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RECOMMENDATIONS:  That consideration be given to the key points contained in the Audit Commission’s consultation papers concerning the Comprehensive Performance Assessment – The Next Steps.



EXECUTIVE SUMMARY:  This report provides details of the main points contained within a series of recently issued Audit Commission papers regarding the Comprehensive Performance Assessment process.  In particular, the report refers to the key points referred to in one of the papers which has been issued for consultation – “CPA – The Next Steps”
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1.0
INTRODUCTION
1.1
The Audit Commission is to hold a programme of regional seminars on CPA called “CPA – The next steps.”  The programme kicked off with a national conference in London on 3rd April.

1.2
A number of new Audit Commission papers were made available at the conference (which have been sent to all single tier / county councils):-

Paper 1 - CPA – The next steps – consultation on single tier and county CPA strategy                       
2003-2010

Paper 2 - Patterns for improvement – learning from CPA to achieve better public 
services

Paper 3 - Community leadership – learning from CPA : briefing 1

Paper 4 - Setting priorities and maintaining focus – learning from CPA : briefing 2.

1.3
The Audit Commission have also recently published a further paper : Understanding the relationship between CPA outcomes and deprivation.

1.4
This report seeks to identify the key points in the above papers, focusing particularly on “CPA – the next steps” as the other papers, though important, do not have the same immediate significance.

1.5
A further consultation document entitled “CPA the next steps – consultation on the Assessment Framework for Single tier and County Councils for CPA 2003 – 2010” has been published more recently.  The document deals primarily with the detail of service block scoring in the short term, along with some longer term approaches.  This document is currently receiving consideration.

1.6
A copy of Salford’s scoring, and the thresholds which applied in the first round of CPA, are included at Appendix 2 to this paper, for information.

2.0
PAPER 1 - CPA – THE NEXT STEPS
2.1
This is a consultation document with a deadline of 22 May 2003 for responses.

2.2
To achieve that deadline the following timetable is proposed


Directors team – 1st May
-
Preliminary discussion


Directors team – 15th May
-
Final submission


Cabinet Briefing -20th May
-
Final submission



            - 22nd May
-
E-Mail response to Audit Commission (AC)

2.3
The proposals focus on 4 main areas:


defining the objectives for CPA improvement reporting (formally “CPA refresh”)

future CPA strategy – 2006 and 2010

short term proposals – overall framework

short term proposals – service judgement

2.4
The main points / issues are identified in appendix 1 to this paper

2.5
The overall implication of the proposals is that it will become harder to improve the CPA categorisation – as the Audit Commission are proposing to move the thresholds upwards for both the service blocks, and for the corporate assessment.  Also the ability to be re-assessed corporately has been linked to, and will be dependent on prior consideration of, the service block assessment. 

2.6
The consultation paper requests (at paragraph 4) that responses be marshalled under the four headings identified in paragraph 2.3 of this paper.   From the issues identified in Appendix 1 it is proposed to refer to the following main issues in our response:

1. The medium to longer term objectives – The objectives look reasonable but it may be difficult to measure the councils contribution as the outcomes in a locality are the result of inputs from a whole range of influencing agencies / factors

2. the proposals to not undertake routine corporate assessments, without linkage to service performance (as paragraph 2.5) to trigger corporate assessment

3. the proposals regarding upward movement of the thresholds for both service and council ability scores

4. the proposals for a two tier scoring system, whereby, for example, a Council which scored 39 points in 2002 will continue to score 3 for the service blocks (if it continues to score 39 points); but a council such as ourselves may improve to 40 points this year, yet remain on a score of 2 for the service blocks.

5. the result of the proposals being that councils will not be able to move up two categories (e.g. from weak to good) in one year, except where there is exceptional improvement in service scores.  The AC appear unwilling to recognise step change as compared with incremental change.

6. in the deprivation paper the AC appear to recognise that deprivation is likely to impact on CPA results to a greater extent than is currently allowed for in the CPA model, yet there are no proposals to make any recognition of this in 2003/04 or 2004/05.

3.0
PAPER 2 - PATTERNS FOR IMPROVEMENT

3.1
This paper identifies key building blocks for improvement, based on an analysis of the 2002 CPA results.

3.2
Using information from corporate assessments, it highlights the factors that make the best councils stand out.  These include effective political and community leadership, active management of performance and people and the ability to build capacity through partnership and procurement.  The report also looks in detail at the core services assessed in CPA, including social care, education and housing, and draws out some key messages.

3.3
The aim of the paper is to share learning from year one to help all councils to improve, It also identifies some important lessons both for the Commission and for the Government.

3.4
A number of statements in this paper may give clues to the developing CPA regime in 2006 and beyond, for both corporate and service perspectives.  It may be advisable for directorates to give detailed attention to this document to help inform strategic thinking towards 2006.

4.0
PAPERS 3 & 4 - LEARNING FROM CPA BRIEFINGS 1 AND 2
4.1
The two briefings are the first in a series of briefings focussing in more detail on specific areas highlighted in “Patterns for Improvement.”

4.2
Each briefing looks at a key driver for improvement identified in the first round of CPA, exploring success factors and listing sources of help and advice.

4.3
Between April and May the Audit Commission intend to publish five more briefings on the website – we will of course keep everyone informed.

5.0
UNDERSTANDING THE RELATIONSHIP BETWEEN CPA OUTCOMES AND DEPRIVATION
5.1
Overall this paper indicates that:

· there is no evidence of linkage between deprivation and council ability scores

· there is evidence of linkage between deprivation and service block scores – but this is not great and is complicated by other influencing factors

· more work needs to be done to develop understanding of, and the approach to, deprivation in the light of lessons from the first round of CPA.

6.0
CONCLUSION
6.1
It is clear from the above that, in the immediate term, the focus of attention should be on the “CPA – The next steps” document, as a response is required by 22nd May, and as it has serious immediate implications regarding the councils ability to improve its CPA assessment.

6.2
In the medium term “Patterns for Improvement,” along with the briefing papers are important documents regarding our strategic planning towards future improved CPA assessments.

6.3
A draft response based on the issues identified at Paragraph 2.6 will be circulated as soon as possible in accordance with the timetable suggested at Paragraph 2.2.

APPENDIX 1 – MAIN POINTS / ISSUES IN ‘CPA – THE NEXT STEPS’ PAPER

PARAGRAPH NO
MAIN POINTS / ISSUES

Defining the objectives

12
Objectives informing CPA development in medium to longer term – 2006 – 2010

Judgement to better reflect experience of citizen / user.  

Recognition of performance against the “shared priorities” needed

CPA needs to measure influence and impact of a Council in its locality

CPA needs to measure performance against national and local priorities

CPA needs to be aligned with existing performance frameworks, including PSA’s and Neighbourhood Renewal floor targets.

Impact of deprivation, diversity, and spending needs further consideration

CPA needs to measure the cost effectiveness and value for money delivered by Councils.




Objectives informing CPA development in the short term – 2003 / 04 and 2004 / 05

CPA in 2002 set a performance baseline

Improvement reporting should be about assessing significant and measurable movement against the baseline

Improvement reporting is about real service improvement : not just chasing additional CPA points
Increases in category should reflect better service performance

Minor improvements to the framework may be possible as long as they do not significantly change the methodology



Future CPA Strategy 2006 – 2010

13
Full reassessment or category renewal in 2005 / 06

Maturing CPA framework to recognise influential role of council in its locality



14
CPA Programme for 2005 / 06 to look beyond institutional boundaries to understand how council’s contribute towards wider improvement agenda



15
More detailed consultation and framing to follow in autumn 2003



17
Potential for area assessment in 2010



Short term proposals – overall framework

22
Corporate assessments not to be undertaken as a matter of routine

The primary measure of success should be service performance improvement.



23
Consultation is on “means of assessing” significant and measurable improvement in service scores that might trigger a change in category.  Appendices 3a and 3b show 2 options under consideration.  (Comment - Both these options “move the goalposts”.”  In Salford’s case to either 41 or 42 points (rather than the previous 38) to improve our service block score from 2 to 3.)  Appendices 3a and 3b also appear to contain rules about the service block combination from which improved scoring must come – this would need to be a query in any response.



24
The new proposals could result in councils who improve their performance post CPA gaining points but remaining in a lower category than other Council’s with fewer points remaining in a higher category.  (Comment – the Audit Commission appear to think that this is acceptable)



25
Only council’s achieving or sustaining a high level of performance in core services will be eligible for a re-measure of corporate assessment.  The rules and thresholds which trigger corporate re-assessment vary according to council’s starting positions (weak fair or good). Appendix 4 note 1 says “weak councils that scored 2 on their corporate assessment will have to increase their service score to 3 before they will be eligible for a further corporate assessment”

Appendix 5 paragraph 8 says “… a weak council would be able to move into the fair category in 2003/04… But would not be able to have its council ability re-tested until 2004/05…”



Appendix 4
Where a corporate re-assessment is triggered, the threshold to progress from a score of 2 to 3 is proposed to be increased from 32 points to 36 points



26
The proposed approach would not allow a council to move up two categories in one year except where there is an exceptional improvement in service scores



28
Councils can move to a lower category if performance drops below the 2002 threshold.



37
The consultation document has been written on the basis that there will be an annual process of reporting CPA outcomes.



38


It is proposed to report CPA results in December.  In some cases corporate re-
assessments need to follow the compilation of service results, which will delay reporting of those councils until February.



Short term proposals – service judgements

39
Propose to use the existing assessment framework for service blocks in 2003 / 04 and 2004 / 05



42
Further refinement to the overall assessment methodology for Benefits may be needed.
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