Public services

VA‘ ggrﬁ?%ission

Consultation

April 2007

The transition
from CPA to CAA

Including consultation on CPA — the harder test framework
proposals for 2007




The Audit Commission is an independent body responsible for
ensuring that public money is spent economically, efficiently and
effectively, to achieve high-quality local services for the public. Our
remit covers around 11,000 bodies in England, which between
them spend more than £180 billion of public money each year. Our
work covers local government, health, housing, community safety
and fire and rescue services.

As an independent watchdog, we provide important information on
the quality of public services. As a driving force for improvement in
those services, we provide practical recommendations and spread
best practice. As an independent auditor, we ensure that public
services are good value for money and that public money is
properly spent.

For further information about the Audit Commission, visit our
welbsite at www.audit-commission.gov.uk

APPA

aane

Q
<
5 :

s

Printed in the UK for the Audit Commission by CW Print Group

Design and production by the Audit Commission Publishing Team



The transition from CPA to CAA | Contents n

1 Introduction
2 The current position

3 Stage 1: Formal consultation on the
proposed changes to single tier and
county council CPA to be reported
February 2008

4 Stage 2: Initial consultation on the
general approach to proposals for the
transitional year 2008/09

5 Stage 3: Principles for developing
Comprehensive Area Assessment
within the new performance framework
from April 2009

Appendix 1
CPA scoring, rules and categories for 2007

Appendix 2
CPA 2007 - Proposed PI sets for Audit
Commission service assessments

Appendix 3

Summary timeline of key stages in transition
from Comprehensive Performance Assessment
to Comprehensive Area Assessment

© Audit Commission 2007

14

21

27

29

51

First published in April 2007 by the Audit Commission for local
authorities and the National Health Service in England, 1st Floor,

Millbank Tower, Millbank, London SW1P 4HQ



Introduction

1 The Local Government White Paper and the subsequent Local Government and Public
Involvement in Health Bill (the Bill) set out a new performance framework for local
services. The White Paper signalled a new stage in reforming local services with a new
performance framework including Comprehensive Area Assessment (CAA) at its heart.
CAA will focus on place rather than the individual bodies responsible for local services. It
will look across local government, housing, health, education and community safety. This
paper sets out how the Audit Commission intends to manage the transition from
Comprehensive Performance Assessment (CPA) of local government to the new
Comprehensive Area Assessment (CAA) framework to be in place from April 2009,
covering all local public services.

2 The Commission is clear that CAA can only be developed in partnership with other
regulators in close consultation with local public services and central government. We
also need to find better ways of engaging with the general public to ensure the new
framework is more relevant to citizens, service users and taxpayers.

3 Inthe meantime, it is important that a focus remains on continuing to improve services.
CPA has proved an effective tool in doing this in local government. We are, therefore,
keen to make best use of it in the transitional period to support further improvement and
to smooth the transition to CAA.

4 The introduction of CAA is dependent on the Bill being approved by Parliament and this
document, of necessity, assumes that it will receive Royal Assent and the main
provisions enacted.

5 Itis essential that this transition is carefully managed over the next few years to maintain
and accelerate improvement in public services. This document does not seek to address
all the issues that this raises but to signal some of the key factors to be considered and
some of the main steps necessary to achieve this aim.

6 There are three key stages to the transition:

1 Short-term updating of the CPA framework to apply for single tier and county councils
for reporting in February 2008. This section of this paper sets out formal consultation
on detailed proposals for these changes.

n The transition from CPA to CAA | Introduction
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2 Thetransitional year of 2008/09, the final year of CPA while the new arrangements are being
put in place. This section sets out for consultation our general approach to the transitional
year but further formal consultation will take place later in 2007 on detailed proposals.

3 Implementing the new performance framework including CAA. This section sets out
for comment and further discussion initial principles for developing CAA.

This paper covers all three stages to explain the Commission’s initial thinking on how best
to handle the transition from CPA to CAA.

The Commission first introduced CPA in 2002 for the 150 single tier and county councils.
Since then it has evolved in response to changes in the operational and regulatory
environment and to support continuing improvement. In 2003 it was extended to the
238 district councils and in 2005 to all 47 fire and rescue authorities.

During the last three years, we have introduced use of resources assessments in local
government, health (primary care trusts and some other health bodies), fire and rescue
and police. These have brought a consistent cross-sector approach to assessing
financial management and related issues.

CPA measures how well authorities are delivering services for local people and
communities. It looks at performance from a range of perspectives and combines a set of
judgements to provide both a simply understood rating and a more complete picture of
where to focus activity to secure improvement.

In 2005 the changing context was reflected in the introduction of CPA — The Harder Test
for single tier and county councils. This was a more stringent assessment with a greater
emphasis on outcomes for local people and value for money. As part of this, a rolling
programme of corporate assessments (aligned with joint area reviews (JAR) of children’s
services by the Office for Standards in Education (OFSTED)) was put in place and is due
to be completed by the end of 2008.

In 2006 we introduced new proportionate approaches to CPA for district councils and fire
and rescue authorities that apply up to March 2009.

In parallel to these changes other inspectorates have been developing their sector
approaches, including annual performance assessments (APA) of children’s services and
adult social care as well as the introduction of an annual health check for primary care trusts.
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In 2006 we published two documents setting out our early thoughts on a system of
regulation and performance assessment that could be introduced to supersede CPA.
These were The Future of Regulation in the Public Sector and Assessment of Local
Services Beyond 2008. Most of the ideas and principles in these documents are in line
with the Local Government White Paper and the Bill. Work is now underway to develop
the detail of how these will be put into practice.

We believe that in the period up to March 2009, CPA has an important role to play in
continuing to support improvement and that the last set of CPA results will aid in making
the first set of new CAA judgements in 2009/10.

This document therefore addresses the three key transitional stages:

1 Firm proposals for the single tier and county council CPA methodology for the next
national reporting in February 2008.

2 Anoutline of the changes that may be necessary to the CPA frameworks for 2008/09
to aid the transition.

3 |Initial thinking on how CAA might be developed in partnership with other regulators,
including some of the key principles and timing issues.

There are a number of other changes to the landscape of local government that will need
to be considered in the transition from CPA to CAA. In particular, the impact of any
changes to local government structures in two tier areas will need to be carefully
considered both as part of the transition and the development of a new framework.

Furthermore, CAA represents a fundamentally different approach to assessment that is
area based, risk focused and more forward looking than current assessment activity. The
new framework will need to take account of how services are delivered across areas and
focus clearly on outcomes.

The performance frameworks for health and for police and criminal justice are also under
review and government’s objective is to bring all this work into much greater alignment.

CAA will require regulators to work jointly together to deliver proportionate, effective and
properly targeted regulation. We believe it is vital that this starts at the earliest opportunity
and that future consultation, as well as the development of CAA, must be undertaken
jointly by the relevant inspectorates. We are working with our colleagues to achieve this.
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Responding to the consultation

21 The consultation on single tier and county council CPA proposals for reporting in
February 2008 and on the approach for 2008/09 is open until 14 June 2007. There is a
web-based response form at www.audit-commission.gov.uk/cpa which you should
use to submit your responses. We aim to confirm our approach for February 2008
reporting at the end of July 2007. Views on the proposals for CAA are welcome at any
time. There will be formal consultation, jointly with other inspectorates, later in 2007,
and a series of events around the country to support this. Please use the online form at
www.audit-commission.gov.uk/CAA to give us your views on CAA.
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The current position

Until the new legislation for the local services performance framework is in place, the
current arrangements continue to have an important role to play in supporting
improvement. The Audit Commission’s new powers will be fully effective in 2009.

Under section 10 of the Local Government Act 1999, the Audit Commission may carry
out inspections of an English best value authority’s compliance with Part 1 of that Act.
Part 1 includes the duty on best value authorities to make arrangements to secure
continuous improvement in the way their functions are exercised, having regard to
economy, efficiency and effectiveness. Best value authorities include all councils and fire
and rescue authorities.

The Commission carries out inspections of councils and authorities or specific functions
or services of councils or authorities. It does so within a broader audit and inspection
framework which includes its own inspection activities, the work of auditors appointed by
the Commission, and the work of other statutory regulators. CPA was introduced in 2002
by the Commission as a way of drawing together elements of this wider audit and
inspection framework to form an overall view of the performance of councils and their
arrangements for improving services to local people.

Under section 99 of the Local Government Act 2003 the Audit Commission has a duty,
from time to time, to report on its findings and categorise English local authorities
according to their performance in exercising their functions. CPA is the tool that the
Commission uses to fulfil this duty and our aim is to ensure it continues to contribute to
improvement as well as providing a baseline for the new CAA framework.

In 2005 we introduced CPA — The Harder Test, as a more stringent test of performance for
the 150 single tier and county councils. We have now published two sets of results against
this framework, December 2005 and February 2007. We intend to publish a third set in
February 2008 and this document sets out the minimal changes that we believe are
necessary given the experience of the most recent round of reporting and to aid the
longer-term transition to CAA signalled in the Local Government White Paper. We also
need to consider any changes that may be necessary to the published approaches for
CPA for district councils and fire and rescue authorities in the light of this. The performance

n The transition from CPA to CAA | The current position
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framework for fire and rescue authorities has recently been subject to separate
consultation and the final framework for 2007/08 is due to be published in May 2007 .

It is anticipated that the Bill currently before Parliament will be enacted by the end of 2007
and that the new CAA arrangements will be fully effective in 2009.

We intend to publish in the summer a report on the learning from CPA 2006. This will
encompass learning from the 52 corporate assessments, 435 use of resources
assessments, 197 direction of travel assessments and the service assessments that were
reported in February 2007. We also plan to publish a full analysis of the results of the
recent best value performance indicator (BVPI) satisfaction survey.
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Stage 1: Formal consultation on the
proposed changes to single tier and
county council CPA to be reported
February 2008

We have considered the CPA results for 2006 (published in February 2007) and the
feedback from the last round of methodology consultation in the spring of 2006 in the light
of the Local Government White Paper and the Bill in putting forward our proposals for 2007.
The key issues to address are summarised below. The White Paper has set a new direction
for performance assessment of local services. We do not, therefore, propose to make
substantial changes to the CPA framework (Figure 1) and are aiming to retain consistency
and to minimise disruption as far as possible. We do, however, believe there are good
reasons for making some changes in response to experience and feedback and some
external factors. The remainder of this section sets out the detail of what we are proposing
when we next report single tier and county councils results in February 2008.

The proposed rules for deriving the individual assessments and the overall star categories
are set out in Appendix 1. We are not proposing any changes to these for 2007 .

Corporate assessments

We do not propose any significant changes to our approach to corporate assessments
for single tier and county councils. We may make minor changes to update the
methodology to reflect changes in legislation or other requirements if necessary.

n The transition from CPA to CAA | Stage 1
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Figure 1
CPA framework for 2007

Direction of travel
Improving strongly
Improving well
Improving adequately

Not improving adequately /
Not improving

-
CPA cat Corporate assessment

caregory Ambition

4 stars S

3 stars Prioritisation

2 stars Capacity

1 star Performance

0O stars management

Achievement

11

Environment

Culture Benefits Fire*

Service assessments
. Level 1 services Level 2 services D

|

*Note: Fire and Rescue service assessment — applicable to those 16 councils with
responsibility for fire and rescue.

Source: Audit Commission

Use of resources assessments

32 We have already confirmed the key lines of enquiry that will apply to the next round of use
of resources assessments for 2006/07 (to be included in February 2008 CPA reporting)
and these are published on our website, with updated guidance. There are no further
changes planned to these.
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We will update the data in our value for money profiles tool in spring 2007 to support

councils in their work to improve value for money. We are dropping the requirement for
councils that scored only 1 for value for money in their use of resources assessment to
complete a new self-assessment, for the next round of use of resources assessments.

In our 2005 CPA consultation document we proposed a rule that, in order to achieve an
overall score of 3 for use of resources, councils needed to achieve at least a score of 3 for
the value for money theme within the use of resources block. In response to feedback, we
suspended the introduction of this rule for 2004/05 and again for 2005/06. Given the
desire for minimal change until the new performance framework is in place, we are not
now proposing to introduce this rule for the remainder of the life of CPA.

Full details of the 2006/07 assessment, including changes from 2005/06 can be seen at
www.audit-commission.gov.uk/localgovernment/useofresources.

Service assessments

The service assessments for children and young people, adult social care and benefits
are subject to separate consultations by OFSTED, the Commission for Social Care
Inspection (CSCI) and the Benefit Fraud Inspectorate (BFI) respectively. We do not
anticipate substantial changes to these.

We do not propose to change the overall approach to service assessments for reporting
in February 2008. The designation of level 1 and level 2 assessments, the weighting of
performance indicators (Pls) and any inspection scores and the rules that bring scores
together will remain as for February 2007 . Full details of the current approach to service
assessments can be found at www.audit-commission.gov.uk/cpa/stcc/stccsaf.asp.

We had previously signalled our intention to change some of the detail within the
environment, housing, culture and fire and rescue service assessments after the February
2007 reporting round. The details of the changes proposed at that time were set out in
our document on our website, CPA — The Harder Test: Guide to Service Assessments for
2006. This included adding or deleting some Pls and, for some PlIs, raising the thresholds
used in determining scores. The changes relating to fire were in Fire and Rescue
Performance Framework 2006/07 — Guide to Service Assessments on our website.
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These service assessments (which only apply to single tier and county councils, not
district councils) have been subject to particular attention in recent years. When the
Commission decided to target service inspections according to risk and significantly
reduce their number, the consequence was a greater reliance on performance
information in these service assessments. For some services, there is well-established
performance information but for others, performance management is less well
established. In those services, most notably for culture, it has been challenging to
establish a rounded and credible set of indicators that reflect performance in the sector
appropriately. We have been working with government and related bodies to support
them in building a stronger framework and have made much progress, but there are still
areas for further development.

We have now also considered the results for these service assessments published in
February 2007 and comments we have received from previous consultation. In particular,
we have received a significant number of representations about the culture services
assessment. We have reviewed our approach in light of this and the desire to minimise
change in the remaining period of CPA. In our previous consultation in April 2006 we
signalled a number of Pls that we were then proposing to include in service assessments for
2007. With a very small number of exceptions, we now feel that it would not be appropriate
to add significantly to the number of Pls used in view of the White Paper. Appendix 2 lists
the proposed Pl set for these service assessments and any corresponding treatment and
thresholds. We are also considering some minor changes to the treatment and thresholds
of a small number of Pls. These reflect changed national targets or continuing improvement,
in line with our approach in previous years. Full detalils are in Appendix 2.

Consultation questions
Q Overall, do you support the proposal not to now introduce most of
the performance indicators previously signalled for adding in 20077

Q Overall, do you support the much smaller number of proposed
additions and deletions set out in Appendix 2?

The performance assessment for fire and rescue services has been subject to separate
consultation and the final arrangements for the fire and rescue service score (applicable to the
16 county councils with direct fire and rescue responsibilities) will be published in May 2007 .
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42 The Pls used in CPA are also subject to an annual data quality audit targeted on a risk
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basis. A new approach to carrying out this work was introduced for 2005/06. To
recognise the importance of robust and reliable data for local decision making and
performance management, we have developed some standards for data quality for
adoption on a voluntary basis. These are currently out for consultation until 30 April 2007
(Improving Information to Support Decision Making: Standards for Better Data Quality)
and we will publish the final standards in May 2007. Our data quality audit work will be
based on these standards.

Direction of travel assessments

Our approach to the direction of travel assessments will remain broadly the same but we
intend to increase the focus on customer and resident satisfaction and engagement
within the key lines of enquiry. We will seek to apply this approach to direction of travel
consistently across types of authority. We will also maintain the link between direction of
travel assessments and corporate assessments to ensure that, where a corporate
assessment is undertaken, the two processes are delivered together in order to minimise
the overall regulatory burden.

Reporting and re-categorisation

Last year we consulted on delaying the publication of the national CPA results for single
tier and county councils until February 2007 to enable us to include data from the Best
Value User Satisfaction Surveys conducted in the autumn of 2006. This has allowed more
time to verify and communicate data used in the assessments and we therefore propose
to publish the next set of national results in February 2008.

In addition to the annual process of categorisation, we will continue to update individual
authority categories, where appropriate, at the end of each quarter. This occurs
following publication of a corporate assessment report or completion of review activity
during the quarter.

Where district council or fire and rescue corporate assessments have been undertaken,
CPA categories will also be updated for those authorities.
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We now provide an opportunity for re-categorisation to those district councils able to
demonstrate significant and sustainable improvement since their last available CPA and
to consider re-categorising any that are deteriorating. Re-categorisation will be based on
the results of a corporate assessment. In order to be eligible for a corporate assessment
the district councils seeking re-categorisation upwards must be able to demonstrate to
an Audit Commission panel that they have delivered significant and sustainable
improvement since their initial CPA categorisation.

Similar arrangements for re-categorisation will apply for fire and rescue authorities from
autumn 2007 and details of this will be published in July 2007.

Consultation question
Q Overall, do you support the proposals for minimal change overall to
the CPA framework for 2007 (to be reported in February 2008)?
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Stage 2: Initial consultation on the
general approach to proposals for
the transitional year 2008/09

We wish to ensure that after our next round of national CPA reporting in February 2008
there is as smooth a transition to the new framework as possible. Subject to how the
Local Government and Improvement in Health Bill (the Bill) progresses through
Parliament, we expect the legislation that supports CPA to still be in place until the new
CAA system is fully effective. Our aim is to apply two principles to managing the transition
from the current arrangements to the new ones:

e To keep changes to CPA to a minimum, reflecting only necessary updating and
addressing any significant external factors.

¢ To concentrate more clearly on those aspects of CPA that will continue under CAA, for
example by strengthening the focus on citizens and service users and value for money.

The transition will also be informed by the progress made in determining the revised
public service agreement priority outcomes (arising from the comprehensive spending
review 2007) and the related new national indicator set. We will also take into account the
move to ‘new generation’ local area agreements (LAA) and joint working with other
regulators on the new CAA framework.

Use of resources and direction of travel
assessments

Use of resources and direction of travel assessments will continue under the new
performance framework. We will therefore continue to carry them out in 2007/08 in all
435 councils and fire authorities. The Bill requires scored direction of travel assessments
for all councils. At present, those for district councils are unscored. We will consider
introducing scoring of these assessments for district councils in 2008, in preparation for
the new framework. The detail and exact timing and any proposed changes will be
subject to further consideration.

m The transition from CPA to CAA | Stage 2
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Consultation question
Q If you are from a district council, would you find it more helpful if
your direction of travel assessment for 2008 is scored?

In the new performance framework, while the risk assessment will be area focused, use of
resources and direction of travel assessments will continue to assess individual
organisations. Use of resource assessments are already carried out in fire, police, primary
care trusts and some other health bodies as well as councils. Direction of travel
assessments are only carried out in councils. We are working towards a closer alignment of
use of resources assessments across the local services sectors so that a more consistent
picture can inform area assessment in future, although different financial frameworks
inevitably mean absolute comparability is not possible. Our proposals for these two
continuing assessments are intended to help smooth the transition from CPA to CAA.

We are committed to keeping the use of resources key lines of enquiry up to date, to
reflect developing good practice and to drive up standards. We propose making some
revisions for 2007/08 and will be consulting on the details of these later in April 2007. The
proposed changes will emphasise some aspects of the new performance framework
while also reflecting changes in legislation, professional guidance and best practice.

The changes we propose will aim to strengthen the key lines of enquiry to give them a
more strategic focus, particularly in areas that will feature in the new performance
framework. Examples of this are likely to include sustainable commissioning and
procurement, asset management, and partnership working. We also intend to make the
key lines of enquiry more outcome-based and reduce those focusing on processes.

To continue to raise standards, we will propose to continue phasing in those requirements
in the key lines of enquiry that are more challenging. We will propose that all criteria at
levels 2 and 3 should have ‘must have’ status for the financial reporting, financial
management, financial standing and internal control themes. For these themes, it will be a
requirement to meet all the criteria at the relevant level of performance.

However, in recognising that performance has improved significantly, we also propose
removing some of the more prescriptive requirements and many of those that focus on
process rather than outcome, where possible. For level 2, which is consistent with
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meeting minimum requirements, we will keep these changes to a minimum except where
necessitated by statute or to reflect revised professional guidance.

Level 4 reflects the best performance and given the extent of improvement achieved by
local government in recent years, many of the criteria at this level are no longer pertinent
to defining top performance. We will therefore propose moving some criteria currently at
level 4 to level 3. Our policy has always been to keep criteria at level 4 to a minimum and
to make them indicative rather than a requirement. This is because we did not want the
criteria for the top level of performance to become prescriptive or limiting. The overriding
requirement to achieve level 4 performance will continue to be to display innovation or
best practice that can be shared with other authorities.

Careful consideration will need to be given to the approach to authorities that will be
subject to restructuring, including any voluntary mergers. Following the submission of
bids from local authorities, the government is currently considering proposals for
restructuring and plans to announce which will proceed in July 2007. We will work closely
with councils that are subject to restructuring to make sure audit and assessment activity
is appropriate throughout the transition.

Corporate assessments (alongside joint area
reviews of services for children and young people)

The current three-year programme of corporate assessments for single tier and county
councils is due to be completed by December 2008. For some of those councils towards
the end of that programme, it will be up to six years since they last had a corporate
assessment. Corporate assessments are an essential tool in understanding the corporate
ability of local authorities and are a key element in CPA. They also provide a valuable
insight into how services in an area work in partnerships. While we need to maintain
overall comparability, we will aim to ensure that future corporate assessments pay
particular attention to those issues in the current methodology that are most relevant to
CAA, such as partnership working and risk management.

The parallel programme of JARs of children’s services (led by OFSTED) is on the same
timescale and is the first such programme. Completing both programmes will give a full and
consistent baseline assessment for all areas and should prove helpful to councils and their
partners in preparing for the new performance framework. Arrangements for JARs have been
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revised. Reviews from April 2007 focus on services for vulnerable children and those where
annual performance assessment of children’s services identifies issues. The amount of
fieldwork is explicitly proportionate to the annual performance assessment grade. JARs are
an area-based assessment and so they have a particular value in learning about cross-sector
working and will remain useful even where local government restructuring takes place.

However, if restructuring of local government in some two tier areas is confirmed by
government, this raises questions about how and when corporate assessments might be
undertaken. This will need to be considered carefully on a case-by-case basis. A more
proportionate and light touch approach may support the transition to unitary status by
providing a clear understanding of the strengths and weaknesses of individual bodies and
the issues to be addressed as part of that process.

Alternatively, corporate assessments could be deferred in such cases. Whatever decision
is taken in relation to corporate assessments and the other elements of CPA, the
Commission will be providing guidance to auditors on a risk-based approach to the risks
posed by reorganisation.

Service assessments

Until the end of 2008, OFSTED and CSCI will continue to produce APAs of services for
children and young people and adult social care for single tier and county councils.

From April 2008 the Commission will be responsible for the assessment of benefits
services. We are currently in discussion with the Department for Work and Pensions, the
Department for Commmunities and Local Government (CLG) and BFI concerning this. At
this stage we have considered benefits alongside our other level 2 service assessments
for consistency. We will reflect the outcome of the discussions with other agencies in the
detailed consultation we plan to conduct later in the year.

The Commission will consider carefully the position with the remaining service
assessments that we carry out, for housing, environment and culture.

Separate consultation has been carried out in respect of the fire service assessment for
2007, which applies to 16 county councils as well as to stand alone fire and rescue
services. We will include consultation on the fire service assessment for 2008 with the



m The transition from CPA to CAA | Stage 2

67

68

local government CPA consultation to be undertaken later this year as a step towards full
integration for implementing CAA in 2009.

Under the new framework, performance information will play an even more important part
in assessment. The challenges of having robust and reliable data that properly reflect
performance remain. However, we consider it would be more fruitful to focus efforts on
developing a strong future framework than to attempt to continue to strengthen the
existing one. Of course, the two are not entirely separate and much of the work to build
the current framework will carry forward into the new. But to divert energy and resources
into issues that have only a short-term value may not be the best course. We are therefore
seeking views on a range of options for the service assessments undertaken in 2008/09
in single tier and county council CPA.

These options for the level 2 service assessments include:

1 Retain the service assessments in their current form with only minimal changes.
This has the advantage of maintaining consistency and comparability over time, and
least disruption.

2 Continue with the current service assessment approach while making it more
responsive to local circumstances, by introducing an element of local judgement
rather than a purely Pl-based score. This would mirror the approach used by OFSTED
and CSCl in delivering their annual performance assessments and would require
some narrative assessment to accompany the performance information. While it has
the advantage of a greater local focus, it is likely to be more costly to deliver and
increase the regulatory activity required to ensure consistency.

3 Cease undertaking these service assessments directly in their current format. This
could then be replaced by a greater focus on performance improvement in direction of
travel assessments. This would be a deregulatory move. However, it would remove
comparability over time and might also affect the ability of some government
departments to monitor the delivery of public service agreements and other
objectives. It might also lead to less focus on the reliability of the relevant Pls in the
transitional year even though some are likely to continue into the new framework.

4 Move away from the ‘level 2’ service assessments and instead trial comparative reporting
using those elements of the new national indicator set that relates to these service areas.
This would require a reconfiguration of the way the indicators are brought together, to
reflect the spending review outcomes when these are known. Particular focus could be
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placed on those indicators for which targets have been set through the local area
agreement (LAA). This would retain a nationally consistently approach, but allow for a
different focus in each area.

It might be possible to develop option four further to incorporate the level 1 service
assessments (children’s services and adult social care) to take the transitional year closer
still to the new performance framework. This would need to be discussed with OFSTED
and CSCIl and would, if pursued, be subject to further consultation.

Options three and four would require a change to how we generate overall star
categories. With the potential exclusion of level 2 scores, it would no longer be possible to
use the current rules table to come to an overall category. Such an approach would
therefore require a new or amended rules table. We will consider the views of all
stakeholders in deciding which of these options to adopt.

Consultation questions
Q Which of the above options for the level 2 service assessments for
single tier and county councils CPA in 2008/09 would you prefer?

Q Are there other options for the service assessments that we should
consider for 2008/097?

The need for reliable and robust data will continue to be of great importance in the new
framework. Indeed, with greater reliance on local performance management, it will be
even more vital for local partners to be basing decisions and planning ahead using a
reliable evidence base and more timely information. We are consulting separately on data
quality standards and will continue to give this issue priority in preparation for, and
continuing into, the new performance framework. Details are in Improving Information to
Support Decision Making: Standards for Better Data Quality on our website and
consultation is open until 30 April 2007.

It might also be possible to adopt a more proportionate performance related approach
to service assessments. For example, if we pursued options one or two, then 4 star
councils that are improving well or improving strongly could be exempted from level 2
service assessments in 2008/09.
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Consultation question

Q Should we cease making level 2 service assessments for those
single tier and county councils that remain at 4 stars and are
assessed as improving well or improving strongly in the February
2008 CPA reporting?

Conclusion

73 There are a number of ways in which we could use the final year of CPA as a positive step
towards CAA. We will seek to do so in a way that supports the transition and highlights
those aspects of CPA that will be central to CAA:

® engagement with citizens and service users;
e partnership working and cross-sector collaboration;
e |ocal performance management; and

* improving value for money.

74 We will engage with stakeholders in the coming months to agree the detail of how we
take this forward and look forward to discussing these issues more fully. We will issue a
further detailed consultation document later in 2007 before finalising arrangements for the
transitional year 2008/09.
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Stage 3: Principles for developing
Comprehensive Area Assessment
within the new performance
framework from April 2009

The Commission and all regulators recognise that the Local Government White Paper
and the Bill is a significant opportunity for all those responsible for local services to focus
on improving outcomes. The new performance assessment framework that we will jointly
develop must support this.

The Commission has recently made a number of contributions to the debate. In March
2006 we published The Future of Regulation in the Public Sector which identified the core
purpose of public sector regulation as providing assurance, with promoting accountability
and driving improvement as complementary but discrete and subsidiary elements. In
August 2006 we published Assessment of Local Services Beyond 2008 which set out
some key questions about how a new performance assessment framework should work
to achieve a more area-focused and risk-based approach.

The Local Government White Paper and the Bill to implement it set out a new
performance framework for local services. Comprehensive Area Assessment is central to
these proposals. The development of the new performance arrangements must be a joint
effort between those involved — the inspectorates and government as well as local
councils and their partners. Box A, overleaf, sets out a possible vision for the new
performance framework.

The transition from CPA to CAA | Stage 3
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Box A

A possible vision for Comprehensive Area Assessment
CAA will help drive the more effective delivery of improvements in local public services
for citizens, especially those in most need. Specifically, it will be:

Relevant to the quality of life of local people. In keeping with the move to more
local targets, CAA will focus on what matters here, and to whom. It will challenge
how local public service priorities have been set alongside national ones and
whether they are rooted in a genuine understanding of diverse local needs. It will
also continue to provide local people with assurance about how well run local
services are, providing accountability for use of public resources.

Area and outcome focused. By focusing more on outcomes in an area or place
than processes, it will try to analyse the things that matter most if citizens are to
enjoy a decent quality of life. It will also be more durable, because it will look at
what rather than how, thus limiting the need for regular changes to the framework.

Constructive and forward-looking. CAA will contain a forward-looking
assessment of risk, not rely solely on judgements of past performance. As such the
risk assessment would not say: ‘you are performing badly’, but ‘these are the risks
you are running, and these are the potential impacts of not addressing them.’ In
this way the process of assessment will in itself be a stronger mechanism for
driving improvement and supporting innovation.

Joint and participative. CAA will be jointly developed and implemented by all the
key regulators, government departments and sector representatives. It will draw
heavily on the views of local people and the various partner organisations that are
commissioning and providing local services. It will seek to develop a shared view
about the challenges facing an area or place, what is being achieved locally and
common ownership of the changes that need to be made.

Source: Audit Commission

Consultation question
Q Overall, do you support this vision for Comprehensive Area
Assessment?
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78 Key elements of the new performance framework as described in the Local Government
White Paper are:

Strengthening accountability to citizens and communities by adding to the best value
duty so that authorities, where appropriate, must secure the participation of citizens in
their activities.

Providing citizens and communities with timely information and better opportunities to
hold delivery partners to account.

Developing a small set of national indicators measuring citizens’ perspectives.

Ensuring inspectorates have a strong focus on citizen experiences and viewpoints in
their work as well as on outcomes and encouraging improvement.

Clarifying national outcomes and priorities with a clear mechanism for translating
these into local targets by: defining in the comprehensive spending review a clear set
of government priorities with a single set of around 200 national indicators; and
agreeing through LAAs up to 35 specific improvement targets for each local area (plus
18 statutory education or early years targets).

Ensuring transparent, timely reporting to citizens and streamlined reporting to
government, through statutory guidance, to ensure that local authorities report
regularly to citizens.

Promoting the use of real-time information in local performance management and
reporting to citizens and streamlining requirements to report statistical and financial
information to government.

Introducing CAA which will:

— replace CPA, JARs, APAs and social care star ratings with an annual risk
assessment identifying key risks to outcomes or delivery for each area;

— report performance against the national indicator set for each locality;

— deliver an annual scored use of resources judgement for local public sector bodies
and an annual scored direction of travel judgement which assesses the progress of
each local authority in driving continuous improvement; and

— target inspection activity primarily on the basis of the risk assessment, with the
Commission operating as ‘gatekeeper’ for all inspection activity affecting local
authorities.
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e Supporting improvement and responding to poor performance by ensuring greater
sector and partner-led improvement support, and taking decisive coordinated action
where poor performance threatens delivery.

There will be an increasing emphasis on the role of the local strategic partnership (LSP)
encompassing all the main service commissioners and providers in an area. This will be
the ‘partnership of partnerships’ supported by others such as the crime and disorder
reduction partnerships (CDRPs) and children’s trusts. There will be an expectation on all
partners (backed by a statutory duty on some) to cooperate with each other on the
agreement and achievement of LAA targets.

Each council, in consultation with the LSP, will be responsible for developing and publishing
a sustainable community strategy (SCS). Single tier and county councils will negotiate a LAA
with their regional government office which will reflect how this strategy will be delivered. It
will include up to 35 targets that represent national and local priorities from the set of 200
indicators. The LAA may also include additional locally important targets that are outside of
this set. Each year the LSP and single tier and county councils will have to report its
performance to local people.

Figure 2 sets out the Commission’s view of how the elements of the new performance
framework might fit together. This starts with improved outcomes for local people and
places at the top. Each column, from left to right, then shows:

¢ firstly, the key elements of the governance structures from neighbourhoods to central
government;

e secondly, the respective elements of the outcomes delivery framework. This has the
sustainable community strategy, the LAA and the new national indicator set at its core;

e thirdly, the various information sources for, and outputs from, risk based assurance; and

¢ finally, the intended range of responses to the risk assessment. This ranges from local
improvement activity through to government intervention.

We recognise that there are more complex inter-relationships between its different
elements than can easily be shown and that applying the framework will be an iterative
process, with continuous feedback and engagement.
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Figure 2

The new performance framework
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Consultation question
Q Does the diagram capture all the key elements of the new
performance framework and the key relationships within it?

83 The key elements of CAA are shown in the third column in darker coloured boxes. These
elements will be developed jointly with the other inspectorates, led by the Commission.

84 We have put in place arrangements for joint working with the other inspectorates. A new
CAA Strategy Group has been set up to bring together senior representatives from all the
key inspectorates with an interest in local services. This will oversee the development of
the details of CAA and wiill liaise closely with government and the programme board
arrangements that will oversee the broader implementation of the White Paper and Bill.



Appendix 1

CPA scoring, rules and categories for 2007

The assessment scores for each element of CPA are brought together by the Commission
in order to categorise councils according to their performance. There is a series of rules for
arriving at the scores for each element and for categorising councils. The rules table for
categorisation of single tier and county councils is shown in Table 2, overleaf.

Each element is scored on a scale from 1 to 4, where 1 is the lowest score and 4 the
highest score. The scoring key for categorisation of single tier and county councils is
shown in Table 1 below. Scores for corporate assessments and level 1 services (use of
resources, children and young people and adults’ social care) are given more weight than
other assessments within the framework.

Table 1
4 well above minimum requirements — performing strongly
3 consistently above minimum requirements — performing well
2 only at minimum requirements — adequate performance
1 below minimum requirements — inadequate performance

Source: Audit Commission

Where we have carried out a new-style corporate assessment under CPA — The Harder
Test, our approach will be to report publicly both the new-style and the previous
corporate assessment scores on the authority’s scorecard. The higher of the two scores
will be used to determine the overall CPA category, until all councils have undergone the
new-style corporate assessment. This will provide temporary protection for councils
during the transitional period to ensure comparability. Categorisation from the end of
2008 will be based on the score from the new-style corporate assessment.

The transition from CPA to CAA \ Appendix 1
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Table 2

Corporate Level 1 assessments Level 2 assessments Category
assessment (children and young people,  (housing, environment,
adults’ social care and use of  culture, benefits, fire and

resources) rescue)
4 None less than 3 None less than 2 4 star
4 None less than 2 No more than one less than 2 | 3 star
4 No more than one less than 2 ' No more than one less than 2 | 2 star
4 Any other combination 1 star
3 None less than 3 None less than 3 4 star
3 None less than 2 None less than 2 3 star
3 None less than 2 No more than one lessthan 2 | 2 star
3 Any other combination 1 star
2 None less than 3 None less than 2 3 star
2 None less than 2 None less than 2 2 star
2 No more than one less than 2 ' No more than one lessthan 2 | 1 star
2 Any other combination O star
1 None less than 3 None less than 2 2 star
1 None less than 2 None less than 2 1 star
1 Any other combination O star

Source: Audit Commission
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CPA 2007 - Proposed PI sets for Audit
Commission service assessments

The tables below set out the proposed Pl sets for use in the 2007 Audit Commission
service assessments. As far as possible we are intending to retain stability in the service
assessments for CPA 2007 and changes have only been proposed if we believe they are
absolutely necessary to ensure the continuing credibility of the CPA framework and to
drive continuous improvement. The changes proposed for 2007, as set out in the
penultimate column in each of the tables, are as follows:

e Addition of new Pls

— In April 2006 we consulted on detailed proposals for the 2006 service assessments.
In this document we also signalled a number of Pls we were considering for inclusion
in the 2007 service assessments. We received a number of consultation responses
to the proposals for 2007 which we have considered in detall.

— As set out in the recent Local Government White Paper, a number of changes will
be made to the local government performance framework, including a revised set
of national Pls.

— Inlight of the Local Government White Paper and the previous consultation
responses we have considered further the Pls we propose to include in the 2007
service assessments. We are, therefore, only proposing to include a very limited
number of additional Pls — as indicated in the tables below.

¢ Removal of existing Pls used in 2006

— Anumber of the Pls used in the 2006 service assessments will no longer be collected
in 2006/07 or have been replaced by a subsequent measure of performance. Where
the Plis no longer collected or has been replaced we are proposing to remove it from
the 2007 service assessments —as indicated in the tables below.

—  We are also proposing to remove a small number of Pls where there is a clear
reason for doing so, for example we do not believe they are helpful in driving
improvement or there are problems with data quality or national consistency —
again these are indicated in the tables below.

The transition from CPA to CAA \ Appendix 2 E
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e (Changes to thresholds of existing Pls

There are a number of Pls in the service assessments where thresholds are based
on achievement or progress towards a target or standard, rather than comparative
performance reflecting quartiles from previous data. Where this is the case we are

proposing to make changes to the threshold to reflect the new or updated target or
standard — as indicated on the tables below.
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Table notes

1 There is no upper threshold for this Pl — where a council scores above the lower threshold
the Pl will be treated as scoring between the upper and lower threshold.

2 Pooled standards published in Statutory Instruments 2003 No. 864 and 2005 No. 598
supersede the statutory performance standards published by ODPM (now CLG) in
BVPIs 2005/06 for the councils that have 'pooling' arrangements for the years covered
by those Sls.

3 There is no lower threshold for this Pl because special circumstances in some
geographical areas limit the amount of brownfield land available — where a council scores
below the upper threshold the Pl will be treated as scoring between the upper and lower
threshold.

4 There is no upper threshold for this Pl as the minimum standard is that the authority
complies with the code — where a council scores above the lower threshold the Pl will be
treated as scoring between the upper and lower threshold.

5 The public library service standards are published by DCMS and available at
www.culture.gov.uk/libraries_and_communities/

6 For more information on how this Pl is brought together please see
www.sportengland.org/cpa

7 More information on this Pl and a full definition of the levels is published by the MLA and is
available at www.mla.gov.uk/webdav/harmonise?Page/@id=73&Section
[@stateld_eq_left_hand_root]/@id=4332&Section|@stateld_eq_selected])/@id=4359&Se
ssion/@id=D_nHXxX4bY80Ljdcju1oMt



Appendix 3

Summary timeline of key stages in transition from
Comprehensive Performance Assessment to

Comprehensive Area Assessment

implementation of CAA

Timeline Date

Initial consultation closes 14 June 2007
Discussions with government, inspectorates and stakeholders ' Spring / Summer 2007
Events with stakeholders to discuss issues Spring / Summer 2007
Approval and publication of final CPA 2007 framework By end July 2007
Comprehensive spending review 2007: Key public service By end July 2007
agreement outcomes and national indicator set expected

First joint inspectorate consultation on development of CAA Autumn 2007

CPA 2007 results published February 2008
Commencement of new national indicator set and second April 2008

generation LAAs

Second joint inspectorate consultation on development and Spring 2008
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