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Outputs and Outcomes in Budgets

Comprehensive Spending Reviews

• Zero-based review of spending for all 

departments

• Results in a multi-year spending plan, 

reflected in subsequent budgets

• Carried out in 1998, 2000, 2002, 2004 and 

2007
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Outputs and Outcomes in Budgets

Public Service Agreement

• Produced as part of Comprehensive Spending 

Review

• What outputs would be produced with the 

funds, and what outcomes could be expected

• What reforms to service delivery will be made 

during the plan period

• 67% of targets were expressed as outcomes 

by 2000
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Outputs and Outcomes in Budgets

Service Delivery Agreements/ Service 

Delivery plans

• In addition to PSAs

• Sets out details of how services will be 

delivered, including all contributing agencies

• Each level consistent with the level above

• Staff appraisal fits with departmental targets
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Outputs and outcomes in Budgets

The Hierarchy
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Outputs and Outcomes in Budgets

Public Service Agreement

• Each PSA has four sections:

• Vision

• Measurement

• Delivery Strategy

• Measurement Annex, setting out data 

sources, confidence intervals where sampling 

is involved, baseline data.
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Outputs and Outcomes in Budgets

Outcome targets for 2008-11 (1)

• PSA 1: Raise the productivity of the UK economy

• PSA 2: Improve the skills of the population, on the 

way to ensuring a world-class skills base by 2020

• PSA 3: Ensure controlled, fair migration that protects 

the public and contributes to economic growth

• PSA 4: Promote world-class science and innovation in 

the UK

• PSA 5: Deliver reliable and efficient transport 

networks that support economic growth
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Outputs and Outcomes in Budgets

Outcome targets for 2008-11 (2)

• PSA 6: Deliver the conditions for business success in 
the UK

• PSA 7: Improve the economic performance of all 
English regions and reduce the gap in economic 
growth rates between regions

• PSA 8: Maximise employment opportunity for all

• PSA 9: Halve the number of children in poverty by 
2010-11, on the way to eradicating child poverty by 
2020

• PSA 10: Raise the educational achievement of all 
children and young people
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Outputs and Outcomes in Budgets

Outcome targets for 2008-11 (3)

• PSA 11: Narrow the gap in educational achievement 
between children from low income and 
disadvantaged backgrounds and their peers

• PSA 12: Improve the health and well-being of children 
and young people

• PSA 13: Improve children and young peoples safety

• PSA 14: Increase the number of children and young 
people on the path to success

• PSA 15: Address the disadvantage that individuals 
experience because of their gender, race, disability, 
age, sexual orientation, religion or belief
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Outputs and Outcomes in Budgets

Outcome targets for 2008-11 (4)

• PSA 16: Increase the proportion of socially excluded 
adults in settled accommodation and employment, 
education or training

• PSA 17: Tackle poverty and promote greater 
independence and well-being in later life

• PSA 18: Promote better health and well-being for all

• PSA 19: Ensure better care for all

• PSA 20: Increase long-term housing supply and 
affordability

• PSA 21: Build more cohesive, empowered and active 
communities
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Outputs and Outcomes in Budgets

Outcome targets for 2008-11 (5)

• PSA 22: Deliver a successful Olympic Games and 
Paralympic Games with a sustainable legacy and get 
more children and young people taking part in high 
quality PE and sport

• PSA 23: Make communities safer

• PSA 24: Deliver a more effective, transparent and 
responsive Criminal Justice System for victims and the 
public

• PSA 25: Reduce the harm caused by alcohol and drugs

• PSA 26: Reduce the risk to the UK and its interests 
overseas from international terrorism
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Outputs and Outcomes in Budgets

Outcome targets for 2008-11 (6)

• PSA 27: Lead the global effort to avoid dangerous 
climate change

• PSA 28: Secure a healthy natural environment for 
today and the future

• PSA 29: Reduce poverty in poorer countries through 
quicker progress towards the Millennium 
Development Goals

• PSA 30: Reduce the impact of conflict through 
enhanced UK and international efforts
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Outputs and Outcomes in Budgets

Multi-year plans
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Outputs and Outcomes in Budgets

Growth in Spending over this Period
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Outputs and Outcomes in Budgets

Some trends (1)

• Targets changed between plan periods:

– 2000-2002, 22 targets added

– 122 targets in 2002, 110 targets in 2004, 30 

in 2007

• Initial targets were process-based, 

gradually changed to outcome-based
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Outputs and Outcomes in Budgets

Some trends (2)
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• Not all data was reliable:



Outputs and Outcomes in Budgets

Attribution problem

Department for International Development 
targets 2004 included:
– a reduction of 4 percentage points in the 

proportion of people living in poverty across the 
entire region, against the 1999 baseline;

– an increase in primary school enrolment by 18 
percentage points and an increase in the ratio of 
girls to boys enrolled in primary school by 5 
percentage points, both against 2000 baseline;

– a reduction in under-5 mortality rates for girls and 
boys by 8 per 1000 live births, against the year 
2000 baseline ‘[1]

[1] 2004 Spending Review PSAs, p.29
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Outputs and Outcomes in Budgets

Link between outcome targets 

and budget allocations

• ‘… in practice two-thirds of Finance Directors consider 

the development of outcomes measures that reflect 

their departments’ contribution to achievements 

remains significant.’

• ‘Nearly 60% [of target owners] disagreed with the 

statement that data used to report progress against 

their PSA targets ‘reflect the influence of their 

department’s management efforts more than 

external factors.’ (NAO 2006)
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Outputs and Outcomes in Budgets

Costed outcomes

53% of Finance Directors agreed with the 

statement ‘allocating costs between 

outcomes is a (great or very great) challenge’

(If outcomes cannot be costed, they cannot 

be a central part of the resource allocation 

process)
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Outputs and Outcomes in Budgets

Most Departments showed Improved 

Performance
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Outputs and Outcomes in Budgets

An Education Target
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Outputs and Outcomes in Budgets

Another Education Target
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Outputs and Outcomes in Budgets

A Customs Target
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Outputs and Outcomes in Budgets

A Justice Target
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Outputs and Outcomes in Budgets

What to do if targets are met?

‘PSA targets should reduce further as they are 

achieved. In these cases, PSAs could include clear 

national standards rather than ever more stretching 

targets. Performance could then be measured against 

key performance indicators, providing better 

incentives for continuous improvement. This is most 

likely to be true for outcomes where ongoing 

performance improvements have become embedded 

in the culture of delivery organisations.’

(2004) 
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Outputs and Outcomes in Budgets

Targets used for accountability, not 

operations
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Outputs and Outcomes in Budgets

‘Performance Culture’ versus 

‘Measurement Culture’

‘What we found, however, is that these very laudable 
aims are in many cases not being fulfilled nor widely 
recognised as such by those on the front line whose 
job it is to deliver them. This is not least because of 
the lack of proper integration between the building of 
an organisation’s capacity through what we call ‘the 
performance culture’ and tracking quantitative 
achievement in the public services through the 
‘measurement culture’. The result has been a tension 
between those charged with centralised responsibility 
and those who are responsible for dispersed delivery 
of public services.’

(House of commons Public Administration Committee)
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