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1 Introduction to the 
Improvement Programme

1.1 In 2009, the Audit Commission introduced a new framework and methodology for Use
of Resources (UoR) assessments across local government, police forces, fire authorities
and primary care trusts. The new framework emphasises outcomes over processes, and
brings new areas into the assessment such as environmental and workforce management. 

1.2 During the first round of assessments for the financial year 2008/9, Improvement East
commissioned the Chartered Institute of Public Finance and Accountancy (CIPFA) and
Grant Thornton UK LLP to deliver a series of improvement programmes on each of 
the UoR themes. 

1.3 The aims of the improvement programmes were to: 
• Enhance knowledge and understanding of best practice across UoR
• Share awareness of strengths within similar organisations
• Provide a framework for individual improvement plans
• Enable a shared approach to improvement planning and achievement.

1.4 Each improvement programme consisted of a two day workshop. Delegates were
invited to attend these workshops from all local councils and fire authorities in the 
East of England.

1.5 The ‘Managing Finances and Governing the Business’ workshops were delivered in 
June and July 2009. Appendix 1 of this document provides details of organisations 
who attended the workshops.

1.6 Improvement programmes for each of the Key Lines of Enquiry (KLOEs) relating to 
the Managing Resources theme will be delivered in Autumn 2009.

1.7 This ‘How To’ guide is a key output from the above workshops and includes challenges
and solutions that were raised during the workshops. This guide will be supplemented
once the Managing Resources improvement programmes have been delivered.
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Purpose 
1.8 The purpose of this document is to provide:

• A brief overview of the new UoR framework
• Guidance for UoR improvement planning, including approaches 

suggested during the workshops
• Reference to other guidance and material produced in relation to UoR
•  Examples of emerging good practice.

1.9 The workshops showed that the first year of the new framework has been a significant
challenge for councils. There was a general recognition from attendees that a more
structured and timely approach to project planning would make the process easier 
to manage and would be more likely to give councils the best chance of making 
and evidencing the necessary improvements required for better performance 
and, subsequently, improved assessment ratings. This guide focuses on techniques
for improvement planning, and should therefore be of interest to any and all
organisations subject to the new UoR regime – not just those organisations
involved in the workshops.

1.10 It is important to note that this guide has been produced during the first year of 
UoR assessment under the Comprehensive Area Assessment (CAA), prior to formal
publication of the first round of UoR scores. Therefore this document provides some
examples of emerging good practice, although these will undoubtedly be expanded
upon by the Audit Commission’s own library of best practice examples, collected
during the assessment through the ‘knowledge submission’ process. 
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The previous regime
2.1 Local authorities’ Use of Resources (UoR) has been assessed by external auditors under

the Comprehensive Performance Assessment (CPA) regime since 2005. Until 2008, this
took the form of an assessment in each of the following 5 areas:
• Financial Reporting
• Financial Management
• Financial Standing
• Internal Control
• Value for Money

2.2 Authorities received an overall UoR score, and a score for each area as set out below.

Score Key

1 Below minimum requirements – performing inadequately
2 At only minimum requirements – performing adequately
3 Consistently above minimum requirements – performing well
4 Well above minimum requirements – performing strongly

2.3 This score directly influenced each organisation’s overall CPA score and had 
a significant impact on external perception and reputation.

The move to Comprehensive Area Assessment
2.4 The CPA regime provided an effective roadmap and stimulus for improvement, which

helped many authorities to move in the right direction, focusing on externally validated
strengths and weaknesses. This was reflected by a national picture of gradually
improving scores and assessment results from 2005-8, and improving services 
to the public. 

2.5 CPA had its limitations, however. The Audit Commission recognised the need to:
• Ask ‘how well are people served by their local public services?’ rather than 

‘how well are people served by their Councils?’
• Focus on outcomes for an area, not just on individual organisations
• Consider local priorities rather than apply a ‘one-size fits all’ approach
• Consider whether performance is likely to improve in the future, rather 

than how it has improved in the past
• Place less importance on compliance and rules to reflect local differences.

5
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2.6 In late 2007 the Audit Commission began to consult on a new framework for
Comprehensive Area Assessment (CAA), of which an updated UoR assessment would be 
a key component. The CAA framework that emerged focuses on areas rather than the
organisations within them, and holds local partners jointly to account for their impact
on the things that matter to the area as a whole. The CAA asks three key questions: 
• How well do local priorities express community needs and aspirations?
• How well are the outcomes and improvements needed being delivered?
• What are the prospects for future improvement?

2.7 The CAA does not give an overall score, as was the case for CPA. However, there will 
be green flags given for innovative or exceptional performance and red flags given 
to indicate concerns about outcomes and performance. 

The changes CAA will bring:
CPA CAA

Local government focus All sectors and partners
Institution based Area based
One size fits all Focus on local priorities
Performance Outcomes and perceptions
Collaboration between regulators Joint assessment
Cyclical inspection Continuous assessment, 

proportionate inspection
More backward looking More forward looking

Source: The Audit Commission

Use of Resources under CAA
2.8 Alongside the area assessment, CAA will include organisational assessments for key

public sector organisations including councils, Primary Care Trusts (PCTs), police forces
and fire authorities. Each organisational assessment consists of two components; an
assessment of how effectively the organisation is addressing its own priorities, called
‘managing performance’ for councils, and an updated UoR assessment will be applied
similarly across the different types of organisation. 

2.9 The new UoR framework under CAA applies from 2008/9. The diagram on the next
page shows the overall approach to the revised UoR framework. There are three
themes replacing the five areas included in the old framework, and a number of 
key lines of enquiry (KLOEs) within each theme.
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Use of Resources under CAA 

Source: The Audit Commission

2.10 The individual KLOEs for each theme are summarised below. 

KLOE Managing Finances

1.1 Financial Planning, Health and Skills
1.2 Service Cost and Performance
1.3 Financial Reporting

KLOE Governing the Business

2.1 Commissioning and Procurement
2.2 Use of Data
2.3 Good Governance
2.4 Risk Management and Internal Control

KLOE Managing Resources

3.1 Natural Resources
3.2 Asset Management
3.3 Workforce

Scoring UoR
2.11 UoR under CAA continues to use the Audit Commission’s scoring scale from 1 to 4, 

with 4 being the highest. However the key change from the old framework is a shift 
in emphasis within the underlying principles for scoring detailed in the table overleaf. 
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2.12 The Audit Commission document available through the link below details the overall
approach to the UoR framework. 
www.audit-commission.gov.uk/SiteCollectionDocuments/Downloads/uorframework2008updatefeb09.pdf

2.13 In addition the Commission published auditor guidance for the UoR framework. This 
is available through the link below. This provides details of the specific KLOE’s and
expected levels of performance.
www.audit-commission.gov.uk/localgov/audit/UoR/Pages/guidance.aspx.

Self-evaluation
2.14 The workshops showed that the large majority of organisations chose to prepare a 

self-evaluation to support the UoR assessment process. There is no requirement from
the Audit Commission to prepare a self-evaluation, and there are risks and benefits
associated with doing so, summarised in the table overleaf.
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Level 2
Performs adequately

Arrangements consistent
with established
professional practice and
guidance, meet statutory
requirements and 
operate effectively. 

Arrangements sufficient 
to address the KLOE.

Arrangements achieve
minimum acceptable levels
of performance. 

Level 3
Performs well

Implemented effective
arrangements that are:
• forward looking and

proactive in identifying
and developing
opportunities for
improvement; and 

• include more
sophisticated measuring
and assessment
techniques.

Outputs and outcomes
demonstrate arrangements
which are effective and
have the intended impact,
and show evidence of
effective partnership working.

Evidence of performing
consistently above
minimum acceptable levels
and achieving VfM. 

Level 4
Performs excellently

Demonstrating innovation
or best practice. 

Demonstrating 
strong outcomes
for the community

including through
partnership working. 

Evidence of performing
well above minimum
acceptable levels and
achieving excellent VfM. 
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Should we prepare a self-evaluation?

2.15 Similarly, there is no prescribed format for a voluntary self-evaluation. The best 
self-evaluations cover the three to six KLOE focus areas within each KLOE and 
address the following points:
• Describe the systems and processes that the Council has in place. What do we do?

Who does it? How often? Where does this sit within the structure of the Council? 
How does it work? How do we know if it isn't working? 

• Describe the outputs, outcomes and achievements that this has led to. How does this
area contribute to corporate objectives? How has it impacted on public experience of
the Council’s services? How have we made things better? Has there been any external
recognition of our achievements? How do we check that our systems and processes
are effective?

• What is the documentary evidence that supports this? 

Some organisations have found it useful to include specific case studies that illustrate
how each area works in practice. 

9

Benefits

• Establishes a clear baseline in year 
1 of the assessment

• Sets and manages external 
and internal expectations

• Opportunity to develop 
internal network

• Tells the ‘story’ for your organisation
and helps supporting evidence to 
hang together

• Can help to identify the ‘big picture’
outcomes that arise as a net effect 
of more than one theme/KLOE.

Risks

• Can be a resource-intensive 
and laborious process

• Potential for duplication with 
managing performance/CAA 
self-assessment process

• Lack of engagement from 
operational staff

• Failure to give the auditor what 
they need leads to wasted effort

• Some officers are used to writing 
about processes rather than 
outcomes and may continue 
to do so.
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2.16 Some other factors to take into account when considering self-evaluation:
• The best self-evaluations have been developed by networks of internal specialists,

with responsibility for different chapters/KLOEs devolved to the most relevant people
in each area 

• Some organisations have found it helpful to second a project manager/coordinator
from a service other than corporate performance or finance (for example benefits/
environmental services) – this helps to give a more rounded perspective

• The new use of resources framework, like CAA, is a dialogue rather than a one-off
inspection, so if felt to be useful you can iterate and improve your self-evaluation 
over time in discussion with your auditor

• Stronger self-evaluations will feature internal consistency/reinforcement across 
the entire self-evaluation, reflecting the fact that certain arrangements and 
examples of outcomes will be relevant to a number of KLOEs

• One officer taking editorial control of the self-evaluation will usually result in a 
more persuasive ‘story’ and a more consistent evidence base across all KLOE areas

• There is scope for considering what other partners are submitting as evidence,
particularly of outcomes and in relation to partnership working so that self-
evaluations and evidence across the area are consistent.

2.17 We have included a sample self-evaluation extract in Appendix 2. 

10
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Detailed in this section are the expected practices of the UoR framework that relate
to all themes, and the specific practices that relate to particular themes and KLOEs.

Underlying Expected Practices
3.1 The new UoR framework represents a tougher test, but also a test against new and

different criteria. Indicative results show that the majority of authorities are likely to
achieve lower scores in year 1 of the new framework compared with the old regime. 
A key consideration for local authorities is to manage expectations of staff, members
and the public and to make it clear that a lower score does not necessarily reflect an
objective deterioration in performance. 

3.2 Many councils are grappling with the question of how to evidence outcomes,
especially where they have put new arrangements in place that have not yet led 
to expected outcomes. For example – investment in early years provision within
Children's Services will take a considerable amount of time to influence GCSE 
results. Some organisations have found it helpful, therefore, to focus on:
• New arrangements put in place during the year (for example adopted and

implemented a new procurement strategy for 2008-11 during the year)
• Achievements, outputs and outcomes that were delivered during 2008/9 arising 

from older arrangements (for example our procurement strategy for 2005-8 said 
that we would do X, Y and Z – we did this and it saved us £XYZ). 

3.3 The new UoR framework includes a number of cross-cutting themes. It is important to
ensure that these are reflected adequately. Sustainability, partnerships and equalities
are three of the major areas, and some key considerations are listed below. Emerging
best practice against these cross cutting themes is given in Section 4.

Sustainability

• Is sustainability embedded in performance management arrangements –
such as can you measure changes in behaviour?

• Are organisations measuring and reducing consumption of natural resources?
• Is sustainable procurement having an impact in practice?
• Are new services and physical developments designed to minimise 

environmental impact?
• Do asset management plans reflect environmental considerations?

11
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Equalities

• Are you engaging all sections of the community in establishing rounded priorities?
Does this have a demonstrable impact on financial and service plans? 

• Do external reports meet accessibility requirements? 
• Do you understand how performance is differentiated across different area groups? Do

you understand the inequalities that are hidden within headline performance figures? 
• Is there a good understanding of diverse needs and are services designed to meet them?
• Are buildings accessible?
• Are good management practices embedded to support and enable workforce diversity?

Partnerships

• Does your financial planning reflect the total resource available across 
significant partnerships? 

• Are you identifying and pursuing joint commissioning and procurement opportunities? 
• Can you rely on data that originates from or is shared with partners?
• Do you really understand who your significant partners are, and are you 

confident that there are appropriate governance arrangements in place for each? 
• Are you working with partners to add value on environmental issues? 
• Are you saving money and increasing accessibility by sharing assets with partners? 

12
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Managing Finances – Expected Practices 
for a solid foundation in Use of Resources

3.4 The workshops identified some of the most significant considerations to organisations
in meeting the requirements of the Managing Finances theme. These are set out below
and do not reflect emerging best practice, but the things that your auditor will be
looking for as a solid performance under the Use of Resources themes. 

KLOE 1.1
• Linking financial planning to service planning where national indicators 

are incorporated to illustrate planned improvements over time
• Related to the above point, making sure the Medium Term Financial Strategy (MTFS)

of an organisation is outcome focused and concentrates on improving outcomes
• The introduction of an integrated planning framework, linking budget and 

service planning
• Explicitly showing how budgets meet the priorities of an organisation. This includes

shifting resources to meet new priorities within an area
• Potentially stopping delivering services that are unaffordable and do not meet the

priorities of the organisation
• Increasing the time period of MTFS to effectively incorporate capital financing 
• Having robust budget forecasting methods and systems in place that accurately 

take account of the factors that affect the budget position of services
• Include information in cabinet reports that details the information that was used 

to construct budget proposals. This includes sensitivity analysis
• Effective stakeholder involvement in the budget planning and setting process,

including police services, PCT and voluntary sector. This includes making sure 
the outcomes of this involvement are fed into the budget setting process

• Consulting with users of services and other residents in the budget setting process.
This needs to be at the correct time period to enable the results of the consultation 
to be included in the strategic planning process

• Establishing an engagement strategy for stakeholder and service user involvement 
in the budget planning and setting process

• Incorporating efficiency savings robustly in the financial planning process, especially
with the more than likely requirement to achieve large efficiency savings post 2010/11

• Linking finance, performance and risk information more closely in reports
• Showing that financial management is taken seriously, and that people with

responsibilities have the right skills
• Ensuring that budget managers are aware of their accountabilities and

responsibilities, and the effective monitoring and enforcement of these 
• Introducing a training programme for managers and members
• Developing a clear overview of the resources that key partners have at their 

disposal, and how they are investing these jointly in meeting shared priorities.

13
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KLOE 1.2
• Incorporating financial and performance information jointly in monitoring 

and decision making reports
• Having a clear corporate programme that ties together, directs and oversees 

all efficiency and value-for-money activity, whilst also capturing the benefits
• Using VfM information including cost and performance data to investigate 

poor performance
• Effectively benchmarking with other organisations and acting upon the

information. This includes using the information to inform future service delivery
• Establishing a clear savings and efficiency programme
• Making use of software products such as the Measurement of Improvement 

and Efficiency Tool (Mietool) to monitor efficiency savings and assist with
improvement projects. 

KLOE 1.3
• Preparing for the introduction of International Financial Reporting Standards 

(IFRS). This includes project planning and communicating the implications 
across the organisation

• The production of an annual report that will be useful to stakeholders 
of the organisation

• Quarterly reporting on the environmental footprint of the organisation.
• The introduction of accrual accounting on a monthly basis
• Effective member challenge during the approval of the statement of accounts
• Completing a post final accounts review to assist in the completion of the final

accounts in future years.

14
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Governing the Business – Expected Practices
3.5 The main considerations to organisations of the Governing the Business theme

identified during the improvement programme workshops are detailed in the
following paragraphs.

KLOE 2.1
• The need for a corporately agreed approach to commissioning
• How to identify needs and ensure adequate involvement of local people 

and other stakeholders 
• How to provide adequate evidence of how plans have been developed and 

the links to needs analysis
• The need to improve strategic leadership from elected members
• Improve option appraisals to ensure that they are robust and comprehensive
• Improve longer term planning to support the achievement of VfM and other 

service objectives
• Develop commissioning and procurement expertise to ensure that equality 

and sustainability objectives are included
• Expand the use of collaborative commissioning and procurement with partners 

and other local authorities to improve VfM.

KLOE 2.2
• Improve the timeliness of data and management information to better inform

decision making 
• Improve understanding of data quality and embed responsibility amongst all staff
• Improve the linkage between data quality and outcomes and be able to evidence this
• The principle of COUNT (Collect Once Use Numerous Times) needs to be implemented.

In practice this means minimising manual intervention required for the collection,
recording, analysis and reporting of performance information, normally through
establishing a central repository for performance data 

• Partnership data is a particular challenge and authorities need to be able to
demonstrate that they have assurance over the reliability of partnership data

• Information sharing protocols need to be reviewed and improved
• There needs to be greater embedding of data security arrangements so that all staff

take responsibility for data security rather than just be aware that there is a policy
• Further development of performance measures rather than just relying on the

national indicators
• Where service improvements or savings have been achieved through VfM 

reviews or other performance improvement approaches, the results need 
to be captured and maintained.

15
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KLOE 2.3
• Ensuring greater consistency between the actions of the authority and its 

vision and objectives – the golden thread of performance and accountability
• Improve coordination across the authority rather than silo working
• Increase the leadership from members, particularly in relation to ethics
• Improve member training across the organisation. For example undertake 

a training needs analysis and expand opportunities for e-learning
• Improve effectiveness of audit committee and standards committee in their

governance roles through training and development
• Review partnership governance frameworks to improve effectiveness, 

for example undertake a gap analysis
• Improve understanding of partnership risks and seek improvements 

in partnership governance arrangements to address risk
• Ensure the annual governance statement process includes a review 

of partnership governance.

KLOE 2.4
• Risk assessments need to be integrated into the service and financial planning

processes rather than treated as an annual update
• Greater consistency in the application of risk management needs to be developed

across the authority
• Service managers need to have greater ownership of corporate policies. To improve

compliance they need to understand the benefits
• Risk reporting needs to be improved and the links to decision making and improved

outcomes need to be stronger
• Expertise in risk management needs to be recognised within the authority like 

other specialisms
• Partnerships need to ensure they have effective risk management arrangements 
• Counter fraud arrangements should be tailored to the fraud risks of the authority, 

but complacency should be avoided
• Whistleblowing arrangements need to be developed and awareness amongst 

staff raised
• Internal Audit need to assess how effective they are in helping the organisation 

meet its objectives and the organisation needs to recognise that contribution
• The expertise of the audit committee needs to be improved to ensure appropriate

challenge, ownership of risk management and demonstrable impact
• Where audit committee functions are carried out by other member committees 

the effectiveness of this in practice needs to be assessed. 

16
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Building on the solid foundation of expected practice in section 3, this section 
of the ‘how to’ guide details emerging best practice in relation to UoR and
approaches to improvement planning.

Cross Cutting Themes – Emerging Good Practice
The tables below provide examples of emerging good practice against 
the cross cutting themes discussed in paragraph 3.3 of this guide.

4.1 Sustainability

17

4 Improving Use of Resources – 
possible approaches and solutions

KLOE

1.2, 
2.2 and 
3.1

3.1

2.1 and
3.1

Consideration

Is sustainability
embedded in
performance
management
arrangements – 
such as can you
measure changes 
in behaviour?

Are organisations
measuring and reducing
consumption of natural
resources?

Is sustainable
procurement having 
an impact in practice?

Examples of Emerging 
Good Practice

• Corporate Key Performance Indicator
(KPI) set includes measures 
of environmental performance

• Sustainability Performance Indicator’s
(PI's) embedded in key contracts

• Clear overview of material purchased
from sustainable sources.

• Robust systems of measurement for
emissions and water consumption

• Evidence of reductions quantified 
by volume and cost saving.

• Sustainable procurement strategy 
or policy, and evidence that this 
has been effectively implemented

• Completion of sustainability 
impact assessments

• Buying decisions are taken in a different
way – for example: (i) An authority buys
higher-cost pool covers which have
better heat retention properties and will
therefore save money on utilities. (ii) An
authority builds new developments with
pitched rather than flat roofs which,
although more expensive initially,
represent better value over life-cycle.
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KLOE

2.1, 
3.1 and
3.2

3.2 and
3.2

Consideration

Are new services and
physical developments
designed to minimise
environmental impact?

Do asset management
plans reflect
environmental
considerations?

Examples of Emerging 
Good Practice

• Service design process includes
assessment of environmental impact for
example rationalisation of refuse rounds
to reduce miles travelled.

• Focus on rationalising and 
reducing office accommodation,
disposing of unwanted or unused 
assets. New accommodation or 
facilities designed and built 
according to sustainability principles.

4.2 Equalities

KLOE

1.1

1.3

1.3, 
2.1 and
2.2

Consideration

Are you engaging 
all sections of the
community in
establishing rounded
priorities? Does this
have a demonstrable
impact on financial 
and service plans? 

Do external reports
meet accessibility
requirements? 

Do you understand 
how performance is
differentiated across
different area groups?
Do you understand 
the inequalities that are
hidden within headline
performance figures? 

Examples of Emerging 
Good Practice

• Effective engagement and outreach
processes feeding into prioritisation 
and financial planning for example
community events, targeted work 
with hard to reach groups 

• Key strategic documents for example
community strategy/corporate plan
clearly demonstrate the impact that 
this has had on priorities and plans.

• Reports to the public are clearly and
accessibly designed and available in a
range of languages, Braille, audio etc.

• For example: – (i) There is an overview of
localised poor health outcomes within a
generally healthy population (such as
health inequalities) and a targeted
response to these. (ii) There is an
understanding of which sections of the
community are recycling less than others,
and efforts to drive up participation.
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KLOE

2.1

3.2

3.3

Consideration

Is there a good
understanding of
diverse needs and are
services designed to
meet them?

Are buildings
accessible?

Are good management
practices embedded to
support and enable
workforce diversity?

Examples of Emerging 
Good Practice

• For example: (i) Customer service centres
or access points are situated according 
to an understanding of local need. (ii)
Community housing services are able to
offer different housing options according
to need. (iii) Leisure facilities offer a range
of classes and events appropriate to
different cultural needs.

• There is a corporate process to
systematically review and assess 
how accessibility of Council 
buildings and facilities, and resources 
are available to address the findings 
and make improvements

• Buildings meet the requirements 
of the disability discrimination act.

• The internal diversity of the 
authority consistently reflects 
the community it serves

• There is a clear policy framework 
for equality in recruitment, and there 
are proactive attempts to increase
workforce diversity

• Officers are trained and supported 
in effective management practice 
in equality and diversity, and 
compliance with policies is assessed.

4.3 Partnerships

KLOE

1.1 and
1.2

Consideration

Does your financial
planning reflect the
total resource available
across significant
partnerships? 

Examples of Emerging 
Good Practice

• There is a clear understanding of the
resources that partners allocate to
thematic areas such as children 
and young people, and a broader
understanding of financial resources
across key partnerships, feeding into
joint planning.
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KLOE

2.1

2.2

2.3 and
2.4

3.1

3.2

Consideration

Are you identifying and
pursuing joint
commissioning and
procurement
opportunities?

Can you rely on data
that originates from or is
shared with partners?

Do you really
understand who your
significant partners are,
and are you confident
that there are
appropriate governance
arrangements in place
for each? 

Are you working with
partners to add value on
environmental issues? 

Are you saving money
and increasing
accessibility by sharing
assets with partners? 

Examples of Emerging 
Good Practice

• Financial savings and improvements 
to services are being delivered 
through establishment of, for example,
shared services, joint posts, group or
consortia purchasing. 

• Good arrangements are in place for ensuring
data quality within partnership, for example
a consistent approach to collecting,
recording, analysing and reporting 
data and good relationships between
performance staff in key organisations 

• There are examples of partners jointly
identifying and fixing data quality problems.

• The authority has a clear definition of
what it considers to be a significant
partner, perhaps defined in terms of: 
(i) Financial contribution and (ii) Impact 
on Council/LSP priorities 

• A mapping exercise has listed all of the
partnerships that meet these criteria and
made an assessment of the governance
arrangements in place for each – the
findings of this are being used to
strengthen governance and risk
management for partnerships.

• Working with schools to encourage
approaches to sustainability and ensure
that improvements/new builds are built 
to minimise environmental impact

• Ensuring that new contracts, for 
example refuse/recycling reflect
sustainability principles

• Voluntary and community organisations
are helped to make sustainable use of
council-leased buildings.

• The Council has a clear overview of asset
ownership across partnerships, and has a
strategic programme of identifying and
pursuing opportunities for rationalisation,
co-location and sharing

• This has led to demonstrably improved
access for the community, and lower costs.



CONTENTS How to improve use of resources under comprehensive area assessment

INTRODUCTION CAA
EXPECTED
PRACTICES

EMERGING
GOOD PRACTICE

IMPROVEMENT
PLANNING

APPENDICES

Managing Finances – Emerging Good Practice
The emerging good practice detailed below are examples taken from 
the 2009 UoR assessments. Appendix 3 of this document provides links 
to reference material that practitioners will find useful to improve their 
Managing Finances arrangements.

4.4 KLOE 1.1 – Does the Organisation Plan its Finances Effectively to Deliver 
its Strategic Priorities and Secure Financial Health?

Success in delivering priorities – for example:
• In line with the ‘safeguarding the vulnerable’ priority, spending on adult social

services has increased by 25 per cent over the last three years, which has resulted
in improved performance across the range of indicators, and a four star assessment 
by Care Quality Commission (CQC). 

LAA performance reward grant achievement – for example:
• The Council achieved 92 per cent of all available performance reward grant from 

its local area agreement, and has evidenced a structured process for investing this
money in further improvement.

Strong financial position and balanced budget – for example:
• The forecast outturn reported to February 2009 cabinet showed a net underspend 

of £1.65million, including some key variances within it as reported in previous
monitoring. The Council has a track record of delivering its budget whilst maintaining
its four star CPA performance, and channelling resources towards priority areas. Core
services such as Children and Young People and Adult Social Care have performed
well, despite an increasingly challenging budget position.

Minimal council tax increases – for example:
• The Council has delivered minimal council tax increases, and is in the lowest quartile

compared with nearest neighbours. Significant corporate projects such as new
accommodation, customer contact centres and ICT infrastructure have been
delivered with no impact on Council tax. 

Clear response to new risks – for example:
• Sensitivity analysis is included in the Medium Term Financial Strategy. For example,

income and expenditure sensitivities are modelled on the basis of income being 1 
per cent less than expected and expenditure being 1 per cent more than expected.
The Council has shifted resource into high priority areas, for example, the setting up
of a £2million 'economic task force fighting fund' in order to focus on meeting the
challenge of the economic downturn which is predicted to affect this authority more
than most others.
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Clear impact of stakeholder involvement – for example:
• Stakeholder consultation mechanisms are embedded in service planning processes.

There are regular meetings held with the local strategic partnership (LSP), Chamber 
of Commerce, interest groups and local communities. The Council has also used area
committees to identify where the 14 corporate priorities can be clarified and which
should be addressed first, and has allocated local funding to assist this process.
Corporate priorities have been refined and refocused as a result of this exercise

• The Council engages with the local community in the financial planning 
process, including through the continued use of participatory budgeting, 
where the Council's ‘Making the Difference’ budget initiative has been 
recognised nationally as good practice.

Effective member engagement – for example:
• The Council has member budget review panels that take the lead in scrutinising

service budgets. The Council has a budget implementation plan process that allows
members to hold directorates to account for the use of growth monies and the
performance achieved. This demonstrates there is clear evidence of strengthening
member leadership.

Quantifiable improvements in financial skill base – for example:
• Since September 2007, finance teams in strategic and shared services have 

met once a month to participate in ‘learning lunches’. These sessions are run 
by internal volunteers and are used to raise awareness of emerging financial 
issues or new developments.

4.5 KLOE 1.2 – Does the Organisation Have a Sound Understanding 
of its Costs and Performance and Achieve Efficiencies in its Activities?

Strong achievement of efficiencies through innovation 
(for example joint working) – for example:
• The Council worked with two other districts to develop shared services for a range of

corporate and back office functions, leading to £7million savings over three years and
measurable improvements to the responsiveness of services such as HR and payroll 

• The Council has a strong record to demonstrate how it understands and acts on costs
and performance. For example, waste and recycling services were high cost and low
performance. Again through the efficiency programme the Council negotiated a 
new contract which is cheaper and recycling performance has improved by 100 
per cent. Partnership resources are used effectively by the Council to support
demonstrable outcomes. For example, through the revenues and benefits shared
service there is a cheaper and more efficient service emerging. The success of the
revenues and benefits exercise has led to more shared services under a joint committee. 
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Corporate approach to cost analysis (for example whole-life costing) for major
decisions taking into account wider impact – for example: 
• A range of tools for assessing the costs and benefits of new initiatives are

mainstreamed into the corporate project management toolkit, and all project
managers have received training in how to use them. A review of business cases
submitted to the cabinet resources committee shows that business cases use these
effectively, leading to well-informed decisions. 

Regular joint review of costs and performance leading to clear
improvement/reprioritisation – for example:
• Improved resource use has been achieved through, for example, reducing 

expensive out-of-area placements, reducing Learning Disability commissioning and
procurement costs, changing working patterns and re-zoning in waste collection
services. Whole life costing with full option appraisals has been used for significant
capital projects and there is a clearly defined ‘prioritisation metric’ for gaining
resources for capital projects.

Systematic review / benchmarking leading to service improvement – for example:
• The corporate management team has been undertaking a comprehensive

benchmark challenge process across all core services, and set three-year VfM targets.
It has used different benchmarking groups for this process. The internal review
process to act as a VfM challenge has now been in place for two years and is working
effectively. The process has identified a number of areas where service delivery and
cost could be improved up. The Council has specifically addressed these issues,
achieving reduced spending whilst maintaining performance in these areas.

Successful LEAN / BPI / ABC activity – for example:
• The Council undertook a LEAN systems review within its housing department 

in 2007/8, which identified the scope for £3.2million of savings, £2.7million of 
which were realised in 2008/9 in the context of improving performance based 
on local indicators 

• The Council identified that it was relatively high cost for benefits and local 
taxation, but did not initially understand the reasons for this. After detailed process
benchmarking with ‘best in class’ local neighbours, and a detailed activity-based-
costing review, the service has introduced new processes and reduced the number 
of posts, leading to a reduction in comparative costs per head to below the median. 
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4.6 KLOE 1.3 – Is the organisations financial reporting timely, reliable and does
it meet the needs of users?

There are only ‘clearly trivial’ errors/misstatements in final accounts and effective
closedown – for example:
• There were no significant audit adjustments in the Council's accounts for 2007/8.

Again this Council has fully engaged in the 2008/9 accounts closedown process, with
monthly meetings to discuss emerging issues to reduce the risk of audit adjustments
in 2008/9. The Council planned to produce its accounts by May 2009, significantly in
advance of the deadline and clearly performing well.

Proactive handling of IFRS – for example:
• A strong indictor of the Council's strength in this area is the way in which it has

embraced the challenge of IFRS with a strong working group led by an experienced
IFRS expert.

Integrated cost and performance monitoring leading to successful corrective
action – for example:
• The directors group and executive are provided with a monthly

cost/performance/perception report which analyses key financial and performance
indicators for each service, alongside qualitative and quantitative information about
service complaints, compliments and comments. Based on this, the Council has been
able to demonstrate corrective action leading to containment of potential
overspends, correction of performance shortfalls and resolution of issues 
leading to customer dissatisfaction. 

Monitoring information and external reports demonstrably meet the needs 
of different internal and external groups – for example:
• The Council is a source of best practice for external reporting having won awards

from the Local Government Chronicle for the quality of these reports. The financial
statements and the Council’s internal management accounts reconcile, which 
ensures both internal and external financial information is reported consistently. The
Council’s Annual Report is based on its award winning ‘Report to Shareholders’ and
provides a summary of performance and a rounded assessment of areas of good and
poor performance. 

Annual report includes clear carbon statement– for example:
• The annual report provides a clear statement of the emissions arising from 

Council activities and from the area as a whole, based on national indicator 185.
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Governing the Business – Emerging Good Practice
The emerging good practice detailed below are examples taken from 
the 2009 UoR assessments. Appendix 3 of this document provides links 
to reference material that practitioners will find useful to improve their
Governance arrangements.

4.7 KLOE 2.1 – Does the organisation commission and procure quality services and
supplies, tailored to local needs, to deliver sustainable outcomes and VfM? 

Distinct corporate approach to commissioning, covering all services over a 
period of time – for example:
• The Council has a corporate commissioning strategy and framework that extends

beyond health, social care and education and sets out a phased approach to
considering different options and models for delivering core services. Through this
framework, the group of public realm services have recently been redesigned and
recommissioned, leading to significant savings to the Council and improvements 
in performance in a number of key areas. 

Service users and stakeholders are involved in the whole commissioning 
cycle  – for example:
• The Council has shown that a residents’ panel has been involved at every stage of the

commissioning and procurement cycle for the decent homes programme. Residents
helped to assess needs and set priorities, and were actively involved in the tendering
exercise. Now that implementation is well underway, the resident’s panel receives
performance and progress reports and is represented at top management level
within housing services. 

Evidence of significant savings/VfM improvements in delivery of services 
through modernisation/use of ICT – for example:
• Front line delivery of the Housing Benefit (HB) service has been integrated with the

customer service centre and electronic scanning and document management has
been implemented, helping to deliver efficiencies in back office functions. The
Council has a real time customer satisfaction and feedback module within its
customer relationship management tool. Outcomes from these surveys are
monitored regularly and reported back to customer-facing staff. 

Sustainable procurement embedded with examples of things that are being 
done differently as a result – for example:
• The Council has developed a sustainability impact assessment methodology, and 

has applied this to each of its procurement categories. Examples of changes resulting
from this include the purchase of more expensive but heat-efficient pool covers for
leisure pools, resulting in a reduction in energy costs, and inclusion of pitched rather
than flat roofs in new housing developments, based on life-cycle cost and
environmental benefit analysis. 
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Clear outcomes in 2008/9 from service reviews undertaken in previous 
years – for example:
• The need to improve performance in relation to HB service was identified in 2007/8. 

A LEAN review was conducted and led to the decision to outsource the HB service in
participation with another local district. This was completed in Feb 2009, and initial
reported results show that performance has improved alongside significant savings
to the Council. 

4.8 KLOE 2.2 – Does the organisation produce relevant and reliable data 
and information to support decision making and manage performance?

Problems with partnership data are identified and fixed – for example:
• All corporate Performance Indicators (PI) which rely on data from a third party are

clearly identified, and there is a relationship manager in place for each indicator, often
based on a joint-funded post where appropriate. This mechanism has helped the
Council to identify and fix specific problems – for example the corporate performance
team undertook an analytical review of data submitted by the PCT and spotted
potential issues with an indicator relating to smoking prevalence. In discussion with
the PCT, issues about recording the data at source were addressed, and partners are
now able to rely on the data. 

Clear internal assessment and reporting of data quality – for example:
• The quarterly corporate performance monitor includes a traffic light assessment of

data quality for each indicator. PI compilers, with formally delegated responsibility,
complete this on a self-assessment basis according to clear criteria. This enables
senior managers to make better-informed decisions in the context of an
understanding of how much they can rely on the data. 

Use of a wide range of data (not just PIs) in planning and 
decision-making – for example:
• The Council has established a network of data analysts across the LSP who 

meet regularly to share data and outputs from analysis work. The GIS (Geographical
Information System) team is also represented within this forum. There are several
examples of this team feeding into commissioning and business planning processes
leading to better informed decisions, for examples – helping to assess best locations
for primary school based on population projections, and spatial analysis of
complaints and customer data to support service improvement. 

Clear monitoring of and response to information security breaches – for example:
• The Council has a clear overview of the frequency and severity of data security

breaches in 2008/9, and can demonstrate that it took effective mitigating action 
in each case. 

Performance improvements arising from use of data – for example:
• The corporate plan makes clear links between priorities and a basket of performance

indicators. At the end of 2008/9, 84 per cent of these performance indicators had 
met the target set, suggesting that the Council is making good progress towards 
its priorities. 26
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4.9 KLOE 2.3 – Does the organisation promote and demonstrate the principles and
values of good governance?

Flexibility in the face of new challenges (for example changes to constitution and
portfolios) and member leadership – for example:
• The constitution is regularly reviewed by a dedicated group of members, including

the leader and leader of the opposition. There are examples of specific changes to the
constitution which have led to benefits to the opposition; demonstrating a balanced
and non-partisan process. Reviews to the constitution and cabinet roles demonstrate
an ability and willingness to reconfigure the Council to meet new challenges – for
example creation of a new Community Safety Scrutiny function. Governance briefings
are undertaken annually for all departments. Constructive working relationships
between executive and senior management are stimulated through a number of
different interactions and forums, and there is visible joint leadership to Council staff.

A high standard of ethical behaviour – for example:
• The Council is proactively raising standards of ethical conduct, for example through

providing ethics training to district and parish councillors, clerks and also guidance
and information through the standards committee. Ethics training is well attended 
by members, including long-standing members.

Clear definition of ‘significant’ partnerships, and an understanding 
of governance arrangements in place for each – for example:
• The Council’s significant or ‘high risk partnerships’ are identified in a partnership

register. This identifies partnerships that the Council is associated with; it details 
the legal status of these partnerships and what department they sit under. 
Significant or ‘high risk partnerships’ were identified as those where the Council acts
as accountable body or has significant funding commitments based on the 2007/08
partnership register. These high risk partnerships completed a template to improve
knowledge and understanding of their characteristics.
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4.10 KLOE 2.4 – Does the organisation manage its risks and maintain a sound 
system of internal control? 

Examples of significant business risks identified and mitigated – for example:
• The corporate risk register is coordinated by a Risk Management Steering Group

chaired by the Managing Director. It meets regularly, and most recently to re-examine
corporate risks in the light of the economic downturn. The register is arranged by
type of risk, but inherently takes account of the Council’s priorities. The corporate 
risk register is also considered at the Senior Management team (SMT), Executive
Board and the audit committee. Operational risks are detailed in risk registers
maintained by middle managers, and guidance is available on the Council's Intranet.

Examples of opportunities assessed and realised – for example:
• The Council has identified the opportunity to attract additional external funds during

its schools refurbishment programme in order to make facilities available to the local
community (such as extended school facilities). This additional funding is being used
to improve the quality of new facilities which will benefit both pupils and the local
area. This opportunity was captured through a minuted review of the risks and
opportunities register at the schools partnership board. 

Risk management actually means something at partnership level – for example:
• The local authority’s approach to risk management includes the LSP and related

partnership activity. The partnerships understand and are engaged in assessing 
and monitoring risks

• Significant partnership risks feature in the Council’s corporate risk register. The 
main ones – refuse collection and leisure contractors – are monitored as part of 
the contractual arrangements

• Risks to significant partnerships have been recorded on the risk register and heads of
service provide assurance on partnerships in their end of year Assurance Statements
(which are used to develop the Annual Governance Statement). The difference
between organisational risks from partnership activities and from the partnership
itself are reflected in the risk register. For example the risks to the waste management
service from the local waste management partnership are included on the top risks. 

Reductions in insurance-related costs – for example:
• The local authority used highways resurfacing as a means of reducing 

insurance premiums.

Successful prosecutions, funds recovered – for example:
• The Council’s Corporate Anti-Fraud Team (CAFT) can demonstrate good outcomes 

in 2008/9, including recovery and repayment of significant amounts of money
erroneously paid out in benefits or obtained by fraud. There were 28 successful
prosecutions in relation to benefit fraud, and five members of staff were dismissed
following internal fraud investigations. The service has been involved in high-profile
work to prosecute residents who misuse ‘blue badges’ for parking leading to six
arrests and the seizure of over 50 blue badges. The service also puts effort into
proactive work, internal communication, and publication of successes in the local 
and national press. 
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Examples of impact of the audit committee – for example:
• The core functions of the council's audit committee have been delegated by the

Performance, Audit and Risk Committee to the Audit and Risk Panel. The Panel 
meets on a quarterly basis with reports taken onwards as appropriate. The Annual
Governance Statement is based on Assurance Statements from Heads of Service,
Strategic Directors, the Audit and Risk Panel and from external reviews. It details the
actions taken and actions that will be undertaken to improve governance arrangements 

• The Audit Committee have a strong focus and work programme aimed at reviewing
and improving the system of internal control. They have requested and approved
improvements in the system for example, strengthening the arrangements for reporting
on managers’ compliance in implementing internal audit report recommendations.
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5.1 The main objective of this guide is to help local authorities get the maximum benefit
out of the UoR assessment, and use it as a valuable stimulus for improvement. In order
to achieve this, it is important that sufficient time and effort is invested in planning the
improvement process. 

5.2 Different approaches to improvement planning will be appropriate for different
authorities, and the workshops suggested a range of options. In some cases, dedicated
UoR project groups have been set up working to a standalone improvement plan. In
other cases, authorities have chosen to mainstream the key elements of UoR into a
broader corporate improvement initiative. Appendix 4 details an example standalone
improvement plan for the Managing Finances theme.

5.3 Organisations may benefit from completing a critical evaluation of their improvement
plan to determine whether it meets their requirements and is suitable for improving
UoR. Appendix 5 details a checklist that organisations may want to utilise to critical
evaluate their improvement plans.

Planning
5.4 The following are important considerations when instigating improvement planning 

in relation to UoR: 

Identifying areas for improvement

• Consult with your external auditor to obtain feedback from the 2008/9 assessment
to consider alongside your own assessment of what needs to be improved

• Be self critical about financial management arrangements as opposed to relying 
on auditor judgements through the UoR process.

Planning specific improvements

• Be realistic about the number of actions that can be addressed at one time. If you 
are an organisation that has many improvement actions you will have to prioritise
the activities you plan to undertake

• Include explicit milestones in the plan and track the progress of these
• Consider completing some form of gap analysis comparing current levels 

of performance with the UoR framework to inform improvement actions
• Develop an improvement plan that includes specific, measurable, agreed 

upon, realistic and time based (SMART) actions
• Do not allow the improvement plan to have a detrimental effect on areas 

where the organisation is currently performing well 
• Link improvement programme to objectives and plans of the organisation
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• Establish how improvements will be introduced quickly. This is very important 
given the nature of some of the actions 

• Make sure proposed actions meet the improvement need. For example there 
may be a need to introduce several processes to meet the improvement need 

• Identify the cost and time implications of each action so improving planning 
can be properly resourced

• Consider stopping doing current activities that are not considered a priority 
to free up resources to implement improvement actions 

• Removing obstacles that will prevent your organisation from improving its 
UoR. The obstacles to improving UoR, and suggestions as to how these will be
overcome, identified during the improvement programme workshops are detailed 
in the table overleaf.

Engagement

• Obtain clear ownership of the improvement plan. Given the nature of the UoR
assessment, KLOEs affect many parts of an organisation. It is therefore appropriate
that the chief executive or at least the director of resources (or their equivalent) 
owns the plan

• Report the plan and achievements against the plan to members
• Communicating project deliverables to the organisation and sell the benefits 

of the plan
• Have several project champions that will lead on specific actions. This will help ensure

improvements are introduced but also spread the message across the organisation
• Maximise joint working with partners to achieve the completion of appropriate

actions. Also consider gaining support from neighbouring authorities to achieve
specific actions.

Monitoring progress

• Consider how progress will be monitored. This includes how corrective action 
will be instigated

• Report progress of achievements in the plan to the corporate management team 
and members.
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Obstacle

Creating capacity 
to improve.

Satisfying the
requirements 
of UoR in relation 
to partnerships.

Gaining timely
auditor feedback.

Changing UoR
framework makes it
difficult to instigate
changes.

How overcome

• Prioritising activities
• Phase certain activities to complete some in the medium

to longer term
• Being realistic about how can be completed 

within timescales
• Involve more staff in activities so to avoid reliance 

on a small number of people
• Ensure there is ownership of the framework across 

the organisation
• Getting people to see it as their day job. This will help it

become part of the day to day processes and procedures
of the organisation

• Consider opportunities for internal secondments 
and working across professional boundaries to create
capacity. Such projects can foster better team working
and staff development opportunities

• Consider the use of partnerships (sharing resources etc).

• Develop systems over time by tackling important 
service decisions in order of priority

• ‘Counting Cumbria/Total Place’ initiative.

• Ask for feedback in relation to the key areas for
improvement rather than scores, as it is the qualitative
actions that will be the focus of your improvement plan

• Clarify with your auditor that, if early feedback suggests
that the Council is being assessed at a particular level,
the Council fully understands that this is an indicative
assessment that is subject to change following
evaluation of any further evidence and completion 
of auditor quality control processes.

• Treat the process as a wider improvement programme
around improving your business. It is almost certain that
any assessment regime will want to establish how well
organisations are achieving what they planned, through
effectively managing their finances and governing their
business properly.
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Obstacle

Change in Central
Government policy.

Reduced local
government financial
settlements.

Perceptions of the
framework – is it just
a tick exercise?

Size of organisation
makes it difficult to
sell messages across
the organisation.

Lack of engagement
across the
organisation.

Enabling politicians
to make difficult
decisions around
disinvestment and
switching resources.

Getting partners
involved in the
assessment.

Distributing Area
Based Grant (ABG)
differently to its
historical allocations.

How overcome

• Accommodate the changes when they impact upon 
the priorities of the organisation. The key principles 
of improvement planning will apply regardless of the
specific area for improvement.

• Scenario planning in the financial planning process. 
This is likely to become an increasingly important
consideration within the managing finances theme

• Ensuring that time spent on working to improve UoR
scores is most efficient, by tying into improvement
planning, business planning and other related
organisational process (for example risk management).

• Don’t badge everything UoR. Use UoR as a driver for change
• Focus on the benefits of improvements and outcomes

rather than improving the score.

• Communication (top down and bottom up)
• Developing a network of officers specialising 

in the different areas of the assessment.

• Integration with wider corporate objectives will 
help people to understand how UoR supports 
services across the organisation

• Consult with staff and managers about proposed
changes. Get their ideas for how to improve things 
and how to go about making the changes.

• Prioritising services effectively
• Making it clear the requirement to make the decisions 

to maintain financial standing of the organisation
• Communicating with members effectively
• Early involvement of key members in the development

of strategies.

• Involving partners in solutions to the problem
• Considering sharing resources and expertise 

across partnerships.

• Top slicing allocations to deal with priority areas
• Treat ABG grant like general grant and therefore

distribute based on the priorities of the organisation.
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Obstacle

Getting member
buy-in and support
for improvement.

Uncertainty over
local government
reorganisation is a
barrier to action.

How overcome

• Early involvement of members, for example 
include representatives on the steering group

• Provide briefings to members, for example invite 
your external auditors to provide a briefing

• Mainstream improvement so that is part of 
the core agenda for members not an add-on.

• Build improvement into business as usual as 
the actions taken will benefit all future organisations

• Ensure there is good leadership and buy-in for 
the plan from the top.

5.5 Delivery and Review

Organisations will need to consider the activities detailed below during 
the delivery and review stages of improvement planning.

• Effectively monitor plans through regularly reporting of performance.
This includes the achievement of milestones 

• Ensure there are clear lines of accountability and that these are acted upon 
• Instigate appropriate corrective action if variations to the plan emerge
• Communicate successes and the achievement of improvement milestones
• Do not let the improvement activity stagnate. If actions are not being undertaken

flag this to the project owner (likely to be the chief executive) to make sure the
project and plan is put back on track

• Learn from mistakes and do not be frightened of amending plans if particular 
actions do not meet the improvement need

• Ensure improvements that are introduced become business as usual within your
organisation. For example, the changes are incorporated into your financial and
operational processes.
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Conclusions
5.6 The revised UoR assessment introduced for 2008/9 has brought about new challenges

for organisations. This relates to areas covered under the old regime, which now have
an increased emphasis on outcomes, but also new areas – such as natural and human
resources – that were not assessed in this way previously.

5.7 The new UoR framework under CAA relates to the whole organisation, and should 
not be considered simply as something that is the responsibility for the finance
community. It is therefore important for the leadership of organisations to be involved
to instigate a programme of UoR improvement planning. This could be part of a wider
corporate improvement planning process, to improve their local outcomes, and thus,
their UoR score. 

5.8 This guide has detailed the approaches, and factors to be considered, for organisations
to implement improvement planning in a systematic way. This includes vital actions,
such as communicating across the whole organisation to ensure there is ‘buy in’ to 
the improvement plan, and to work with other public sector organisations locally 
to maximise service outcomes. 

5.9 The 2008/9 UoR improvement programme has identified emerging good practice,
included in this guide.  It should be noted that, as the revised framework becomes
embedded, more good practice will emerge.  For example, it is anticipated this will 
be documented and publicised by the Audit Commission in their reports on 
UoR assessments.

5.10 This guide will also be supplemented by emerging good practice relating to UoR
Theme 3, following the related improvement programmes that are being delivered
during Autumn 2009.

5.11 CAA should not be seen as test to be passed – it is an assessment of how effective an
organisation is at delivery outcomes. As such, it should be good practice to undertake
improvement planning activity in relation to all CAA UoR KLOEs, whether or not an
organisation has been assessed on them this year, or whether an assessment is
planned during 2010.
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5.12 Where organisations are being assessed during 2010, they need to commence
improvement planning in a timely manner to ensure improvement actions contribute
to the 2009/10 assessment. Set out below is an indicative, suggested timetable for the
2010 assessment. 

• 2008/9 UoR scores confirmed – September 2009
• Authorities confirm risks and issues arising from the 2008/9 UoR assessment –

September 2009
• Authorities undertake diagnostic for KLOEs not subject to 2008/9 assessment –

September 2009
• Authorities develop improvement plan – September to October 2009
• Authorities deliver and monitor improvement activity – October 2009 to March 2010
• Final CAA UoR 2008/9 scores published nationally – November 2009
• Authorities undertake 2009/0 self evaluation – February to April 2010
• Audit of 2009/10 UoR – to commence April 2010 * 
• Indicative 2009/10 UoR scores available – May 2010 * 
* These dates are indicative – the Audit Commission has still to finalise the

timetable at the time of publication.
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Appendix 1 – Organisations that 
attended the Improvement Programmes
Managing Finances

Essex Fire Authority
Forest Heath District Council
Great Yarmouth Borough Council
Hertfordshire County Council
Hertsmere Borough Council
Luton Borough Council
Maldon District Council
Norfolk County Council
Norwich City Council
St Edmundsbury Borough Council
Suffolk County Council
Uttlesford District Council

Governing the Business
Babergh District Council
Breckland District Council
Brentwood Borough Council
Broxbourne Borough Council
Dacorum Borough Council
East Cambridgeshire District Council
Essex County Council
Forest Heath District Council
Great Yarmouth Borough Council
Hertsmere Borough Council
Huntingdonshire District Council
North Hertfordshire District Council
North Norfolk District Council
Norwich City Council
St Edmundsbury Borough Council
Suffolk Coastal District Council
Uttlesford District Council
Waveney District Council
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Appendix 2 – Sample Self-Evaluation – KLOE 1.1 – Financial Planning
To download the sample Self-Evaluation, please click here

Description of 
arrangements (L2) 

Nantborough Council ensures that
investment plans of the authority are
directed towards the Council’s strategic
vision, and that local strategic plans, asset
management plans and the medium term
financial plan all support the Council’s
strategic objectives. The Council’s priorities
are linked effectively with medium-term
actions, and take account of national
priorities and local concerns and needs.
Each priority is included in directorate’s
service plans and performance objectives.
Each department’s service plan identifies
how the work they do fits in with the
Council’s strategic priorities, and lays down
a target necessary for achieving the overall
strategic objectives. Refer sample service
plan. The Council’s Medium Term Financial
Strategy (MTFS) lays out the current
financial position and targets necessary 
to achieve these (Council’s strategic) plans.
It evaluates the Council’s performance
against various parameters, and lays 

Achievements, outputs 
and outcomes (L3-4) 

The Council has strengthened its financial management framework
substantially, such that spending and investment are targeted
effectively towards priorities within the corporate plan. The vision 
of the Nantborough strategy, which matches the key elements of
the Council’s objectives, is delivered through a number of multi-
agency partnerships such as the Children’s Trust, Nantborough
Primary Care Trust, the Borough Command Unit, etc. These focus 
on the things which the Council does to help achieve the overall
joint strategic vision for the future of the borough. See
Nantborough Strategic Partnership.

Effective financial planning and integration has aided the Council in
achieving the following outcomes:
• Consistent setting of annual balanced budgets that reflect Council

priorities
• Management of spending within available budgets year on year,

enabling a healthy level of reserves and a strong balance sheet
• Second lowest cumulative rise in Council Tax across all local

authorities since1999/2000
• A freeze in 2009/10 on the level of those fees and charges over

which the Council can exercise discretion to increase, including
Council tax

No

1.1.1

KLOE focus area

Integrates financial planning with strategic
and service planning processes on a
medium to long term basis.
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Description of 
arrangements (L2) 

down the foundation for the annual
budget setting and monitoring framework
– see CSR Savings and MTFS Review
Subfolders. The annual budget reports 
to Members provide a pragmatic link with
financial data. As part of its commitment 
to achieving its long term strategic vision,
the Council and its partners are continuing
to drive modernisation and regeneration
forward through a series of programmes 
of investment designed to transform the
physical environment, and to improve the
lives of residents and communities in the
borough. Our achievements in these areas
are set out in the relevant parts of this
document. The Council is also working with
its partners to ensure the delivery of the
efficiency targets that underpin the MTFS? 

Achievements, outputs 
and outcomes (L3-4) 

• Controlled and sustained funding of major capital schemes 
such as Wigglesbade and Nantborough service centres, Children
centres, etc. Overall the Modernisation Programme continues 
to be contained within the funding envelopes originally agreed 
by Members

• Sound treasury management framework that ensures the Council’s
finances are prudently invested and managed – no financial losses
suffered by the Council as a result of the demise of some major
banks, following the recent economic downturn

• Securing of significant long term financial arrangements 
with major partners, including; 

• Further development of material recycling facilities 
by Weolia

• Major investment in regeneration of Merseyslade Estate 
in Goatbrook by English Partnerships

• Major development and regeneration of Wigglesbade 
Town centre in conjunction with Metsco

• Opening of the Feltsmith Centre
• Continued implementation of e-government agenda
• Development of new financial management system
• A stable finance workforce with low level of staff turnover 
• Council-owned housing in line with the Decent Homes standard 
• The Goatsborough project, at a total investment of £632million 

will deliver double the number of homes currently in the area,
together with additional commercial properties. 

No KLOE focus area
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Appendix 3 – Use of Resources – reference material
All themes
• Use of Resources 2008/9 – Overall Approach and Key Lines of Enquiry (KLOE)
• Audit Commission – Use of Resources 2008/9 – Auditor Guidance
• In the Know – Using Information to Make Better Decisions – Audit Commission
• From here to sustainability. Understanding sustainable development as our path

from where we are now to a sustainable future 
• What is the government doing? The UK government programme for sustainable

development and current activities 
• Advice and support. Guidance for local and regional authorities, communities

and those working in education 
• How do we know if we are getting there? Indicators to measure our progress
• ‘Is there something I should know’ Audit Commission report on the use of

information in council decision making.

Managing Finances
• Word Class Financial Management – Audit Commission
• Examining the Changing Efficiency Agenda – CIPFA’s Finance Advisory (FAN) and

Performance Improvement Networks (PIN) held a series of workshops in May and
June 2009 to assist organisations in their value for money arrangements, and to
help them become more efficient. Access the outputs from these workshops

• How to Prepare for International Financial Reporting in Local Government
CIPFA Finance Advisory publication

• Dealing with the Recession CIPFA Finance Advisory Network publication
• Delivering Efficiency: Understanding the Cost of Local Government Services,

2008. TCLG report provides advice and guidance on the costing of work activities,
in other words, activity based costing

• Back to Front Efficiency of back office functions in local government, Audit
Commission, 2008 

• VfM Profile Tools are available on the Audit Commission website. These allow
high-level historical comparisons of spending and performance using nearest
neighbour groups and authority type comparisons

• Improving Budgeting: Modernising the Cycle, CIPFA, 2008. In this guidance 
CIPFA look at budget setting, in-year monitoring and the reporting of financial
outcomes to gauge whether the approaches and styles currently in place serve
public service organisations well 

• Positively Charged Audit Commission, 2008. This paper suggests councils should
engage service users and taxpayers more in decisions about whether and at what
level to charge for services. The paper recommends:
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Governing the Business
• Creating Strong, Safe and Prosperous Communities, under the Local Government

and Public Involvement in Health Act 2007. Paragraphs 6.4 to 6.16 of the statutory
guidance are relevant to the assessment of this KLOE for local authorities

• Developing the local government services market to support a long-term
strategy for local government CLG 2006

• Office of the Third Sector: Funding and finance guidance. The Office of the Third
Sector is part of the cabinet office. The website provides good practice guidance
on funding and procurement of services from the third sector

• IDeA: Sustainable procurement strategy for local government
• Forum for the Future: Buying a better world The Sustainable Procurement Toolkit,

supported by a full report, Buying a Better World, will help public sector buyers
incorporate social and environmental factors into their decision making
processes, alongside value, resulting in benefits for end users, tax payers 
and suppliers

• Office for National Statistics: National Statistics Code of practice: Protocol 
on Quality Management

• CIPFA Statistical Information Service: Code of Conduct (please note: you 
need to register on this website)

• The International Organisation for Standardisation website
• Managing Information Risk:
• The Good Governance Standard for Public Services, OPM and CIPFA, 2004,

produced by the Independent Commission on Good Governance in Public
Services, sets out six core principles of good governance for public service
organisations. It shows how these should be applied if organisations are to 
live up to the Standard and provides a basis for the public to challenge sub-
standard governance

• The CIPFA/SOLACE framework, Delivering good governance in local government,
and accompanying Guidance note, CIPFA, 2007, aims to help local government
bodies to review their governance arrangements and interpret the overarching
principles and terminology of the framework in a way appropriate to the
structure and role of the governing body, and legislative and constitutional
arrangements

• The Standards Board for England provides an independent, national overview of
how local councils promote and improve the ethical behaviour of their members.
They produce resources and guidance to assist councils in interpreting the Code
of Conduct, and on how to deal with complaints about members

• Public concern at work is a whistle-blowing charity which offers free, confidential
advice to people concerned about crime, danger or wrongdoing at work and
helps organisations to deliver and demonstrate good governance

• The Governance section of the Improvement Network provides links to
diagnostic tools to assess governance, case studies on how to improve
governance and other guidance

• Government Fraud Review, 2006
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• Councils NFI 2008/09 web application account (www.nfi.gov.uk).
• Managing risks with delivery partners, HM Treasury, 2005. This guide draws on 

the experience of the Office of Government Commerce (OGC), HM Treasury and 
the National Audit Office, highlighting key issues to address in managing risks 
with delivery partners

• CIPFA/SOLACE good governance framework, CIPFA, 2007. This document 
sets out a framework for delivering good governance in local government

• CIPFA Financial Advisory Network annual governance statement rough guide. The
rough guide complements the CIPFA / SOLACE governance framework by offering
practical advice to practitioners on how to compile an evidence-based annual
governance statement

• Audit Committees – practical guidance for local authorities, CIPFA, December 2005.
This guidance aims to help those authorities that do not already have an audit
committee to implement one effectively, and to help those authorities that have
audit committee arrangements in place to assess whether they are as effective as
they need to be to contribute to good governance

• Managing the Risk of Fraud: Actions to Counter Fraud and Corruption, CIPFA, 
October 2006. This guidance describes what action is needed for an organisation
to be effective in countering fraud and corruption

• Managing the Risk of Fraud: the ALARM Standard for Risk Advisors, ALARM. ALARM is
the national forum for risk management in the public sector. This guidance document
emphasises the need for a corporate approach to countering fraud and that
managing the risk of fraud should be at the heart of governance arrangements

• Proceeds of Crime (Anti-Money Laundering) Practical Guidance for Public Sector
Organisations, CIPFA, 2005. The guidance aims to clarify the responsibilities and
obligations which public sector organisations have under money-laundering
legislation and regulations

• National Fraud Initiative – Each organisation has a web account which documents 
the matches provided and the action taken (where recorded by the organisation).
Background information can be found within the NFI 2008/09 instructions. The 
Audit Commission NFI team provides support throughout the NFI exercise

• British Standard Risk Management Code of Practice BS 31100 2008
• Risk Management Toolkit for case studies and examples of improving 

risk management in local government.
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Appendix 4 – Example Improvement Plan
2009/10 Use of Resources – Improvement Plan 
To download the sample Improvement Plan, please click here

Implementation Status

R Little or no progress has been made to date

A Significant progress has been achieved

G The improvement action has been completed and the outcome has been achieved
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KLOE

1.1.1

Challenge
identified

Introduce
priority based
budgeting
where service
budgets reflect
the priorities 
of the
organisation.

Status

R

Action
No.

1

Action

Ensure all
budgets reflect
the priorities of
the Council.
This will mean
potentially
certain services
the Council will
disinvest from.

Completion
Date

28th 
February 
2010.

Milestones 

Priorities 
identified across
the organisation
(May 2009).

Priorities
communicated
across the
organisation 
(May 2009).

Design a template
for managers to
demonstrate 
how services 
meet priorities
(July 2009).

Managers
complete template
(August 2009).

Opportunity 
for members 
to challenge
completed
templates
(September 2009).

Decisions 
made around
disinvestment
(February 2009).

2010/11 
budget 
approved.

Accountable
Officer

Director of
Finance.

Responsible

Head of
Financial
Management
and Heads 
of Service.

Progress Update 
1 – June 2009

Priorities
reaffirmed 
at member 
away day.

Priorities
communicated
across the
organisation.

Draft template
circulated 
to CMT.

1.1 – Does the organisation plan its finances effectively to deliver its strategic priorities and secure sound
financial health?

The above improvement action meets the organisation’s priority of becoming a more efficient organisation and
providing value for money services.
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KLOE

1.2.3

Challenge
identified

Achieve 2 per
cent savings
with the
2009/10
budget. This is
required for the
organisation to
maintain its
financial
standing.

Status

A

Action
No.

2

Action

Ensure that 
2 per cent
efficiencies are
identified in
setting 
the 2009/10
budget and
these are
allocated 
to specific
services. 

Completion
Date

31 
March 
2010.

Milestones 

The 2009/10
budget includes 2
per cent efficiency
savings identified
at service level 
(Feb 2009).

Managers are
aware of the
requirement to
achieve the
savings. (Feb 2009)

Budget monitoring
takes place
throughout the
year to make sure
these efficiencies
are achieved (April
2009 and ongoing).

March 2010 the 2
per cent efficiency
savings are
achieved (March
2010).

Accountable
Officer

Chief
Executive.

Responsible

Corporate
Management
Team.

Progress Update 
1 – June 2009

Budget 2009/10
included the 2
per cent
efficiencies
detailed by
service.

Managers are
aware of their
responsibilities
in achieving 
the targets.

Budget
monitoring 
in April 2009
detailed
progress in
achieving 
the savings.

1.2 – Does the organisation have a sound understanding of its costs and performance and achieve 
efficiencies in its activities?

The above improvement action meets the organisation’s priority of becoming a more efficient organisation and
providing value for money services.
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KLOE

1.3.4

Challenge
identified

Ensure that 
the 2009/10
accounts are
produced with
no significant
errors.

Status

R

Action
No.

3

Action

Production
and
publication 
of accounts
within
statutory
reporting
deadlines 
and
preparation
of associated
working
papers in line
with Audit
requirements.

Completion
Date

June 
2010
(authorised)
published
in
September
2010.

Milestones 

The 2009/10
budget includes 2
per cent efficiency
savinReview of the
2008/9 accounts
process to 
identify process
improvements
(July 2009).

Receive feedback
from External Audit
on the 2008/9
audit (Sept 2009).

Recruit Technical
Accountant 
(Sept 2009).

Produce 
and distribute
closedown
guidance for 
the organisation
(December 2009).

Identify staffing
resources for 
the 2009/10
closedown
(December 2009).

Produce
closedown
timetable including
a critical path
(December 2009).

Commence
2009/10
closedown 
(Feb 2010).

Produce draft
statement of
accounts 
(June 2010).

Accountable
Officer

Director of
Finance.

Responsible

Chief
Accountant.

Progress Update 
1 – June 2009

Regular
consultation
with external
audit informing
them of the
2008/9
closedown.

Interviews 
to be held for
technical
accountant
(18th June
2009).

1.3 – Is the organisation's financial reporting timely, reliable and does it meet the needs of internal users,
stakeholders and local people?

The above improvement actions meet the organisation’s priority of becoming a more efficient organisation and
providing value for money services.
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