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INSTITUTE OF REVENUES
RATING & VALUATION






INTEGRATIVE CASE STUDIES

ADVANCE INFORMATION FOR CANDIDATES

Case Study 1

In England and Wales, the Audit Commission is responsible for appointing auditors for local authorities in England and Wales. Audit Scotland is responsible for local authority audit in Scotland.

In England, Comprehensive Performance Assessment (CPA) was introduced in 2002 as a way of supporting councils to deliver improvements in local services for their communities. In Wales, the Wales Programme for Improvement was introduced in 2002, as the main vehicle for achieving improvements in local services. 

Comprehensive Performance Assessment is an assessment of how well a council delivers its services and how well it is run, using indicators of performance from a wide range of sources. CPA is carried out by Inspectors from the Audit Commission and brings together this existing information on service performance in councils, together with a corporate assessment of a council’s ability to improve. This is used to reach an overall judgement of CPA category showing whether a council is excellent, good, fair, weak or poor. 

The case study is set in the Revenues Department of a medium-sized local authority in the North of England and concerns plans to improve service for the next, and subsequent, CP assessments.

Case Study 2

This case study is set in a public service organisation employing around 650 staff.  It is essential that human resource policies are in place to manage the staff and to ensure that the organisation’s objectives are met. The organisation has recently achieved Investors in People accreditation, and policies on in-company communication, recruitment and selection, and training and development have been reviewed and improved.   However, monitoring has thrown up a staff issue of a different nature which is costing the organisation money, and the case study will focus on developing a policy to help resolve this.  It will aim to test the candidates’ ability to problem solve for the benefit of the staff and the organisation.   


Case Study 3

Local authorities are expected to be able to deal with civil and other emergencies by way of an emergency plan.  This case study is set in a local authority and concerns the effect of an emergency on a number of town hall services including the Revenues and Benefits Division. The case study will test the candidates’ ability to respond managerially to a crisis at operational level.

Thursday 9th December 2004

9.30 am - 12.30 pm

Time allowed: 3 hours

	Answer any TWO out of the three cases.

Candidates may make such assumptions as are reasonable to complete the questions but these should NOT conflict with the Case Material provided. In all cases, assumptions should be clearly stated and justified.

Answers should show a range of current knowledge and understanding and apply it appropriately to the selected cases. The information/material provided should be used relevantly and comprehensively, and the outcome(s) should be reasonable and suitable to the circumstances described.

Candidates should ensure that their answer is clear and logically structured, and that both the structure and the language conform to the requirements of the required format(s) (leaflet, internal report, presentation notes etc.). An ”essay“ style is not required.




Choose TWO Case Studies
CASE 1
You are the Head of Revenues at Brisdon City Council.
· The city of Brisdon is a unitary council in the North of England.
· Following the elections in May 2004, Labour hold 39 seats, the Liberal Democrats 27 and the Conservatives 14 (total seats 80) and a new Leader was appointed.
· The Council employs 18,500 staff across all services and the budget for 2004/2005 totals £455 million.
· The population is 413,499 of which 12.6% is from black and minority ethnic communities.
· Brisdon has a high level of unemployment compared to the national average and an ageing population profile. With two universities, there is an above average student population.

· The Revenues service collects the council tax, business rates and sundry income owed to the Council by residents and businesses.
· The service is estimated to cost £3.232 million for 2004/05 and is delivered from Viking Court in the city centre.

· In 2003 the Audit Commission inspected the Revenues service in relation to the Comprehensive Performance Assessment for the Council. The Council was assessed as providing a ‘fair’ service with excellent prospects for improvement.

In assessing the service as fair in 2003 the Audit Commission reported the following: 

· Customers experience problems accessing the service by telephone, although the service they receive when they do get through is good.
· Council Tax collection rates improved between 2001/2002 and 2002/2003 but are below the national average of unitary councils and collection in 2003/2004 is unlikely to meet the Council’s own targets.
· Business rates collection rates also improved between 2001/2002 and 2002/2003 but are within the worst 25 per cent of unitary councils.
· Qualitative performance against standards is unclear and performance reports are not brought together.
· The internal flow of information between housing benefits and local taxation is confused. Information is not always documented and communicated between the two services.

The Audit Commission acknowledged that performance had suffered in 2003 mainly because of the new technology and processes that the service had introduced.

The newly appointed Director of Resources has been asked by Members to give a presentation covering what practical steps the Revenues service needs to take to obtain an ‘excellent’ rating on the next assessment and to demonstrate that the service is continuously improving.

The Director of Resources has requested that you prepare a series of slides based on the reasons given by the Audit Commission in its report for believing that the prospects for service improvement were excellent. You should also refer to the practical pointers (and target dates) given by the Audit Commission for resolving a number of operational, political, managerial and partnership issues, which it believed would enable the service to rise to the challenge of continuous improvement.
The Director of Resources has also asked that you draft a short briefing note for the Leader of the Council summarising the key proposals contained in the Audit Commission’s consultation paper on the development of a revised comprehensive performance assessment framework for 2005/2006.

CASE 2

You are Head of Human Resources within a public sector organisation which employs 650 employees across five Departments. The organisation attained Investors in People accreditation just over a year ago.

You have recently started to monitor sickness absence and are shocked to discover that the average sickness absence for each staff member is 7.0 days, the national average being 4-5 days.  It is highest in one section where the average is 9.8 days per person, but is still at 5.9 days across the rest of the organisation. To combat the problem, some managers had engaged temporary staff during the peak times of work. Taken across the whole organisation, nearly ¼ of a million pounds has been spent to deal with the sickness absence issue. You have been informed that salaries were overspent last year in one section alone by £65,000.   Additionally, as temps are not as effective, performance indicators in some of the most notable areas (collection rates, turnaround times) are not meeting targets.
The existing sickness absence policy is simply that if the person is off for more than seven days, they must obtain a doctor’s note, and if they are off for more than one month they are referred to the occupational health officer. Sickness is recorded in the same way as other absence, in that one person per section compiles a detail of the attendance in the section marking absence for the relevant reason.  Personnel keep records for certificated sickness. However, there are no records kept as to the reasons for sickness absence under seven days in duration. 
During the absence and on return to work no questions are made of the individual beside normal pleasantries.  The procedure for advising of sickness is that a telephone call must be made to the section on the first and fourth day of absence.  This is generally observed although messages are sometimes left on answer machines of colleagues who are also absent and may take some time to be retrieved.       

The following table gives details about sickness absence and the days that are affected during the past six months.

	Month
	Monday
	Tuesday
	Wednesday
	Thursday
	Friday 
	total
	>7 days
	%

	April
	124
	80
	60
	72
	96
	432
	180
	41.70%

	May
	95
	82
	58
	46
	99
	380
	105
	27.60%

	June
	135
	86
	54
	64
	98
	437
	130
	29.70%

	July
	120
	81
	46
	54
	84
	385
	200
	51.90%

	August
	94
	83
	43
	53
	92
	365
	168
	47.59%

	September
	85
	61
	42
	38
	64
	290
	140
	48.28%

	
	
	
	
	
	
	2289
	923
	40.5%
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The Chief Executive has approached you and asked for some facts about absenteeism. He is shocked by the figures that you quote and he has asked you draft a new sickness absence monitoring policy, and to consider some ideas to change the procedures, culture and attitude towards work attendance (the positive and negative results of these suggestions being considered). Finally he would like your recommendations as to which suggestions should be implemented.  This is to be presented to the Executive Board as a formal report. 

CASE 3
You are a manager working for Sunnyvale MBC. You are part of the Emergency Planning Group with responsibility for recovery of the ground floor of the main Town Hall building. The ground floor services comprise the main reception for all services, switchboard, Revenues and Benefits services and a suite of interview rooms for use by Revenues and Benefits, Planning and Housing Advice. There are a total of 120,000 council tax payers in the borough and there is a benefit caseload of 15,000.  

The processing of most work takes place at the Town Hall. However the Council does have four Estate Offices on the larger housing estates within the borough. The Estate Offices hold a team of six in each, where housing estate management is carried out. The offices have computer links in to the Revenues and Benefit software. However, there is no Electronic Document Management System; the Council’s system is entirely paper based.
You receive a phone call from the Chief Executive on a bank holiday Sunday in May, advising that there has been an office break-in and that you are needed urgently for an Emergency Planning Group meeting.  When you arrive you are told the circumstances of the break-in; the security guards were forced at gunpoint to deactivate the alarm system and the robbers have stolen or destroyed all of the PCs on the ground floor. They have further broken into all of the filing cabinets, where the work is securely locked away at the end of every day, and all the paper files for the property records and benefit cases are held. The robbers started a fire of the contents of the cabinets as they left the building. It was the fire alarms that alerted the authorities who were able to release the security guards and stop the fire.  The files and rooms have been severely smoke damaged to the point that a major clean-up operation will be necessary before the rooms are habitable again. Practically no documents were salvageable after the fire and the fire fighters’ hoses had been used. 

It is thought the culprits must have had a personal vendetta against the Council as well as the theft as a motive for the damage.

The Chief Executive advises you that the disaster recovery plan that the Council had was in fact drawn up ten years ago and has not been revised in any depth to keep pace with the changes in technology and processes. Once the crisis is dealt with you and the rest of the emergency planning team will be required to re-write the plan and it will be updated annually. The Chief Executive is not pleased with the situation. However, he is more concerned about dealing with the operational practices rather than chastising over the lack of a comprehensive plan.
The IT manager has advised that replacing the 100 PCs that have been stolen or destroyed could take 10 -14 days. However, until the clean-up operation is carried out (which will take a minimum of two weeks to allow for the drying of the room, redecoration and refitting) there is nowhere else in the building to locate this large number of PCs. The IT manager also confirmed that the offsite support to the software system run in Revenues and Benefits is backed up each night and therefore the exact position of the cases at the point of closing down on the Friday night is safe and can be retrieved from the backup when operations can recommence.   

Before the break-in Revenues and Benefits (comprising a staff of 80) were in a small backlog situation. The workload was as follows:

Revenues

Outstanding work as at the end of the working week:     
5,000

Broken down in to: 

Direct Debits 






1,800

New accounts 
(oldest 1 week old)



1,420

Correspondence (oldest 3 weeks old)



1,680

Unsorted post not yet logged on 



   100


Average new work received each week


4,000

Benefits 

Outstanding work as a the end of the working week 

2,050

Broken in to:

New claims 
(oldest 7 weeks old)



   312

Change of circumstances (oldest 4 weeks old)

 1438

Visits due / overdue 





   250

Unsorted post not yet logged on



     50

New work received each week on average


 1800



Switchboard handle approximately 600 calls a day in to the Council. The switchboard was not damaged in the fire, but the office is not usable for at least a week as the smoke damage to the room makes it unpleasant and it needs to air and be redecorated. 

Main Reception is likewise unusable due to smoke damage.  The replacing of the telephone and other equipment for main reception will take approximately one week once the area has been aired, redecorated and re-carpeted.    

The suite of six interview rooms have swing-shut fire doors and have avoided any major damage, although the PCs were removed by the thieves.  

You are charged along with the Head of Revenues and Benefits to manage the rebuilding of the division, and other services on the ground floor.  You need to devise a plan to deliver the services, manage the staff, customer and media requirements, and identify and deal with any subsequent problems that may arise.    The plan should include all activities and interim work solutions for the next two weeks minimum. You should be sure to include a statement of your current working position and how your contingency plans will fall into play.  Your recovery plan should be incorporated into a short report stating the current position and further recommendations for future contingency planning.
Case Study 1

Marks will be awarded under the following headings:

	
No
	
Area
	Marks available

	
	
	

	1
	Format.
	10

	2
	Setting out a series of practical steps required to obtain an ‘excellent’ rating from the Audit Commission.
	45

	3
	Setting out a series of practical pointers aimed at resolving the operational, political, managerial and partnership issues to enable the service to rise to the challenge of continuous improvement.
	45

	4
	Summary of key points relating to the Audit Commission’s consultation paper on CPA 2005.
	10

	5
	Integrated knowledge.
	20

	6
	Evaluation.
	20

	
	
	            

	
	Total
	150

	
	
	            


The following notes set out the content areas that the examiners will be expecting in each of the answers.  It is intended that these will not be exhaustive criteria and credit will be given for additional content where it was relevant and reasonable.

An understanding of what Comprehensive Performance Assessment (CPA) is all about. Knowledge and understanding of the role of the Audit Commission, how the CPA framework scores individual services and the analysis/reporting of results.

Legislation and Policy Background - relevant detail of legislative framework. Inspection programmes that offer strategic regulation for service improvement.

Knowledge and awareness of the ‘bigger picture’, eg role of the ODPM and the Local Services Inspectorate Programme.

Adequacy of explanations:

Guide to practical steps for achieving an ‘excellent’ rating (list not exhaustive).

· Setting up a customer services centre.

· Examples of customer focused initiatives.

· Opening times.

· Online and quick payment facilities.

· Better availability of information on amounts payable.

· New technological developments, e.g. DIP and Windows based PC’s.

· Staffing structure.

· Revised Service Improvement Plan.

· Achieving commitment of staff, management and members to Service Improvement Plan.

· Ensuring recommendations in previous reports are addressed.

Guide to practical pointers for achieving continuous service improvement (list not exhaustive) – include target dates
· Initiatives to improve customer access to the service.

· Develop clear standards for:

·  Telephone answering, waiting & correspondence response times.

· Customer satisfaction levels.

· Monitor performance against standards, plan and implement improvement actions.

· Improve tax collection rates.

· Ensure that any arrangements made between benefits and revenues are clearly understood by customers and fully documented.

· Ensure implementation of future initiatives does not adversely impact on service delivery, e.g. do costs v benefits analysis in advance.

· Develop more challenging targets for arrears collection.

· Understand reasons for debts and arrears via regular analysis and consultation with debtors;

· Develop targeted programme for recovery of arrears.

· Ensure all recovery action is appropriate before issuing documentation.

· Consult with wider business community and council taxpayers.

· Improve performance management.

· Regular summary and analysis of quantitative & qualitative performance standards & harmonisation of report formats.

· Plan for joint approach to best value by benefits and revenues divisions.

Comment on CPA 2005

· Strategic regulation.

· Timetabling of corporate assessments – rolling programme.

· ‘Use of resources’ assessment.

· Revisions to service assessments.

· Developing a ‘rule driven’ approach.

· Alignment of district council CPA from 2007 onwards.
Integrated knowledge - demonstration of knowledge acquired from other areas of the syllabus, eg Management, Public Sector Financial Management, Revenues Service Administration, Best Value.

Critically evaluate and integrate new concepts and evidence from a range of sources.
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		month		Monday		Tuesday		Wednesday		Thursday		Friday		total		>7 days		%

		april		124		80		60		72		96		432		180		41.70%

		may		95		82		58		46		99		380		105		27.60%
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		august		94		83		43		53		92		365		168		47.59%

		september		85		61		42		38		64		290		140		48.28%
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