting the system requires 

users to invest themselves in the development costs and this 

requires capacity as well as opportunity;

 There could be greater cost effectiveness if there were more 

extensive use by local stakeholders. Because these are likely to be 

greater cost benefits to national stakeholders these are not benefits 

which local stakeholders take into account.  
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5 Perspectives on the future of Ffynnon
This section firstly presents the views of stakeholders about the future of 

the Ffynnon programme, then goes on to consider the future for Ffynnon 

in relation to the perspectives of strategic partners. This draws on the 

views of stakeholder from the interviews,  e-survey and focus groups. 

In order to identify options for the future, stakeholders were first asked 

what they thought their situation would be in the absence of Ffynnon. 

They were then asked for their views on the programme’s future delivery. 

Further, they were asked to suggest what the potential impact on their 

organisation might be should the Ffynnon contract (or provision of a 

similar system) not be renewed post-December 2012. Stakeholders were 

then asked to consider preferred options for funding arrangements and 

how, if at all, they would like the programme to be developed or changed, 

should the Ffynnon programme in its current format, continue to be 

funded by the Welsh Government.  

5.1 Stakeholder views -  arrangements in the absence of Ffynnon

The non-voluntary use of Ffynnon has led to stakeholders using the 

system and consultancy support in a range of different ways.  

Stakeholders were asked to suggest what the situation for their 

organisation would currently be had the Ffynnon programme not been 

available to them. Interview responses among the local stakeholders fell 

into four broad categories, outlined below:

 Seven of the local authorities said their situation would not be very 

different to their current arrangements; largely these were authorities 

who had limited or no engagement with Ffynnon. As such, they would 

still be using their current system for performance management. One 

authority who had moderate use of the Ffynnon system stated that 

while the programme had been ‘fantastic in theory’ it had not yet 

enabled them to do more than they could previously in relation to 

performance management;
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 Six local authorities and all three fire and rescue authorities said it is 

likely they would be paying for another performance management 

system. For some it is clear that they would have had to buy an 

alternative performance management system if Ffynnon had not been 

available to them. For some engaging with Ffynnon has meant that a 

business case for investing in performance management software 

could be made. These tend to believe that their performance 

management arrangements would be set back without Ffynnon;

 Seven local authorities and the national parks would be using their 

former paper based or Microsoft Excel performance management 

procedures. There are mixed views about the consequences but it is 

generally recognised that these would lack the additional functionality 

afforded by the Ffynnon system such as the ability to create 

dashboards and the loss of Ffynnon would be a step backwards to a 

performance system described as “chaotic in comparison to our

current system use of Ffynnon” by one and “a return to the Dark Ages” 

by another;

 Two local authorities were unsure whether they would have remained 

with their former Excel based system or purchased specific software 

for the first time, however one was doubtful of identifying another 

system which could offer the same capability as Ffynnon.

National stakeholders had a similar range of views around their own 

performance management systems but more generally felt that without it 

they would not be able to make alternative arrangements for sharing data 

and information and collaborative work with local stakeholders.

5.2 Stakeholders’ preferred funding options for the future

Given that the future of the Ffynnon programme funding is yet to be 

decided, stakeholders were asked to suggest their preferred options for 

the future. These are detailed below.
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5.2.1 Local stakeholders

In the context of wider public sector cuts, making a business case to fund 

anything non-essential for service delivery has become increasingly 

difficult for local stakeholders unless it contributes to efficiency. 

Only two local stakeholders said that they would pay for Ffynnon while six

local stakeholders interviewed (with moderate to extensive use of the 

Ffynnon system and moderate use of consultancy support) and around a 

quarter of the survey respondents suggested that they might pay towards

Ffynnon. Two of these felt their willingness to pay would depend on the 

cost of remaining involved with the programme; if Ffynnon were cheaper 

than other alternatives they would be more likely to invest in the 

programme. Most of these were also more concerned about the system 

than the consultancy.

The cost and value involved with continuing engagement is a major factor 

that would influence ability and willingness to pay – with a suggestion that 

if the price of the Ffynnon system was too high, it was more likely that an 

organisation would look for a more affordable alternative. However a few 

of these local stakeholders recognised that obtaining a new performance 

management system would require additional training costs and staff 

costs for purchasing and implementing a new system. Because there 

would also be a significant hiatus, “it would make more sense, if possible, 

to continue investing in the Ffynnon programme”. 

The remainder of the local stakeholders who answered this question said 

they would not pay for continuation of the Ffynnon programme (17)32. For 

five local stakeholders this was because they had limited or no 

engagement with Ffynnon and would not pay for an unused service. The 

remainder had at least moderate or increasing use of the Ffynnon system 

and consultancy support and stated that they either were not likely to 

have the funds or were unwilling to pay for the programme’s continuation

though some also recognised that they would have to evaluate alternative 

                                               
32 And around 40per cent of the e-survey respondents.
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options and would lose benefits in terms of what they could do with data 

and their partnership working. 

Three of these local stakeholders stressed that they wanted the Welsh 

Government to continue to fund the programme because of the time and 

resources they had invested in the Ffynnon system to date and their

inability to pay for the programme from their budgets. For one they “would 

most likely use a ‘makeshift’ in house system”, for another “it would be a 

disaster if (Ffynnon) disappeared, it has been built up by authorities from 

scratch and developed to requirements by investing heavily in local 

authority time”.

5.2.2 National stakeholders

Not all of the stakeholders interviewed were part of the original Ffynnon 

contract and therefore some already pay an annual maintenance payment

to use the system and consultancy support so the continuation of Welsh 

Government funding in the future is not directly relevant for them.

For the other national stakeholders, the timing and structures dictating 

budgeting arrangements were seen as a key contributory factor around 

future ability and willingness to pay for the Ffynnon programme. As one 

stakeholder pointed out, “our budgets are agreed on an annual basis so 

we couldn’t commit unless we had an idea of a figure (and unless it was a 

small amount) and what our budget will be”. It was also felt that their 

willingness to pay to use the programme would depend on the ability for 

the system to be personalised and the required system enhancements 

made.

5.3 Stakeholders’ preferences for a future programme 

Moving forward, stakeholders were asked to suggest improvements they 

feel would help to ensure the Ffynnon programme continues to meet 

stakeholder needs. A number of improvements were identified relating to 

strategic management and consultancy, but primarily focused on system 

developments. These are set out below.
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5.3.1 Contract management and governance matters

Stakeholders felt the improvements could be made within the programme 

to ensure that the Welsh Government maintains the strategic direction of 

the programme towards its objectives. Five stakeholders suggested that 

the programme was driven too much by the contractor, Coactiva, while 

many WIN members were unclear why some developments had been 

prioritised over improving functionality. Through a clearer lead on 

managing the contract and definition of the strategic objectives of the 

programme, stakeholders felt that the more pressing issues of the system

functionality would have been addressed more effectively and Ffynnon 

would currently be better aligned to the government’s agenda. Better 

stakeholder consultation about developments and enhancements were

seen as a way to improve engagement and ensure that there was 

awareness of why developments were taking place. The reinstatement of 

a National User Group was mentioned as one way to achieve this.

5.3.2 Changes to consultancy support

Stakeholders were largely happy with the consultancy support received 

from Coactiva with support described by stakeholders as ‘proactive’, 

‘flexible’, ‘helpful’ and ‘met expectations’. No common concerns were 

raised only some singular comments on the mixing of people with different 

needs in training sessions and the quality of the RBA training course, for 

example.

However, some stakeholders commented on whether the balance and 

focus of the consultancy support should be shifted to have a greater 

impact on take up and effective use of the features of Ffynnon. Quite a 

few local and national stakeholders believed that through increased 

communication of good practice, better collaboration and use of the 

system would be realised. Others wished to see an “increasing profile of 

Ffynnon which would demonstrate its potential for stakeholders through 

increased advertising and marketing of the programme” and a “greater 

awareness of its role in collaboration and data sharing”.
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5.3.3 System development 

Many stakeholders had issues with reporting and data importing from 

other systems and identified these as major flaws in the system which 

required action. Many felt these were fundamental issues which should 

have been addressed earlier so that the system would be better able to 

support performance management. The reporting element was 

considered particularly important because it is the primary tool for 

accountability and “is the outward facing aspect of the Ffynnon system”.

A few stakeholders identified navigation of Ffynnon as an issue, which

they felt made it less user friendly than it should be.  For some, the 

navigation tree was the main problem; one authority had developed an 

easy to navigate front screen for their users to overcome this issue, while 

others felt the dashboard navigation could be improved. 

Other more specific system improvements suggested by a few included:

 The ability to include financial data, to show inputs;

 The automatic inclusion and updating of pre-populated national data 

sets;

 Reducing duplication by enabling once-only reporting;

 Automatic data uploads from other performance management systems; 

and

 Better system awareness of the threads that link data together.

There were mixed views about the responsiveness of Coactiva to 

suggestions to systems problems. While most stakeholders were happy 

with the response of Coactiva and the technical support received, at least 

five stakeholders felt that the pace of response to suggestions for system 

developments is not as it should be and that Coactiva did not always 

listen to what stakeholders wanted from the system. 

There was a sense that currently, if a stakeholder suggests a significant 

development to Coactiva; the issue is not fully taken on board “until they 

have been approached by enough stakeholders with the same issue”. As 
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stakeholders are at varying stages with their performance management 

systems and processes, if one stakeholder is further along in the process 

they could potentially have to wait for other stakeholders to reach the 

same stage of development before the development is seen as a 

necessity for other users. However, most stakeholders recognise that 

Coactiva are not able to accommodate all requests and that the most 

requested actions were a priority.

To improve the process for systems developments, it was suggested that 

any recommendations for system improvements that were submitted to 

Coactiva were shared with all other programme stakeholders, regardless 

of their system progress, so they were able to consider whether it would 

be useful to them in the future and thereby speed up the process of 

development, if appropriate.

Some stakeholders felt that given the possibility of more shared services 

and the merger of service areas, the system needs to be able to ensure 

that data input was in a more uniform manner across all Welsh local 

authorities and it could facilitate the shared ownership of identified actions 

or risks between organisations. 

5.4 Strategic perspectives on the future of Ffynnon

National stakeholders believe that Ffynnon has more potential to achieve 

efficiency and contribute to the Welsh Government’s strategy for 

improvement in the public sector.

Within the context of local government policy and public services reform 

and improvement, it is important to explore the potential for Ffynnon to 

support the Welsh Government and its national partners to achieve its 

strategic and organisational aims, and realise its policy ambitions. Against 

the backdrop of a recently formed Labour government and a review of 

strategic objectives, the Welsh Government’s focus is currently placed on 

the need to achieve the ambitions set out, for instance, in the Wales 

Improvement Programme and Local Government Act and having a 

greater focus on accountability through the development of a Welsh 
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Government Delivery Unit which is currently being finalised and will 

become operational in September 2011. 

Key considerations for the future which national stakeholders have drawn 

attention to include:

 Streamlining reporting and scrutiny processes: The Beecham review 

highlighted the reporting burden and associated structures to exchange 

data between central and local government. Examples of Ffynnon 

supporting data transfer between local authorities and the WAO to 

enable audits demonstrate how the system can be used as well as the

potential for this to be further progressed with other bodies;

 Strengthening the relationship between central and local government: 

continuing the journey towards a pan-Wales platform is seen as 

desirable by many because it establishes greater linkages between 

central and local government illustrated by the Schools Data pack. It is 

believed that there is much further potential for drawing in more local 

stakeholders, such as health and police bodies, and parts of the 

Government. This would also increase the economies of scale;

 Supporting local government improvement: the organisations 

supporting local authorities to improve believe Ffynnon potentially has 

a greater role as an “enabler” by prompting local authorities to review 

and revise their processes, and generating an organisational focus on 

performance improvement. While some improvement has been 

discerned in a few local stakeholders along with a clearer focus on 

performance management, this has yet to be realised across the piece.

Stakeholder feedback has clearly identified a need for strategic leadership 

and co-ordination of Ffynnon by either the Welsh Government or WLGA, 

and to achieve future gains from the programme this will be a crucial 

starting point from which to progress.

5.5 Summary of key points

 In the absence of Ffynnon, around a third of local stakeholders 

would have brought in another system and another third would have 
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stayed with a system which some acknowledge would not be as 

effective;

 Only eight local stakeholders however would or might pay for 

Ffynnon;

 Most local stakeholders wish that the Welsh Government should 

continue to pay for Ffynnon; and indicate that ending their financial  

support for the system would cause a hiatus in their improvement 

work and considerable costs;

 As well as a funding role, stakeholders wanted to see more 

involvement from the Welsh Government in providing strategic 

leadership to the Ffynnon programme;

 Stakeholders suggested some key improvements for the Ffynnon 

system. These ranged from minor technical ‘niggles’ , to more 

significant issues such as improving the navigation, reporting and 

sharing functionalities;

 Stakeholders suggested some changes to the focus of the 

consultancy to provide sharing of good practice to increase take up 

and effective use of Ffynnon;

 National stakeholders recognise strategic reasons and needs for 

the Ffynnon programme which have the potential to draw down 

efficiencies through the collaborative use of the system between 

national and local stakeholders on a larger scale than is being 

achieved at present. 
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6 Evaluation summary, options and recommendations for 

the future

This section brings together the information gathered throughout the study to 

address the questions posed for the evaluation. This section also sets out 

some key messages in relation to the Ffynnon programme, as well as 

presenting options for the future and associated recommendations.

6.1 Evaluation summary

Section 5 sets out the views of stakeholders and strategic partners on the 

future of a pan-Wales software and consultancy programme. The 

evaluation shows that there is without doubt an appetite across most of 

the public sector for the continuation of a software system to support their 

performance management activities, to facilitate data collection, support 

analysis and monitoring and enable reporting. 

6.1.1 Strengths of the current programme 

The following are identified as the key strengths of the current programme

in relation to the key questions.

Implementation and management

 The system is used by most of the intended stakeholders and others 

with usage growing;

 The wider features of the system are being used and exploited;

 About a third of local stakeholders have used and are using it to 

develop their performance management arrangements; 

 The consultancy has supported use and growth of use including the 

exploitation of the collaboration and sharing of data bringing together 

partnerships;

 There is generally positive feedback about the consultancy from users;

 The system’s development is managed with the active engagement of 

stakeholders and the governance arrangements include users in the 

allocation of resources;
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 Free use to local stakeholders has been an incentive as has a contract 

which has not given rise to ongoing delivery costs to users.

Performance of system

 Extensive and increasing users are generally pleased about the system 

and the added value it brings for their performance management 

activities;

 The flexibility of the system, enabling users to tailor it to their own 

needs;

 The facility to enter data once and use it multiple times to streamline 

reporting processes – this is highly valued;

 The extensive users have identified positive impacts and benefits for 

their performance management arrangements; in the main it has 

strengthened focus on performance management and prompted 

review and improvement to existing arrangements;

 National stakeholders have identified positive impacts from sharing 

data and collaboration;

 National stakeholders recognise considerable more potential benefits 

through the system’s support for the PIF.

Costs and outcomes

 The system costs compare well with alternatives and certainly when 

compared with a changeover after investment in Ffynnon;

 The paybacks to system costs would not need to be large in each 

stakeholder.

6.1.2 Challenges of the current programme

The following are identified as the challenges or areas for improvement in 

the current programme in relation to the key questions:

Implementation and management

 It is not yet used comprehensively;



86

 Some local stakeholders are not likely to use it and this may affect its 

potential impact;

 The perception of the system’s functionality is a barrier;

 Opportunity and capacity in some local stakeholders has slowed down 

adoption and effective use;

 Some concerns about leadership, sharing good practice, and the pace 

and priority of functional improvements have been expressed;

 Insufficient management information is available about the consultancy 

work. 

Performance of systems

 Usage has been limited by functional problems;

 Impacts on stakeholders’ bottom line have not been easy to identify;

 Further investment by stakeholders would be needed to achieve the 

potential benefits expected through data sharing across the public 

sector.

Costs and outcomes

 Local stakeholders only consider local costs and benefits in their 

participation in Ffynnon; the benefits to national stakeholders may be 

greater;

 The system is only one factor behind bringing about improvement and 

it requires users to invest themselves if they are to implement it 

effectively and draw down benefits (as with any other IT system).

6.2 Options for the future

An overarching aim of the evaluation was to support strategic partners in 

their decision making before the completion of the current Ffynnon 

contract in December 2012. We set out options below for the future, and 

highlight the assumptions that underpin these. 

The decision on whether to procure
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The first question to be answered by Ffynnon’s strategic partners is 

whether or not to proceed with the procurement of a programme along the 

lines of the Ffynnon contract. 

The evidence from the study shows that Ffynnon has provided some 

benefits for the users who make extensive or moderate use of the 

programme. There are five factors in favour of proceeding.

First, there is the potential to realise more benefits after “going through 

the pain of setting up Ffynnon and beginning to see the benefits” in local 

stakeholders and national stakeholders beginning to identify the cost 

efficiencies of Ffynnon.

Second there is the loss of benefits if it is discontinued because many will 

not be able to replace it easily if at all for their performance management 

and may have to “take a few steps back on their journey”. 

Third there are the costs that would be wasted if the system is not 

available and alternatives have to be found and invested in.

Fourth there is a reputational cost given the encouragement to use the 

system by the Welsh Government and other national stakeholders.  

Fifth there continue to be national policy reasons for supporting local 

stakeholders to improve their performance and work collaboratively . 

Who will fund and manage the contract?

Contract management needs to follow decisions about funding. There are 

broadly three options for contracting if a decision is made to continue with 

a performance management/data sharing tool for public sector 

stakeholders in Wales: a Welsh Government contract for the public sector 

(similar to the current arrangement); a local government joint contract for 

local stakeholders which national stakeholders could buy into; a Welsh 

Government contract for national stakeholders to which local stakeholders 

could buy into.

The key issues underpinning funding and the shape of any future contract 

appear to be:

 The scope and scale of the beneficiaries;
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 Which aspects of the system provide benefits to users and the relative 

scale of these;

 Whether the joint benefits are greater than the individual user benefits. 

At this point it appears that:

 The system provides benefits to all users but the local stakeholders not 

using the system see no direct benefits;

 National stakeholders and parts of the Welsh Government can derive 

direct benefits from the shared data not the performance improvement 

tools;

 These benefits could be considerable in the medium term but depend 

on local stakeholders using the system;

 Fewer local stakeholders would buy-in to the system if they had to 

weigh up the costs and benefits in their own terms; 

 A pan-Wales solution would continue to provide opportunities for new 

organisational arrangements and partnerships for public services.   

The relative distribution of benefits suggests that the Welsh Government 

should continue to lead a collaborative approach and consider only 

whether national and/or local stakeholders make a contribution or not 

towards a portion of the total system or consultancy costs. Given the 

economies of scale in the current contract this might not be necessary

though having an accountable cost for all users can make them 

demonstrate the value of the system to them. Local stakeholders are 

more likely to consider it reasonable to contribute to the costs of 

consultancy than the cost of the system in certain circumstances.  

What will the solution look like?

On the assumption that a procurement exercise will go ahead, the next 

question is whether it should mirror the current Ffynnon programme or 

should changes be made to the shape of the contract. Three main options 

have been identified:
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a) Continue with the status quo: development and support for the software 

system and consultancy support to enable effective implementation and 

use of the system combined in one contract; 

b) Broaden the contract: to provide call-off consultancy support and 

development rates for new uses of the system for the Welsh Government 

and any other partners;

c) Contract the separate elements of the programme: some of the 

consultancy if required does not relate directly to Ffynnon. 

It will be important to maintain some of the key benefits of the current 

contractual arrangements and to minimise any problems from a transition 

to another platform. Key benefits appear to be:

 Enhancements and upgrades to all users during the life of the contract;

 Unlimited user licences within the nominated stakeholder 

organisations;

 Flexible consultancy resources.

If the consultancy supports the development of the Ffynnon system it 

would be practical to retain a single contract. Based on the evaluation 

there appears to be some merit in expecting the consultancy to promote 

and share good practice and move away from training in performance 

management tools in general which have not provided much discernible 

impact. 

6.3 Recommendations

It is recommended that:

 A system is procured for the public sector in Wales which builds on the 

achievements of Ffynnon and helps to realise the benefits that are in 

train;

 If the system cannot be funded by the Welsh Government, users are 

only expected to contribute to a level that reflects their share of the 

benefits and the costs of consultancy that they would benefit from 

directly.
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If the system is to be supported in the medium term in the short term it is 

recommended that:

 The Welsh Government takes a clearer leadership role in terms of 

communicating about the contract, monitoring performance and co-

ordinating the consultancy support;

 The contractor is expected to focus on curing functional system issues 

and that these are not perceived to be given a lesser priority over larger 

developments;

 More is done to promote the effective introduction and use of the 

system perhaps with good practice guides on how Ffynnon can support 

performance management (or ‘how to’) guides for aspects of system 

use;

 The contractor develops and implements an annual user survey to 

enable stakeholders to feed back on their experiences and make 

suggestions for the future. This could be a basic on-line SNAP survey 

to capture user feedback in a more structured way;

 The Welsh Government develops a system to capture basic outputs

and encourages users to capture outcomes more systematically. As a 

starting point the contractor should be expected to record the number 

of users, number of training sessions delivered and number of 

participants.
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ANNEX A -  OVERVIEW OF PROGRAMME PARTICIATION

Stakeholder Description of system use Description of consultancy use
Local Authorities
Blaenau Gwent County 
Borough Council

Extensive - building on initial use the system is being rolled out 
corporately

Extensive use - RBA, SPRINT workshops, system training and materials, GIS 
training

Bridgend County Borough 
Council

Limited - piloted the system in one directorate but not adopted. 
Instead use Microsoft Share Point Not used

Caerphilly County 
Borough Council Extensive - system embedded across the organisation Limited - A relatively small amount, initial system support and some RBA 

training

Cardiff City Council Limited - utilise the Cardiff Information System (CIS) Limited - Support initially when considering Ffynnon as a system for the 
Council

Carmarthenshire County 
Borough Council

Limited - previously used Corvu, now use a PIMS data system 
alongside manual systems on Excel to support

Extensive - extensive use of consultancy at a corporate level - LEAN system 
workshops, RBA, corporate planning workshops

Ceredigion County 
Council

Moderate/Increasing -  the system was implemented about 12 
months ago, usage is growing across the Council

Extensive - Accessed some elements e.g Train the Trainer, one or two 
training programmes, E-form training and some technical help

Conwy County Borough 
Council

Moderate/Increasing - The system is used in the corporate centre, 
with usage in Departments increasing. The system supports audit 
activity

Moderate - Accessed SPRINT workshops

Denbighshire County 
Council

Extensive - Ffynnon used as core system to collect data, data is 
collated centrally

Extensive- Initial training, workshop for development of Joint Highways 
service with Conwy; Process mapping

Flintshire County Council
Moderate - Used centrally but not widely across the authority, 
decision was taken to scale down the planned corporate level 
implementation

Moderate - Mostly SPRINT workshops, not extensively

Gwynedd Council Extensively - the system has been embedded across the authority Not used

Isle of Anglesey Councy 
Council

Moderate - Pockets of use. Early stages of performance 
management system use.

Moderate - Initial training; Initial consultancy related to business planning 
and monitoring system for housing service

Merthyr Tydfil County 
Borough Council

Moderate/Increasing - System used centrally by Corporate team; 
part of Performance Management Framework.

Moderate/Increasing - Initial training; SPRINT workshops, discussions ongoing 
for RBA Training
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Monmouthshire County 
Council

Limited / Increasing - Initially piloted system but internal restructuring 
led to use on an ad hoc basis; more recently used for Outcome 
Agreements, and will be used for Partnership working. Other systems 
used by departments, e.g. SWIFT

Limited/Increasing - Initial training; recently engaged with consultants to 
develop use of Ffynnon for partnership working

Neath Port Talbort County 
Borough Council

Limited - 2 departments use but corporately usage has decreased 
due to incompatibility between Ffynnon and corporate 
performance framework

Moderate - Some use, support around the system initially, RBA workshops

Newport City Council Do not use Do not use

Pembrokeshire County 
Council

Moderate - Used across Authority but extent of use varies by 
department; the system supports reporting to Welsh Government

Moderate - Initial training; mapping of processes in Housing and Planning 
departments; SPRINT Training

Powys County Council
Moderate - it is used across the Authority but at varying levels; all PIs 
are in the system but departments decide how their data is used. 
Previously used PB View

Limited - initial training only

Rhondda Cynon Taff 
County Borough Council

Moderate- use across all teams for PI collation, less used for analysis 
functionality. Some departmental use for project management Moderate - Initial training; RBA training; SPRINT Workshops

Swansea (City and County 
Council of)

Moderate/Increasing - Gradual roll out of system has led to varied 
usage across departments

Extensive - Initial Training; Train the trainer sessions; SPRINT training and RBA 
Training

Torfaen County Borough 
Council

Moderate - Used at Corporate level for external audit/ reporting on 
Outcome Agreements

Moderate - Initial training for performance coordinators and administrators; 
RBA Training

Vale of Glamorgan 
Council

Extensive - Ffynnon is embedded across the authority. This is one of 
the most advanced stakeholders in terms of usage.

Extensive - including initial system training, dashboard training, train the 
trainers sessions. However strategic performance and business planning 
training is done in-house

Wrexham County Borough 
Council

Moderate - Used widely across authority but limited extent - used for 
national/ local indicators and corporate information. Wider roll out 
unlikely.

Moderate - Initial Train the Trainer training; process mapping for various 
departments

Other Stakeholders

All Wales Core Data Set Extensive - used by all Welsh Schools; sole source of information for 
core data from Welsh Government

Extensive - support for the bespoke development of the AWCDS, training 
guides and FAQs. 

Brecon Beacons National 
Parks

Increasing / Extensive - the system is used to share data across NPAs, 
used by one-fifth of staff Moderate - initial training and set up; RBA training



94

Care & Social Services 
Inspectorate Wales Limited - used as a document sharing resource predominantly Limited - initial training only

Cymdeithas Tai Clwyd Not used Not used

Estyn Not used Not used
Local Government Data 
Unit Not used Not used

Mid and West Wales Fire 
and Rescue Services

Extensive - recently migrated onto system, now used across all 
departments and for partnership working. Previously used CORVU Extensive - numerous training sessions over 2 month period; RBA Training

North Wales Fire and 
Rescue Services Not used - use AFON Not used

Pembrokeshire Coast 
National Park

Moderate/Increasing - recent engagement, Corporate Strategy to 
be monitored through Ffynnon

Extensive -  initial training; specific targeted training; joint sessions with other 
national parks

Pennaf Housing Group Limited/Increasing - initially engaged as Pilot. Plan to roll system out 
from Dec. 2011 Moderate- initial training; RBA Training

Snowdonia National Park Extensive - particularly in Corporate Services and Planning. Extensive - initial training; ongoing support for implementation; RBA Training

South Wales Fire and 
Rescue Services Not used - use Vision and OWLE Limited - RBA Training

South Wales Trunk Road 
Agency

Limited/increasing – initially only in the business team but now 
awareness raising across the organisation

Moderate – a couple of RBA sessions which has now been taken up to 
management level

The Arts Council for Wales Limited / Increasing - primarily used for document sharing, but use 
increasing across organisation Limited - initial system training; building frameworks/ dashboards

The Care Council for 
Wales

Limited - only recently purchased system, forms part of wider project 
on Performance Management that organisation is running over 18 
months

Limited - initial training only

Wales Audit Office Moderate - use for remote auditing, will only be used extensively if all 
LAs engage Not used

Welsh Government Welsh government use does not fit with the definitions used in this 
table
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Evaluation of Ffynnon – Stakeholder Interview Topic Guide 
This topic guide is to structure the interviews with stakeholders. The interviews will 

be semi-structured in nature, as the breadth and diversity of usage of the Ffynnon 

programme (both the system and the consultancy support) means that we must allow 

some flexibility. The interviewer will have to make judgements about the suitability 

of some questions, and tailor the interview accordingly. This may depend on:

▪ The role and background of the interviewee;

▪ The length of involvement, extent and nature of usage of the Ffynnon programme 

elements;

▪ The organisation the stakeholder is representing, its function, partners, priorities and 

operational, policy and legislative framework;

▪ The type of involvement of the interviewee, for instance whether they have attended 

training or accessed tailored consultancy support. 

As far as possible, this information will be gathered and reviewed by the interviewer prior to 

interview. 

The interviewer will collect any documentary evidence and examples to support statements 

and views expressed. In particular, interviewers should ask about implementation plans, 

internal surveys on the use of Ffynnon, or other related documentation. Wherever possible 

obtain copies or weblinks to these.

SECTION 1 – BACKGROUND INFORMATION

 Name of Interviewee: ………………………………………………………………….

Host organisation of interviewee ……………………………………………………. 

Date of interview: ………………………………………………………………………

GHK/WAG Interviewer: ………………………………………………………………………. 
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SECTION 2 – USING FFYNNON

In this section we want to establish how and to what extent Ffynnon is used in the 

organisation. This could be at team/department/organisational level. We want to know how 

the stakeholder uses the two main elements i.e. the Ffynnon system (including data sharing) 

and the Ffynnon consultancy support.

2.1 Staff use and awareness of the Ffynnon system (i.e. the software, not the Coactiva 
consultancy support)
▪ How long has your organisation been involved with the Ffynnon programme?

▪ To the best of your knowledge, roughly what proportion of staff are registered users of the 

system? 

▪ Would you say that Ffynnon is embedded widely across the organisation/department? 

▪ What are the reasons behind this? (i.e. what have been the supporting factors or barriers to 

embedding Ffynnon)

▪ How important is the system to your internal and external data collation and reporting? 

▪ Has using the Ffynnon system had an impact on your data and reporting processes (e.g. 

streamlining or increased reporting burden?)

▪ Has your use of the system changed over time? If so, how?
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2.2 Using the Ffynnon system to support performance management (i.e. the 
software, not the Coactiva consultancy support)
▪ What are the main uses for the system in relation to performance management through:

- Allowing the uploading of data?

- Storing data in a central location?

- Enabling multiple users to access the data, to view and manipulate it as necessary?

- Facilitating data analysis to assess progress towards stated targets using key indicators?

- Supporting reporting process e.g. to Government?

- Other uses?

▪ Do you use the data sharing functionality of the system? If yes, who do you share with and 

what, if any, has been the impact of this?

▪ Please describe any other ways in which the software is used:

▪ Do you use the Ffynnon system alongside any other systems to support performance 

management? If yes, which ones, and how do the two relate?

2.3 Using the system to support collaborative working

▪ Are you involved in any of the local, regional or national level projects? For example the 
Housing Benefits collaborative working (17 Local Authorities, Wales Audit office) or system 
developments such as the GIS mapping.

▪ If yes, please describe the project and explain your involvement. 

▪ Has your involvement with the project benefitted your organisation? If so, how?
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2.3 USING THE COACTIVA FFYNNON CONSULTANCY SUPPORT

▪ Alongside the Ffynnon software system, have you accessed the consultancy support 

provided by the Coactiva consultants?

▪ If no, is there a reason for this?

▪ If yes, what kinds of support did you receive, was this:

- Initial training to introduce the system and how to use it

- More specific tailored training and support e.g. a process mapping workshop

- Supporting a particular aspect of your organisation to improve performance management 

e.g. Result Based Accountability training

- Other (please describe)

▪ When was the support accessed? Has your use of the support changed over time?

▪ Was the support you received helpful, and did it respond to your needs? If no, how could it 

have been improved?

▪ Have you bought in any other types of business support for your organisation? What kind of 

support and who provided it? What was your view of the support your received?
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SECTION 3 – INITIAL AWARENESS AND ENGAGEMENT WITH FFYNNON

In this section we want to explore how they first heard about Ffynnon, what their expectations 

were, and how they view their initial engagement with the programme. Some interviewees 

may have joined following the embedding of Ffynnon in their organisation so may not be 

able to respond.

3.1 – INITIAL AWARENESS OF FFYNNON
▪ Before you began using Ffynnon, what were the arrangements in place to support performance 

management (Note: in some cases this may not have changed, they might only have minimal use of 
Ffynnon) 

▪ Thinking back, how did you first hear about Ffynnon?

▪ What were your first thoughts about Ffynnon? Did you have particular expectations of the programme 
based on what you knew?

▪ What were the factors that affected the decision to use Ffynnon (or not to, depending on the 
organisation)? Were the following important:

▪ The fact that it was a pan-Wales system, supporting data sharing and collaborative working 

▪ The fact that it was a free resource/cost benefits to the organisation

▪ The availability of accompanying consultancy resource to support use of the system

▪ Other factors (please describe)

▪ Had you previously had experience of any other performance management systems similar to 
Ffynnon? If yes, which ones, and how did they compare to Ffynnon?

▪ How did you initially engage with Ffynnon? E.g. was this through the Coactiva consultants?

▪ Was the process straightforward? How could it have been improved?

▪ To what extent has Ffynnon influenced your organisation’s approach to performance management? 
(High/medium/low?) Are there any other influencers or drivers for change that have impacted on your 
organisation?
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SECTION 4 – ONGOING INVOLVEMENT WITH THE FFYNNON PROGRAMME 

In this section we want to find out about the interviewee and their organisational involvement 

with Ffynnon, and explore how their use of the system and support might have changed 

over time.

4.1 – INVOLVEMENT WITH FFYNNON

▪  Do you engage with the Ffynnon programme through any of the following ways:
▪ Attendance at meetings e.g. Regional User Groups, Wales Improvement Network (WIN) 

▪ Accessing the Ffynnon related news items on the Coactiva website

▪ Documents such as the National Programme Plan and Highlight Report

▪ Others? Please describe.

▪ Could you suggest any improvements that could be made to the communications supporting 
Ffynnon? For instance, other channels, other formats for providing news and updates.

▪ Are you satisfied with the management structure of Ffynnon? (See Diagram at the end of the 
guide)

▪ How could management structures be improved?

▪ Have you used the Coactiva support helpline? What was this for and was your issue 
resolved?
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SECTION 5 – IMPACT OF THE FFYNNON PROGRAMME 

In this section we want to capture the impacts that have resulted from the Ffynnon 
programme, for the individual and within the organisation as a whole.

5.1 IMPACT ON THE INDIVIDUAL
▪ How far has your involvement with the Ffynnon programme overall, impacted on your work and 

your ability to perform your role? Has the effect been positive/negative/neutral?

▪ In what ways has the Ffynnon programme changed the way you perform role, specifically your 
involvement with:

▪ The Ffynnon system including data sharing facility

▪ The Ffynnon Coactiva consultancy support

▪ Have you applied skills and knowledge acquired through Ffynnon to your role?

▪ Has your use of Ffynnon changed over the period you have used the system? If yes, how?

▪ What is your view about the developments to Ffynnon over time e.g. the GIS mapping facility, the
inclusion of additional data?

▪ Are there other system tools or developments you would like to see in the Ffynnon programme?
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5.2 IMPACT ON THE ORGANISATION 

▪ How far has the Ffynnon programme overall, impacted on your organisation and the way it 
approaches performance management? Has the effect been positive/negative/neutral?

▪ In what ways has the Ffynnon programme changed the way your organisation assesses and 
reports progress, specifically through involvement with:

▪ The Ffynnon system including data sharing facility

▪ The Ffynnon Coactiva consultancy support

▪ In the short term, and to the best of your knowledge, have staff within the organisation applied 
skills and knowledge acquired through Ffynnon to their role?

▪ Has learning through the Ffynnon system been transferred across your organisation?

▪ In the medium/longer term has your use of Ffynnon changed existing structures for data 
collection, collation, analysis or presentation? If so, in what ways?

▪ Has Ffynnon had an impact on the capacity within your organisation to gather, collate and 
disseminate data? Please explain.

▪ Has the culture of the organisation changed, for instance moves towards more collaborative 
working or a sharper focus on performance management?

▪ Has your engagement with Ffynnon impacted on levels of data sharing, partnership 
arrangements or collaborative working with other organisations?

▪ Do you think that engaging with Ffynnon has improved understanding of the priorities around 
sharing intelligence, and the benefits of collaborative working?

▪ Has your use of Ffynnon resulted in efficiency savings through systems improvement? If so, 
please provide examples and any documentation to support this.

▪ Has your use of the Ffynnon system resulted in actual (or do you anticipate the potential for) 
savings for your organisation such as training for staff using systems and tools, or the use of a 
system to support performance management funded by WAG through a consortium procurement 
approach? (please provide evidence wherever possible)
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SECTION 6 – THE FUTURE OF THE FFYNNON PROGRAMME 
In this section we want to explore interviewees’ views on the benefit of Ffynnon to 
their organisation, and to establish their view on Ffynnon funding and delivery post-
2012.

Thanks and close.

6.1 THE FUTURE OF FFYNNON
▪ Broadly speaking, what is you view (positive, negative, neutral) of the whole Ffynnon 

programme in relation to the following:

▪ A total programme for supporting performance management? (i.e. system and 
consultancy combined)

▪ A system for collating, storing, analysing and sharing data?  

▪ A consultancy support resource to manage organisational change/performance 
management

▪ Overall, how does Ffynnon benefit your organisation? 

▪ Would you recommend Ffynnon to other organisations, to support their performance 
management approach?

▪ Had the Ffynnon programme not been developed, what do you think the situation for your 
organisation would be?

▪ The contracted WAG funding period for Ffynnon will be completed in 2012.Following this, 
would your organisation consider contributing to the cost of continuing the Ffynnon 
programme?

▪ Are there any changes or further developments you would suggest to ensure that Ffynnon 
meets the changing needs of the stakeholder organisations? 

▪ Are there any final points you would like to add?
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Taken from the Ffynnon Programme Plan 2011-12
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ANNEX D – E-SURVEY TEMPLATE

TEXT FOR ON LINE SURVEY OF WIN NETWORK MEMBERS

Evaluation of Ffynnon – Survey to WIN Members

GHK Consulting Ltd has been commissioned by the Welsh Government to evaluate the 
Ffynnon programme.

The evaluation aims to assess the impact, efficiency and effectiveness of the programme 
through focus on: Ffynnon’s implementation and the extent of its use and coverage, the 
usefulness of the system in different contexts across Wales, whether it provides added value 
to other systems and the impact and potential of the programme. Furthermore, the study will 
assess whether services have improved as a result of Ffynnon and whether there are 
elements which could be improved.

This survey has been designed to gain WIN Members’ views on the Ffynnon system and is 
largely made up of multiple choice questions, however there is opportunity for further detail to 
be submitted in open text boxes. To navigate through the survey, click on the buttons at the 
bottom of the screen. The survey should take approximately 10 minutes to complete.

If you have any queries about the evaluation, or this survey, please contact the study’s project 
manager Jane Sanderson by calling on 0121 233 8900, or emailing 
jane.sanderson@ghkint.com. If you encounter any technical difficulties with the survey, 
please contact Sophie Bragg (Sophie.bragg@ghkint.com).

SECTION 1 – BACKGROUND INFORMATION
Name
Job title
Organisation
Please describe briefly your role within your organisation, and key responsibilities in relation 

to performance management activity

SECTION 2: USE OF THE FFYNNON SYSTEM

Approximately how long has your organisation been engaged with the Ffynnon programme?

Less than 6 months

Between 6 months and 1 years

Between 1 and 2 years

Over 2 years

Don’t know

In what ways has your organisation engaged with Ffynnon?

Use of the Ffynnon System software

mailto:jane.sanderson@ghkint.com
mailto:Sophie.bragg@ghkint.com
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Use of the Ffynnon data sharing functionality

Use of the Ffynnon consultancy support

Yes

No

Don’t know

Approximately how many of the staff in your organisation use the system? Please provide a 

figure and a percentage.

What was the nature of the support you received through Coactiva?

System training for staff to support implementation

Tailored training such as SPRINT process mapping workshops

Bespoke performance management support such as Results Based Accountability 

consultancy

SECTION 3: VIEWS ON THE FFYNNON PROGRAMME

To what extent do you agree, or disagree, with the following statements with regard to the 

Ffynnon programme?

The Ffynnon programme supports stakeholders to improve their performance management 

systems

Ffynnon has supported my organisation to improve its systems for data collection, collation, 

analysis and dissemination

Ffynnon has supported my organisation in monitoring its organisational progress towards 

targets

Ffynnon has supported my organisation in meeting reporting requirements e.g. to central 

Government

Ffynnon has helped to increase the knowledge and capacity of staff members in relation to 

performance monitoring and improvement within my organisation 

Strongly agree
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Agree

Disagree

Strongly disagree

Don’t know

If you wish to provide any further comment in relation to your answers to Question 6, please 

add them here:

Has Ffynnon supported your organisation to establish new links or strengthen existing 

collaborative working arrangements with partner organisations

In what ways has your organisation established new links or strengthened existing 

collaborative working arrangements through Ffynnon

Are you satisfied with the management arrangements for Ffynnon, i.e. a central Project Team 

with input from the User Groups and WIN?

Are there any changes you would make to the management structure

Please provide detail below on the changes that you would make to the management 

structure

SECTION 4: IMPACT OF THE FFYNNON PROGRAMME

To what extent do you agree, or disagree, with the following statements with regard to the 

impact of the Ffynnon programme?

Ffynnon has supported by organisation to improve its performance management approaches

The Ffynnon system and consultancy support has helped to develop capacity and increase 

skills of staff within my organisation

Ffynnon has supported collaborative working for my organisation

Ffynnon has supported collaborative working within the local area and across organisational 

boundaries

If you wish to provide any further comment in relation to your answers to Question 10, please 

add them here:

Has Ffynnon resulted in efficiency savings for your organisation?
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Please provide detail below on the efficiency savings that have been realised by your 

organisation

Have there been any costs associated with your organisation engaging with Ffynnon? – these 

may be financial, in-kind or resource costs

Please provide detail below on the costs associated with engaging with Ffynnon

Would you recommend the Ffynnon programme to organisations similar to your own?

The contracted Welsh Government funding period for Ffynnon will be completed in 2012. 

Following this, would your organisation consider contributing to the cost of continuing the 

Ffynnon programme?

Are there changes you would suggest to ensure Ffynnon meets the needs of the 

stakeholders?

If you have any further comments on Ffynnon, please add them below:

Thank you for taking the time to complete the survey - please click the submit button below to 

send your responses to GHK.
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ANNEX E – FOCUS GROUP GUIDANCE NOTE 

Evaluation of Ffynnon
Focus Group Guide - South Wales Ffynnon User Group meeting, 
Aberaeron, 30th June 2011.

Introductions – facilitator to introduce themselves (JS/CG) and thank participants for 

agreeing to take part. Ask each attendee to introduce themselves, with their role and 

familiarity with Ffynnon.

Background – explain that as part of the evaluation methodology, we are keen to 

gather feedback directly from users, to identify the use and impacts of Ffynnon. 

These discussions will be structured according to set questions but also we would 

encourage people to contribute any points that they feel are important; the value of 

these focus groups will be through the discussions that develop between people taking 

part, so the more contributions the better.   

Today I’d like to cover the following main areas, but other points for discussion may 

well arise:

 The factors affecting the use of Ffynnon

 The impacts of Ffynnon

 Points to consider for the future

1) Facilitators and barriers to implementing and using Ffynnon

We know that the levels of use of the Ffynnon system and the consultancy support, 

vary greatly. We’d firstly like to find out what affects the extent of use for 

stakeholders. 

 For those organisations that use Ffynnon extensively, what have been the 

facilitators and/or success factors in using the system and consultancy support 

(prompt: the programme ‘offer’, the quality of the system, support from 

Coactiva, the fact it was a free resource)
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  For those that don’t use the Ffynnon system very much across their 

organisation, what are the reasons for this? (prompt: already have systems in 

place, Ffynnon does not meet our needs – explore)

 Is there anything that would encourage you to make more use of Ffynnon 

(both the system and the consultancy support)?

 How does Ffynnon compare with other systems in your experience? (These 

may not necessarily be ‘off the shelf’ software systems, they could be 

internally developed arrangements e.g. using Excel files to gather and analyse 

data)

2) Exploring the impacts of Ffynnon

As mentioned, the study is seeking to capture the impact of Ffynnon on stakeholder 

organisations. I’d like to find out how key parts of Ffynnon have impacted on your 

organisations:

 The Ffynnon software system – has this impacted on data 

collection/collation/analysis and reporting? How?

 The consultancy support? (this could be either system training, or more about 

performance management e.g. Results Based Accountability workshops). Has 

this increased knowledge and capacity within your organisation?

 Collaborative environment area of the system? Has this encouraged 

collaborative working? If so, how? If not, do you feel it has the potential to do 

so? Please explain.

 Has Ffynnon supported your organisational to review its approach to 

performance management? If so, how? 

 Has your use of Ffynnon resulted in efficiency savings such as reduced time 

spent collating data to support reporting?
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3) The future of Ffynnon

 Overall, has Ffynnon benefitted your organisation?

 How do you view the Ffynnon programme as a whole? Are there any changes 

or improvements you would suggest? 

 As you know, the contracted funding period will come to an end in 2012. 

What are your views on the future options for Ffynnon? Consider funding 

options such as Welsh Government continued funding, organisational 

contributions from stakeholders. 

 Are there any final points you would like to make to inform the evaluation?

Thanks and close.
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ANNEX F – LOGIC MODELS (for the Ffynnon programme, system, and consultancy support)

-WAG 
expenditure 
on Ffynnon 
contracting 
-In-kind 
support  e.g. 
through
(former) 
programme 
board
-Coactiva 
consultancy  
input 3xFTE 
and 1x0.75 -
Ffynnon 
development 
input 
Stakeholder 
support 
through user
group/WIN
Programme 
Board, 
Project Team

Inputs:

-public sector
organisations 
within Wales, 
(in particular 
those not 
focussing on 
performance 
management, 
and those not 
engaging with 
strategic and 
operational 
partners to 
deliver 
collaborative 
working) 

Target Group:
-Ffynnon system software 
to support collation, 
analysis, and reporting 
activities on organisation 
data
-Ffynnon environment 
facilitates data and 
intelligence sharing within 
organisations, and across 
organisational boundaries 
e.g. supporting local area 
intervention, as well as 
reporting to central offices 
at a national level
-Consultancy support under 
two main strands: system 
support such as training 
and embedding the system, 
and performance 
management expertise 
tailored to the needs of the 
stakeholder
-Steering development of 
the programme with input 
from users and stakeholders

Activities:
-Number of 
users/frequency 
and number of 
visits to the 
system 
-Numbers of 
system training 
sessions 
delivered 
-Number of 
business support 
sessions/ 
packages 
delivered
-Number of 
project based 
activities 
developed and 
delivered
-Organisations 
targeted have 
licenses
-Use of 
performance 
management 
tools

Outputs:
-Individuals’ knowledge 
improved re: system usage, 
data collation, analysis and 
dissemination
-transfer of knowledge 
acquired between staff
-Wider organisational  
awareness of  the importance 
of effective performance 
management and the need 
for underpinning data
-Moves towards data 
sharing, breaking down 
barriers and the tradition of 
‘silo working’
-Improved data collation, 
better quality analysis and 
reporting

Short -term
Outcomes:

Application of 
learning to 
systems:
- increased and 
more effective data 
sharing
- systems support 
data transfer and 
analysis
Changes to the 
systems, usage 
increased:
– organisation 
culture is no longer 
a barrier
-Efficiency savings 
in the organisation 
and across the 
sector e.g. through 
joint procurement
- Performance 
management  
based on  data 
systems reports

Med-long- term
Outcomes
:

-The software 
system is used on a 
voluntary basis, 
allowing 
organisations to use 
as they wish
-The data sharing 
environment 
encourages local 
area focussed 
activity, pooling of 
data, helps to 
identify possible 
efficiency savings 
and joint delivery 
opportunities
-Offering business 
support expertise, 
in the first instance 
to embed and 
initiate use of the 
system 
- to encourage 
focus on wider 
performance 
management 
context  

Rationale:

: 

.  

Ffynnon Programme Evaluation Logic Model context: the system was established to support the 22 Welsh local authorities and strategic and operational stakeholder partner organisations, to 
respond to policy drivers around: the need to improve performance management, to work on a more collaborative basis, ultimately to embed a culture of joint working across the public sector 

landscape, and realise the benefits of improved data collation, analysis and dissemination to achieve shared priorities, efficiency savings and to improve reporting processes.
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-Coactiva 
development 
time and 
resource
-User input to 
shape the 
development 
of the system
-Coactiva 
help desk 
resource to 
support users

Inputs:
-public sector 
organisations 
wishing to 
initiate better 
performance 
management 
working 
approach, and 
requiring a 
system to 
support this
-public sector 
organisations 
who could 
potentially use 
the Ffynnon 
system 
alongside their 
existing 
processes to 
enhance 
performance 
management 
and reporting

Target Group:
, -Scoping organisational 
need and identifying where 
and how the system can 
best support the stakeholder
-populating the system with 
data: national level 
indicators and local level 
data
-manipulating the data to 
analyse progress towards 
targets, assess trends in 
performance measures, 
compare performance etc.
-instigate data sharing 
across departments and/or 
organisations to support 
collaborative working

Activities:
-use of the 
system by 
stakeholders, 
and appropriate 
individuals 
across 
organisations
-data sharing 
arrangements in 
place to support 
local area or 
activity based 
collaborative 
working

Outputs:
-Staff acquire knowledge of 
how the system works, and 
how they can use it to the 
benefit of their organisation
-Sharing of the knowledge 
acquired, between staff 
members
-Immediate application of 
knowledge acquired by staff, 
in their role
-Staff develop skills to 
analyse and present data to 
support reporting of progress
-data sharing arrangements 
enable staff across 
organisations to exchange 
data, facilitating comparative 
analysis and collaborative 
working

Short -term
Outcomes:

Ffynnon system Logic Model context: the system includes the functionality to collect, collate, compare, analyse, present and share data. The system was developed to improve performance 
management, to support stakeholders to work on a more collaborative basis, and ultimately to embed a culture of joint working across the public sector landscape, and realise the benefits of 

improved data collation, analysis and dissemination to achieve shared priorities, efficiency savings and to improve reporting processes.

Rationale:
-the system offers a 
comprehensive tool for 
stakeholders to upload, 
store, collate, view, 
analyse, present and 
report data
-the system 
functionality allows for 
the data in the system 
to be shared with 
others given 
permission

Med-long term 
outcomes--
Progress towards 
national 
indicators and 
local measures is 
a central focus 
for the 
organisation
-the system  
changes to 
support reporting 
and data 
collation and 
analysis activity 
-collaborative 
relationships 
across 
departments and 
organisations are 
developed / 
strengthened 
through the 
system
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- Number of 
Coactiva 
consultant 
days/time 
and resource 
input from 
Coactiva 
(3xFTE and 
1x0.75)
- Number of 
training 
sessions or  
tailored 
support 
consultancy 
delivered

Inputs:
-public sector 
organisations 
wishing to 
‘sign up to’ 
Ffynnon
- Ffynnon 
programme 
stakeholders 
requiring 
support and 
training to gain 
the maximum 
benefit from 
their use of the 
system
- stakeholders 
wishing to 
focus on 
broader 
performance 
improvement 
activity, 
requiring 
tailored 
support

Target Group:
A combination of system 
implementation support 
and consultancy support:
-System implementation 
including migration from a 
previous system, and 
accompanying staff 
training in system use
-SPRINT consultancy, 
tailored to support process 
improvement through 
process mapping and 
analysis
-Results Based 
Accountability consultancy 
support on delivering 
outcomes
-Ad hoc stakeholder 
requests for support from 
consultants, to aide 
implementation, or advise 
on developments in 
improving performance 
management systems

Activities:
-Training 
sessions 
delivered
-‘Case study’ 
reports on the 
support 
provided, 
written by 
Coactiva 
consultants
-Process 
mapping and 
analysis tools

Outputs:
-Training attendees are 
equipped with the 
knowledge and skills to use 
the system, to access, 
populate, manipulate and 
share data as necessary
-Consultancy support such as 
process mapping will have 
impacted on existing data 
systems to make them more 
streamlined and efficient
-Individuals transfer the 
knowledge gained from 
training to their colleagues

Short -term
Outcomes:

- Tailored 
performance 
management 
support enables 
better use of data 
for assessing 
progress against 
targets and 
supports 
reporting activity
-supporting a 
culture of 
collaborative 
working between 
departments and 
across 
organisations
-more efficient
systems and joint 
working 
approaches result 
in efficiency 
savings

Med-long- term
Outcomes
:

-To ensure the 
system is properly 
implemented, and 
that stakeholder 
staff are trained in 
its use
-To ensure the 
system is being 
used as far as 
possible to its full 
potential to benefit 
the organisation
-To respond to 
wider 
organisational 
planning and 
change activity 
support needs
-To respond to ad 
hoc 
queries/problems 

Rationale:

: 

.  

Ffynnon consultancy support Logic Model context: the consultancy grew as a way of supporting organisations to implement, embed and manipulate the Ffynnon system and its 
functionality. The consultancy is a free resource, and can take the form of standardised training for system users, to providing tailored support to assess and improve performance management 
and associated processes. The support aims ultimately to support and embed a culture of joint working across the public sector landscape, and realise the benefits of improved data collation, 

analysis and dissemination to achieve shared priorities, efficiency savings and to improve reporting processes.
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