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BEST VALUE 
-- 

This Circular sets the Best Value process in motion inviting Local Authorities to make submissions to the Secretary of 
State for Scotland by 27 September 1997 in order to gain further exemption from Compulsory Competitive Tendering 
(CCT) . 

My previous report to this Committee in June outlined the Government’s draft proposals in detail. This report 
summarises the content of Circular 22/97 (see Appendix 1) suggesting the framework and means by which authority 
could prepare its submission to the Secretary of State. 

Best Value is one of the processes by which the Government is encouraging a new relationship with Local Authorities 
based on self regulation . It comprises an audit based approach incorporating checklists of the values, processeses and 
procedures which the Government considers should be adopted by local authorities to ensure their overall management 
and functions achieve value for money together with an action plan for further improvement. 

Background 

In May 1997 the Scottish Secretary extended the current moratorium on Compulsory Competitive Tendering for a 
further year to allow for the rapid introduction of a manifesto commitment to introduce Best Value. A Task Force made 
up of officials from the Scottish Office, COSLA and the Accounts Commission was established to advise on the 
essential elements of Best Value. The Task Force Report is contained with the Circular in Appendix 1 

The Circular indicates that Best Value is a process with a 3 year timescale. Refinements will be made, and the process 
will evolve as the Task Group continues to work on the issues and processes that have yet to be tackled including 
competition, national standards as they relate to performance plans and appropriate enforcement procedures which the 
Government could use should authorities fail to fully and properly implement Best Value. 

The Programme for Best Value is as follows:- 

Stage 1 1997 Demonstrating Commitment - submission and subsequent approval of authorities’ assessments and plans 

Stage 2 1998 Demonstrating Progress - Reviewing progress on the authority’s Best Value Plan taking on board 
further guidance on particular matters provided by the Task Force 

Stage 3 1999 Achievement - Reviewing all activity and benefits , preparing performance plans and longer term 
planning taking place over a three year period. 

Demonstrating Commitment to Best Value 

The three year ’ongoing process’ starts with the fks t  stage, Demolistrating Coinitmerit - making application for 
extended exemption from CCT. Applications are invited from authorities which are willing to comply with the Best 
Value Regime and are in a position to begin the process. North Lanarkshire Council has already indicated its 
willingness to proceed in accordance with the Government’s requirements. 



The Council’s application requires to contain a Demonstration of Commitment to Best Value underpinned by a ‘self 
assessment’ by the authority containing :- 

1 a) Review of CCT processes and timescales verifying compliance with all previous 
legislation and guidelines 

The authority has complied in full with existing legislation and requirements 

b) Proposals to ensure Value For Money is obtained for 1988 Act Services which would otherwise have 
been subject to competition 

Fzirther work reqtiires to be undertaken to consider and evaluate appropriate processes but the preliminary M,ork 
in relation to Service Specification and a ccurate unit costings should be completed as an essential part ojthis 
exercise Both the Task Force Report (Appendix I paras 3: 10,18,20;21 and 22) and the repirement of the earlier 
Circular IU97 for  Best Value to include ‘a significant amount of competition, ( reported to the Policy and 
Resozirces Committee in June 1997) underlined the need for  some form of market testing, or similarproce;\s, a5 

part of the Best Value stibmission in order to ensure exemption j?om CCT. It may be sufficient to propose a rota 
based comparison with market norms and a procedure fo r  appropriate further action in relevant cases. 

2 Completing Accounts Commission Management Module 1 questionnaire - a self assessment process which will 
audit where the authority’s corporate management processes already meet the required criteria and any futher 
development proposed to ensure conformity, forming the basis of :- 

The Authority’s existing management and Budget procedures have recently been assessed by Price Waterhouse, the 
authority’s external auditors. Processes including the Corporate Plan, Service Planning and Budgetaiy Control 
were all given a ‘clean bill of health’ and only minor alterations were suggested in respect of the Social Work 
Service Plan. 

3 An Action Plan showing how and when proposals will be implemented. 

This will follow on from the outcome of the self-assessment audit 

4 Documentary evidence (an audit trail) to support the self assessment 

Documentary evidence can readily be compiled 

Considering the current processes and procedures which exist in North Lanarkshire Council, and the fact that they have 
recently been independently audited, it would appear that the authority is well placed to compile a submission to the 
Secretary of State in order to gain exemption from CCT. The formal decision taken by the Council following the last 
meeting of this Committee to put all Capital capital works out to tender from 1st July 1997 will be a further and 
positive demonstration of commitment to Best Value. 

The Key Principles and Essential Elements of Best Value 

Circular 22/97 and the Task Force report make reference to Best Value by outlining the principles and essential 
elements of the approach :- 



The Key Principles of Best Value 

The Key Principles which underpin Best value comprise :- 

Accountability 
Transparency 
Continuous Improvement 
Ownership 

The Essential Elements of Best Value 

The Essential Elements of Best Value comprise 

Sound Governance - customerlcitizen focus - working with the community and partner organisations 
- sound strategic, operational and financial management -.. 

Pei$orinance Measurement and Monitoring - the collection, analysis and dissemination of valid, relevant and timely 
information 

Continuous Improvement (competition and other tools) - the comparison of performance, over time, across and between 
services to measure and demonstrate Best Value 

- procedures to ensure continuous improvement with sanctions 
- a cost based approach based on inputs and outputs 
- using benchmarking by setting internal and external measures 
- using competition, sensibly applied, to verify value for money 
- generating and considering options and closely scrutinising the 

consequences and implications of large capital projects 
Long Term Planning and Budgeting- working to a three year horizon drawing planning and financial processes together 

Preparing the Submission 

Whilst Best Value appears to be rather audit driven and mechanistic, it could be configured to accord with the 
council’s current arrangements and support the achievement of the authority’s aspirations for its area and its people in 
the longer term. It is suggested that meeting the requirements of Government will require an approach which builds on 
the processes already in place within the authority and that, through time, conformity will be achieved across all 
departments. It is essential that the Council’s approach is a corporate and co-ordinated one and whilst there will be a 
significant role for all departments in achieving Best Value, it is imperative that a consistent approach is taken and a 
unified submission made . The Council’s first stage submission will require to meet the requirements set out in the 
Circular, namely that it :- 

- verifies the CCT position and proposes to sequentially ‘check’ value for money across the authority 
- undertakes an objective and transparent self audit of corporate management processes 
- provides backup evidence supporting the Audit’s conclusions, including the External auditors findings 
- outlines a detailed Best Value Action Plan which develops the current management arrangements, implements action 

to tackle the areas that require further attention. 

The Best Value Plan 

The Best Value Plan will be the primary process whereby the Council will demonstrate its commitment to Best Value 
and specify the means by which further guidance and requirements will be taken on board by the Council as they 
emerge from Government and the Accounts Commission . 

The Best Value Plan could propose:- 

a) making progress on aspects of Corporate Management and other matters which emerge from the Module 1 Audit as 
requiring further work and, 



b) undertaking Best Value Audits for each department, the findings from which will be 
implemented and incorporated and reviewed in Service Plans in future years. Departmental audits 
could be undertaken over the coming months in order to become operational during the 1998199 financial year 

This approach will ensure that the first annual review of Best Value in September 1998 will depict North Lanarkshire 
Council as fully engaged at both corporate and departmental levels on a continuous improvement process. rigorously 
monitored and producing results. 

Timescale and Procedure 

A Best Value submission is required by the Secretary of state for Scotland by the 27 September 1997. It is proposed 
that a submission be prepared by the Chief Executive along the lines proposed in this report for consideration and 
approval by the the Policy Planning and Performace Review Sub-Committee at its meeting on the25th of September. 

RECOMMENDATION 

It is recommended that the Committee :- 
i) agree a Best Value submission be prepared by the Chief Executive as outlined in this report and 

ii) that powers be granted to the Policy Planning and Performance Review sub-Committee to approve the 
submission prior to the 27 September deadline. 

Local Government Access to Information Act 
For further information on this report please contact Ales  Gardiner, Policy Planning Manager on extension 223 1 
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25 July 1997 

Dear Chief Executive 

BEST VALUE \ 

1.  
\. \ 

This Circular deals with the development of Best Value to replace CCT. It 

provides a copy of the report of the joint Scottish Office/COSLA Task Force 
on the essential elements of Best Value, as submitted to the Secretary of State 
and the Convention at their formal meeting on 4 July; 

- records the main conclusions of that meeting; 

- indicates how authorities will be able to apply for further exemptions from 
CCT when the current moratorium ends and what information will be required 
in these applications. 

In addition it provides: 

a copy of the 12 Principles of Best Value developed by the Department of 
Environment, Transport and the Regions. 

“Essential Elements” of Best Value 

2. A copy of the Task Force report is attached. The Secretary of State and COSLA both 
recorded their appreciation to the members of the Task Force for the excellent work swiftly 

JWT04468 1 CO 88 Recyded 



done. They agreed the approach recommended in the report, subject to the comments set out 
below. They also endorsed the implementation plan set out in section 4 of the report. 

3. 
to be undertaken, and which can now be taken forward by the Task Force and others. 

The Secretary of State set out 3 areas where he thought that further work would need 

competition will be a vital element of Best Value and further clarity will be 
needed on how it may best be used; 

- councils’ performance plans will have to beable to take into actount national 
standards and guidance where relevant; 

appropriate enforcement procedures and sanctions will have to be in place over 
the longer term before CCT can be abolished through primary legislation. 

4. COSLA, for their part, emphasised that Best Value requires that everyone in the 
council and its community with an interest or stake should feel some degree of involvement. 
Elected members and senior officials must be jointly committed to making Best Value work 
and ensuring, through effective communication and employee development that all 
employees share a sense of ownership and have the skills and techniques required to deliver 
Best Value. Best Value also requires healthy local democracy and arrangements in place 
which allow participation by each group or individual in shaping policies and services to the 
appropriate degree. 

5. COSLA also highlighted the need for long term improvements in quality, drawing on 
the number of techniques of quality management, on which some Scottish councils may 
already be working. These will include the assessment model of the European Foundation for 
Quality Management, the Investors in People initiative, and a number of others. 

Continued Exemption from CCT 

6. As the Secretary of State set out in his announcement of 27 May, authorities who can 
demonstrate a significant degree of commitment to Best Value and compliance with the 
essential elements of the regime will be able to apply for extended exemption from CCT 
when the current moratorium ends. Those who do not apply, or who do not demonstrate 
commitment and compliance will continue to be subject to CCT. In particular. SODD 
Circular 16/97, issued on 6 June. indicated that authorities who had not dealt responsibly with 
tendering processes currently underway, or which should have been underway at the time to 
meet the requirements of the previous CCT timetable, would not receive further exemption 
from CCT. 

7 .  Now that the Task Force report is available, councils are invited to study it. and the 
systems and processes which are likely to comprise the essential elements of a Best Value 
regime in the long term. They should consider carefully whether they are now ready to 
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commit to make significant progress towards this regime on the kind of timetable set out in 
the report, or whether this requires further consideration. Councils who are ready to make 
such a commitment may then apply for exemption on an individual basis from Compulsory 
Competitive Tendering. Such applications will require 4 key elements: 

- as already indicated, councils should have completed, (or be completing) the 
CCT tendering processes underway, and information in this respect should 
have been submitted to The Scottish Office by 19 June. The applications 
should review this information, and where necessary indicate in respect of 
those tendering processes the extent to which practice has dive'kged from the 
strict application of CCT procedures. Councils should also indicate what 
effect, if any, the ending of the present moratorium for CCT under the Local 
Government, Planning and Land Act 1980 would have on their services. given 
the decisions taken on current tendering rounds. Councils should also indicate 
how they propose to demonstrate that value for money has been obtained in 
respect of those 1988 Act services which, were it not for the present 
moratorium and the continued exemption sought, would have been subject to 
CCT; 

councils should also complete the self-assessment questionnaire in the 
Accounts Commission Management Module-1 , and offer a realistic judgement 
of the extent to which all the major services the council presently provides 
meet the criteria specified in that module. Where coverage of services is 
limited, the application should show how the council plans to ensure all major 
services are covered. This module includes a range of sound governance 
issues which are an essential pre-condition to the delivery of Best Value. 
These preconditions involve setting corporate objectives, e.g. on efficiency 
and areas for improvement, and implementing systems to measure 
performance against these objectives. The Management Module also assesses 
performance against a number of the other essential elements of Best Value set 
out in the Task Force report. Councils are invited to make a realistic 
assessment of the extent to which they meet these. For example, councils 
should indicate how performance will be reviewed and the proportion of 
council services reported upon. 

To the extent that councils do not meet the essential elements. or have the 
necessary systems in place, they should provide a plan to upgrade systems and 
processes to comply with all of the essential elements of Best Value. The plan 
should be broadly consistent with the implementation plan in the Task Force 
report, and should set out firm targets (against current performance and 
baselines) and timescales for the councils' actions: 

the application should also include a list of documentary evidence which can 
be provided to support the self-assessment, in particular where it indicates that 
the council already meets the essential elements of Best Value. 
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8. Any council which has not yet submitted information on the tendering process should 
do so as soon as possible. The self-assessment and additional evidence should be submitted 
to the Secretary of State by 27 September. These submissions will inform the Secretary of 
State's decisions on whether councils will earn further exemption from CCT. though further 
information may be sought from councils. It has been agreed that a consultative meeting 
between the Scottish Office, COSLA and the Accounts Commission will inform the decision 
made by the Secretary of State. 

9. The Best Value Task Force will take fonvard the development of Best Value, 
including the comments made by the Secretary of State and COSLA outlined at paragraphs 3 
and 4 above, during the Summer. The Task Force will also conduct a series of workshops to 
provide further advice and guidance to councils. The location and timetable of these 
workshops will be announced shortly. 

9. Any enquiries on this material should be addressed to: David Palmer, Local Government 
Division, The Scottish Office Development Department, Area 3-H, Victoria Quay, 
Edinburgh, EH6 6QQ, telephone number 013 1 244 7056, fax number 013 1 244 7058. 

Yours faithfully 

J D GALLAGHER 
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BEST VALUE TASK FORCE: REPORT TO SECRETARY OF STATE AND COSLA 

Summarv 

1.  The Task Force was established by the Secretary of State and COSLA to develop a 
Best Value approach in local government, and in particular to identify the essential elements. 
The Task Force comprised officials of The Scottish Office, COSLA and the Accounts 
Commission. The Task Force therefore embodies the partnership approach agreed by the 
Secretary of State and COSLA. 

2. The report recognises that significant elements of Best Value are already being 
developed by local government and the Accounts Commission. It seeks to build on 
established and emerging arrangements and processes. -For example, it recognises that 
Scottish councils already have a statutory duty to seek value for money in all their activities. 
and that audit procedures exist to monitor their performance in this respect. It also recognises 
that those services which have been subjected to CCT are, to a large degree, already well 
down the road of developing Best Value approaches. An essential aim of the report is to 
ensure that the positive elements of the CCT regime are retained and reinforced under Best 
Value and extended to other services. 

3. The report comprises 3 main sections. The first outlines current thinking about Best 
Value, emphasising that it is about attitudes towards management in local government and 
the establishment of arrangements and processes rather than any specific model or technique. 
Best Value is also about continuous improvement, learning and applying best practice from 
other councils and other agencies to improve quality and value for money. The report 
highlights a range of techniques and processes which councils should have in place to 
demonstrate Best Value. Best Value should be delivered through a system of performance 
planning linked to 3 year budgets to enable councils to establish their own baselines, set 
meaningful and realistic targets, and produce auditable reports on performance. 

4. The report sets out 4 essential elements of Best Value: Sound Governance, 
Performance Measurement and Monitoring, Continuous Improvement, and Long Term 
Planning and Budgeting. The report sets out key issues in each element and suggests criteria 
and indicators to allow the Secretary of State, and others, to judge the extent to which local 
authorities are committed to Best Value. 

5 .  
Millennium. In simple terms this can be summarised into 3 stages: 

The report sets out an Implementation Plan for councils to achieve Best Value by the 

5.1 demonstrating commitment: in the Autumn of 1997, councils will be required 
to demonstrate that they have completed the CCT tendering processes as set out in 
SODD Circular 16/97. They will also provide self-assessments of the extent to which 
they can, or will soon be able to comply with Best Value (largely based on the 
Accounts Commission Management Module already available). Local government 
corporately, through COSLA, has already demonstrated its commitment both to 
developing the concept of Best Value and making it work. It will now be for councils 
to demonstrate their individual commitment to the satisfaction of the Secretary of 
State; 
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5.2 demonstrating progress: the report recommends that the Task Force should be 
enhanced and continue its work in developing Best Value. In the Autumn of 1998 
councils will have to demonstrate satisfactory progress against their 1997 
implementation plan and in terms of the further management modules the Accounts 
Commission will introduce. The Task Force would expect to refine both the concept 
of, and criteria for judging compliance with Best Value in the light of exchanges with 
councils; 

5.3 achievement: by the end of 1999, the Task Force believe it should be possible for 
all councils in Scotland to demonstrate compliance with Best Value through the 
introduction of meaningful performance planning linked to longer term 3 year 
budgeting. Consideration will have to be given to the extent to wh;;ch Best Value 
needs to be enshrined in legislation. 

6. The Task Force has focused on the 32 councils in Scotland. The Task Force believes 
Best Value should apply to local authority joint boards, such as police and fire and invites the 
Secretary of State to consider the extent to which its work should be extended further, or be 
integrated with similar approaches in other parts of the public sector. 

7.  The paper has been produced in very short time and, for that reason, represents a first 
step in the development of Best Value. The Task Force believes that a great deal of goodwill 
exists within local government towards this concept and, in many respects, many of the 
techniques and ideas are already being developed or even implemented. The Secretary of 
State and COSLA have set a challenging task in seeking to develop and implement Best 
Value within a 3 year timescale. The Task Force believes it is achievable if the partnership 
approach which has been established through the Task Force can be reinforced and 
developed. 
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BEST VALUE IN LOCAL GOVERNMENT 

SECTION 1. INTRODUCTION 

1.1 This report has been prepared by the joint Task Force set up by the Secretary of State 
for Scotland and the Convention of Scottish Local Authorities as announced on 27 May. The 
background, remit and membershp of the Task Force are set out in Annexes A - C. 

1.2 Our main tasks have been to set out the key elements of a 'Best Value' approach to 
managing and delivering services in local government, and outline criteria against w h c h  
councils can carry out self-assessment which can be validated externally in terms of their 
ability to demonstrate Best Value and improve performanca In commissionin2the study, the 
Secretary of State and COSLA recognised the need for a more comprehensive and rigorous 
approach to assessing performance in local government. The key aim is to allow authorities 
to demonstrate that they are performing well across all their services by achieving the best 
possible value for taxpayers. The importance of such an approach is all the more vital at a 
time when public expenditure is under ever more rigorous scrutiny and pressure. 

1.3 This report should be viewed as a first step towards the development of Best Value. It 
has been prepared in a very short, intensive period. It therefore focuses on current 
understanding and key elements of the emerging concept of Best Value. We recognise that. 
to varying degrees, councils are developing many of the key elements of Best Value, 
particularly in those services where CCT has applied. We are also conscious that Scottish 
councils (unlike England and Wales) are already under a statutory duty to demonstrate value 
for money. Moreover, the Accounts Commission audits councils' performance and has made 
significant progress in promoting performance indicators and frameworks for assessing 
councils' approaches to management. This report seeks to build on these foundations. 

1.4 We are mindful of the mixed experience and inheritance of CCT and have sought to 
identify and retain the benefits of CCT while removing or at least minimising its 
disadvantages. In general terms, CCT engendered or accelerated a shift towards a more 
management orientated approach to council services. The process of gradual evolution of 
past practice was replaced with a prescriptive regime which required 4 fundamental elements: 
service specification: a contractual basis for service provision, an emphasis on financial 
control and a purchaser provider split. In a phrase, the emphasis was on running services in a 
business-like fashion. 

1.5 The disciplines of clearly specifying services: monitoring performance and keeping 
sound control of payments and costs were positive outcomes of CCT and should be retained 
under Best Value. Indeed Best Value should seek to spread these practices throughout all 
council work. However, the rigidity of tendering and the loss of local flexibility were not 
attractive features of CCT. The divisiveness and duplication which often accompanied CCT 
are also features which Best Value hopes to eliminate, by developing a more corporate, more 
comprehensive and fairer approach to council services. Best Value does not signal a return to 
the past. Rather it seeks to build on past experience in a positive and rigorous fashion to 
ensure that citizens receive the very best from the resources available to councils. 
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1.6 We would emphasise the importance of extending participation and co-operation in 
the next stage of development to extend ownership of Best Value. Of necessity, we have 
presented our views at a level of generality because there has been insufficient time to work 
through the detail of Best Value. We also recognise that the role of councils is not limited to 
providing services; they have a community leadership role as the only democratically elected 
local body. This raises complexities and sensitivities which will have to be addressed at a 
later stage. 

1.7 We have set out an implementation plan to enable Best Value to be developed and 
applied throughout local government in Scotland. Despite the constraints and limitations of 
our work thus far, we would highlight the genuinely positive approach of all the parties 
involved and the willingness to develop a rigorous and meaningful Best Valuedegime. We 
believe that local government is already working towards the-essential elements of such an 
approach. A key purpose in the next stage of development must therefore be to reinforce 
existing trends, encourage more exchange of ideas and best practice and stimulate new ideas 
and innovation. 
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SECTION 2. BEST VALUE 

What is Best Value? 

2.1 The Government’s Manifesto included a commitment to develop a ‘Best Value’ 
approach in local government. It is fair to say that value is a relative term: what is valued by 
one person may have little or no worth to another. However, in the context of council 
services, value is a concept which is capable of analysis and expression (if not definition) and 
this report is the first step on that journey. Councils will need to produce meaningful and 
robust information to allow those who benefit from and pay for council services to judge 
performance. As Best Value develops, the concept will gain an ever sharper profile, 
supported by systems and audit techniques which assess cost, quality,-Ytandards and 
performance measures. 

2.2 Best Value is perhaps best summed up as a process rather than a product. It is 
descriptive rather than prescriptive. CCT was largely founded on “one best way”, namely 
least cost, a universally and instantly applicable answer. Cost counts but so does quality and 
we recognise that councils must find optimum solutions to their own particular circumstances 
under Best Value. Councils will require to take stock of their present ways of working and to 
map out a path of change. This may require new approaches to gathering data, to 
management structures, and other fundamental systems. Best Value is a search for 
continuous improvement and puts the responsibility for achievement on to councils, but gives 
them scope to tailor their planning and management in light of their local conditions. Our 
implementation programme which forms the final section of this report, reco+enises this 
reality. 

2.3 Best Value should be a process of change and of progress. It does not provide an 
opportunity to revert to past practice which fails to meet the criteria nor is it focused solely on 
those services previously caught by CCT. It is an approach that covers all services. Best 
Value promotes changes in attitude, culture and management style within councils. A 
commitment to Best Value will require councils constantly to reflect on what they are doing , 
to measure their successes and short-comings, and to take action to improve. Sound planning 
cannot be undertaken in a short time-scale and Best Value will promote a three-year rolling 
programme. where genuine strategic thinking and financial planning will help to eradicate ad 
hoc decision making and action. 

2.4 In t h s  report, we offer Best Value as a challenge to Scotland’s councils. It is not an 
easy option. It does not remove the pressure to deliver nor to apply competition. On the 
contrary, Best Value will call upon the skills: talent and commitment within councils to 
extend best practice into all areas of council worhng. In some cases. councils will have to 
acquire and develop new skills and techniques. We are confident that Scottish councils are 
ready for the change and will meet the challenge with the same degree of success as has been 
amply demonstrated in the past. 

Key Principles of Best Value 

2.5 There is a need to establish some agreed principles to underpin Best Value, if only to 
aLVoid the danger that each and every action or technique will be proposed as an essential or 
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integral part of the approach. We suggest the following principles are critical and provide a 
basis on which to judge the relevance of any proposal. 

Accountability 

2.6 Accountability means being held to account and giving an account. It operates at 
various levels. Elected members are accountable through the ballot box for the values, goals 
and performance of the council. Council officers are accountable to elected members for their 
performance in delivering members’ objectives and account to the wider community for the 
council‘s performance. Both are accountable to a number of other groups of stakeholders. 
including: clients/customers; the Secretary of State and Parliament. 

2.7 Accountability requires simple and robust information across the full range of local 
government services to demonstrate performance. Accountability also requires that 
customers have an opportunity to have an input into decisions about services. Where services 
are more customer-focused and accessible, there will be more opportunity both to contribute 
to and influence decisions. 

-- 

Transparency 

2.8 Council decisions should be open and transparent. The Committee on Standards in 
Public life stated “Holders of public office should be as open as possible about the decisions 
and actions that they take. They should give reasons for their decisions and restrict 
information only when the wider public interest clearly demands.” COSLA’s Code of 
Openness in Local Government sets out some examples of this in the form of ”5 Principles of 
Openness”. 

An open council will: 

be open about the decisions it takes and the reasons for them; 

encourage members of the public to become involved in influencing the councils 
decision making; 

make contact with the council easy for members of the public in gaining access to 
both its services and its decision making processes: 

tell members of the public what rights of access they have to council information; and 

have an effective complaints procedure for members of the public to use when things 
go RTong. 

These principles have equal relevance for Best Value 

Continuous Improvement: A Planning Framework 

2.9 
planning for continuous improvement: 

There are 5 essential questions about each service which councils need to address in 
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what are we seeking to achieve? 

why are we doing it? 

how are we doing it? 

0 are we achieving our goals? and 

can we get better? 

Best Value requires councils to show that they are addressing these questionssegularly and 
are acting on the conclusions reached. 

2.10 In demonstrating Best Value, councils Will have to be able to produce valid and 
reliable measures of their work and its cost detailed to an appropriate level. These measures 
must be amenable to examination and audit, and assess quality as well as cost. The search for 
Best Value through continuous improvement equally allows councils to demonstrate sound 
stewardship of public funds to their electorate, to whom they are ultimately accountable 
through the democratic process. 

Ownership 

2.1 1 Best Value requires that everyone with an interest or stake should feel some degree of 
involvement. In a word, ‘ownership’ both within the council and in the council‘s relationship 
with its community. The elected members and senior officials are at the core of council 
activities and decision making. They must be jointly committed to making Best Value work 
and applying it throughout the council. 

2.12 Best Value also embraces the relationshp between the council and its electorate. It 
requires healthy local democracy and effective use of resources. It requires arrangements and 
processes whch  allow participation by each group or individual to the appropriate degree. 
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3 ESSENTIAL ELEMENTS OF BEST VALUE 

3.1 Ths  section sets out what we see as the essential elements of a Best Value system 

8 Sound Governance 
8 Performance Measurement and Monitoring 

Continuous Improvement: Competition and Other Tools 
Long Term Planning and Budgeting 

8 

8 

3.2 The concept and context of Best Value will develop over time in the light of 
experience and developments in practice. This section summarises each element and su,, Ooests 
ways in which they can be used to assess the extent to which councils already, or can within a 
set time period comply with Best Value. 

Sound Governance 

3.3 There are 4 elements to sound governance. These are 

0 customer / citizen focus 
8 sound strategic management 
8 sound operational management 
8 sound financial management 

Czwtomer/Citizen Focus 

01 3.4 Elected members set overall values and direction for the ncil which determine 
priorities for spending and the services that will be provided. But increasingly citizens and 
partner organisations are seeking and should be given a role in reachng those decisions. By 
ensuring an appropriate degree of participation a council can be sure that it is addressing the 
real needs of its people and effectively influencing the work of partner bodies whilst not 
duplicating their efforts. At the detailed level of how services are provided, within available 
resources, managers and staff must understand and respond to customer needs and priorities. 

3.5 A customer/citizen focus requires a range of approaches to involve people effectively 
in shaping policies and services. Involvement may be as an individual. as customers/potential 
customers: as part of an interest group, or as a member of a locality. Councils will need to 
show that they are developing effective means to encourage involvement and that the results 
are evident in the way it carries out its business. 

Sound Strategic Management 

3.6 Sound strategic management requires councils to set their values. aims and objectives 
to direct their activities over a realistic period. There must be robust systems to communicate 
them to officials, and monitor the extent to which they are being acheved. what impact they 
are having. and whether any corrective action is needed. Strategic management requires a 
rezular cycle which links strategic aims, operational objectives, and resource decisions. 
Councils may also wish to consider whether it would be sensible to embody strategic 
management process in some formal guidance. 



3.7 Any council assessing the extent to which it has an appropriate strategic management 
process should have regard to the Accounts Commission Management Module 1 w h c h  
covers such issues as: 

is there a meaningful strategy? 

is there a means to implement the strategy? 

is there a process to achieve consistency between the overall aims and budgets 
of the council and the individual service aims and budgets? 

-* 
a is there a monitoringiinformation system in plaee? 

Sound Operational Management 

3.8 Sound operational management requires systems and processes to ensure that action 
takes place to achieve the strategic aims. It also requires budgetary and financial controls to 
ensure that financial disciplines are observed while achieving these aims. 

3.9 Any council assessing the extent to which it secures sound operational management 
should have regard to the Accounts Commission Management Module 1 which covers such 
issues as: 

a do services have a plan, and are there processes in place to review it in the 
context of the overallkorporate plan? 

is there a monitoring and information system in place? 

is there a performance report (at council and service level) setting out Lvhat has 
and has not been achieved, and any corrective action? 

is the service planning cycle set out in the council’s managemenr procedures? 

Sound FinanciaI Management 

3.10 Sound financial management concerns the financial and b u d g e t q  controls which are 
in place within a council to ensure that resources are properly controlled and accounted for. 
A system of activity based costing is an essential tool for sound financial management and 
continuous improvement. The introduction of CCT highlighted the need to identify the real 
costs of providing services. New procedures were required to provide the comprehensive 
information on the costs of delivering services which CCT demands. These accounting 
systems also provided fuller and more useful information on cost structures (labour. 
materials, overheads) and led to new management information systems being introduced. 

3.1 1 Best Value should extend the sound financial and management controls whlch have 
evolved under CCT into all aspects of all services so that a business and performance culture 
becomes the norm. Financial performance indicators, based on appropriate measures (unit 
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costs, cost structures, benchmarking, internal cost trends etc) will be an important tool for 
demonstrating Best Value: in this dimension of performance appraisal, true accountability 
depends on the right accounting practices. 

3.12 
should have regard to the following questions: 

Any council assessing the extent to w h c h  it secures sound financial management 

0 are there are proper procedures for managing budgets? 

a are there are appropriate financial controls and checks in the system? 

0 is there a reliable financial data base, eg is cost mformation collected -c regularly 
at the appropriate level for each service or activity? 

Performance Measurement and Monitoring 

3.13 Performance information is a key element for planning, resource control, and 
performance revie\\;. The right information must be available to the right person at the right 
time and in the right format. The information must be valid, reliable and timely. 
Performance information is an essential element of best value; if strategic and operational 
plans set the framework for best value, then performance information is the life-blood of the 
system. 

3.14 
relevant for each stakeholder’s legitimate interest, and is presented in a suitable form. 

Councils must ensure that they are developing performance information that is 

3.1 5 Councils already collect and publish a significant volume of performance information 
for a variety of purposes, often nationally determined. But the current efforts are not well co- 
ordinated and often relate to specific services or policies. There is therefore a need to co- 
ordinate the collection of performance information both within and across councils to ensure 
that relevant and meaningful information is collected to inform judgements about Best Value. 

Continuous Improvement: Competition and Other Tools 

3.16 Continuous improvement requires councils to have a systematic approach, using a 
range of procedures and analytical techniques, together with arrangements for implementing 
improvements. This includes standards and yardsticks against whch  to compare 
performance. The nature and content of these will vary with the service or function. 
Councils need to compare performance, over time, across services. and between services, to 
demonstrate Best Value. 

3.17 An important element of Best Value is an established, transparent procedure to 
generate and use comparative performance information and to take action where there is room 
for improvement. Such a procedure ought to set time limits within which satisfactory 
performance should be achieved, and clear sanctions or remedial measures if they are not met 
including testing in open competition where appropriate. 
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Costing 

3.18 To develop a true and open system of frnancial accountability, Best Value requires 
that Councils measure and manage not only the cost of delivering services, but also the cost 
of commissioning services (eg tender costs and preparation of specifications), an element of 
public expenditure which has not always been given due regard under CCT. Councils should 
be able to demonstrate that the way they are providing their services yields value for money. 
Moving to a more comprehensive financial overview implies that Councils should not 
abandon the preparatory work undertaken in anticipation of white-collar CCT. Indeed, a 
business approach with a focus on inputs and outputs, supported by a useable financial 
management system should be the norm for all areas of activity. Where one service relies 
upon the support of another service, then internal suppliers should also co$orm to Best 
Value. 

Benchmarking 

3.19 Benchmarking offers a very useful tool for assessing comparative performance, 
including cost. It offers a valuable way for councils to demonstrate that their services are 
cost efficient nithout incurring the restrictions, difficulties and expenditure which CCT 
entails. There are a range of yardsticks against which councils might wish to benchmark. 
These include market testing and standards established through data-bases. A number of 
databases exist to allow external benchmarking. The development of comparators for the full 
range of services will be an important task for the future. Internal benchmarking may also be 
useful to identifi and disseminate good practice. 

Competition 

3.20 Competition, sensibly applied, is a vital element of Best Value. We have highlighted 
elsewhere in this report the benefits that councils have gained from CCT and recommended 
that the lessons and procedures should be refined and extended to all areas of council activity. 
In effect we propose that councils should apply and extend these competitive disciplines. 

3.21 We would expect councils to adapt the CCT regime to produce a more flexible. less 
bureaucratic approach to tendering appropriate to their circumstances. We have described 
Best Value as a descriptive rather than a prescriptive regime. The place of competitive 
tendering within Best Value is for councils to consider. Where councils discover that their 
services fail to achieve satisfactory performance, then continuous improvement requires that 
they take action. For many councils. this will require some investigation to identify the 
reason for the discrepancy, and appropriate action to close the gap. Where the gap cannot be 
closed within an acceptable time period. then councils may wish to consider competitive 
tendering of all or part of those activities. Such an option, under Best Value. should itself be 
able to demonstrate that the costs of tendering will be more than justified by the savings to be 
derived. all within acceptable quality and service standards. Where externalised services 
have delivered better value for money then councils will require to demonstrate additional 
VFM if they seek to bring these services back in-house. 

3.22 Councils should also have regard to the principles and practices described elsewhere 
in this report. In particular, they should ensure that any competitive tendering is conducted 
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with absolute propriety, and treats all prospective bidders equally. The purpose of any 
competition is to secure Best Value, and councils should establish procedures to achieve that 
aim. 

Option Appraisal 

3.23 A systematic approach to option appraisal particularly for large capital schemes and 
for projects with significant and continuing revenue implications is an additional important 
tool. Best value requires that large items of expenditure are subject to rigorous scrutiny. 
Advice on techniques of option appraisal is available from a variety of sources, including HM 
Treasury “Economic Appraisal in Central Government: A Technical Guide for Government 
Departments’,. -- 

Three Year Budgeting 

3.24 Three year budgeting involves the creation of meaningful budgets over 3 forward 
years. To be meaningful, the budgets must be developed in tandem with the objectives and 
targets which the council has set for itself, and the budgeting exercise must allocate resources 
which service delivery managers can believe with some confidence that they will have access 
to in the forward years. There are a number of key features which any robust 3 year budgeting 
framework will require. These are: 

0 a mechanism or system which produces budgets over 3 years which are 
meaningful at the level of service delivery; 

0 a planning mechanism which generates objectives and targets for the 3 forward 
years; 

a process which draws the financial and planning processes together and 
ensures consistency between them; 

0 a mechanism which delivers a firm indication to councils of the level of 
funding available in the forward years; and 

0 a process which allows the outturn expenditures and outputs delivered to be 
measured against budgeted expenditures and targets. 

3.25 
system should have regard to the following questions: 

Any council assessing the extent to which it has developed an acceptable budget 

0 are budgets set for 3 years? 

0 is there an identifiable process which draws budgets and planning together? 

is the planning total realistic?; ie consistent with public expenditure plans 

. are the service budgets consistent with the overall total and the service plans? 
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4. IMPLEMENTATION 

4.1 The introductory section emphasised that this report is but a first step in developing 
Best Value. We have only had time to present an overview and raise key issues and 
questions. There is a major task to be done to meet the challenge. We suggest that the 
implementation of Best Value can best be considered as encompassing 3 broad stages: 
Commitment, Progress, and Achievement. We attach as Annex D an implementation 
timetable which outlines these 3 stages in decreasing level of detail. 

Commitment: The First Stage 

4.2 The first stage involves councils demonstrating cominitment to the polic? and process 
of developing Best Value in local government. The Secretary of State and COSLA have 
agreed the joint approach (Annex A), including the need for councils to satisfy the Secretary 
of State that they are committed to and working towards achieving Best Value. The Secretary 
of State has indicated that he will assess councils' degree of commitment in the Autumn of 
this year. Local 
c government has already shown its collective willingness to develop Best Value through 
COSLA and its participation in this Task Force. Nonetheless, Best Value will only be 
effective if every council complies fully. 

Where he is not satisfied, he will reintroduce CCT for that council. 

4.3 In the light of this report, and any comments which the Secretary of State and COSLA 
may have on it, we suggest that the Secretary of State should invite councils to make 
submissions to him by Friday 26 September covering 3 main aspects: 

- confirmation that the council has completed the CCT tendering processes in 
accordance with para 2 of SODD Circular 16/1997; 

an assessment of the council's ability to operate Best Value incorporating the 
self-assessment questionnaire in the Accounts Commission's Management 
Module 1; where the council is currently unable to operate Best Value 
systems and processes, it should provide a plan to upgrade systems and 
processes to enable it to comply with Best Value criteria; 

- a sunmary of documentary evidence to support any claims that Best Value 
systems are already in operation. 

4.4 Scottish Ofice Development Department Circular 16/1997 asked local authorities to 
inform The Scottish Office of 1980 and 1988 Act CCT contracts where they had issued 
invitations to tender and the result of those tendering exercises. It  is essential to submit this 
information to demonstrate that the council has had regard to Best Value considerations. 

3.5 The self-assessment form and action plans contained in the Accounts Commission 
blanagement Module 1 provides a basis to assess councils' current compliance with the 
essential elements of Best Value. We suggest councils should submit the completed form 
Lvith such other explanations or commentay they consider relevant. 
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4.6 We do not expect that all councils will immediately be able to comply with every 
aspect of Best Value. and councils should therefore also submit a plan showing how they 
intend to make progress towards achieving Best Value. The essential elements in Section 3 
set out the broad processes required by Best Value; the completion of the self-assessment 
questionnaire in Management Module 1 will set out where the council currently is; and the 
compliance plan should set out the council’s chosen path fiom where it currently is to what it 
believes represents Best Value. The compliance plan should set out objectives and targets 
using the SMART criteria, ie Specific, Measurable, Action-oriented, Realistic and Timed. so 
that future progress against the compliance plan can be readily measured. It will also set the 
baseline for progress and future assessment. 

4.7 The final element is a summary of documentary evidence to support th’e Management 
Module 1 self-assessment, and to demonstrate elements of B a t  Value that the councils may 
consider they already have in place. 

4.8 The Secretary of State has indicated that he would wish to have independent advice in 
reaching a view on the extent to which councils are demonstrating the required de, oree of 
commitment. We would invite the Secretary of State and COSLA to agree to further 
discussions on the most appropriate way of providing that advice, having regard to the 
statutory position of the Accounts Commission. 

Further Role of Task Force 

4.9 We suggest that the Task Force should be retained beyond the first stage and invited 
to continue the development of Best Value. We would also suggest that the new remit should 
include: 

4.9.1 providing advice to councils on the essential elements and the submission to 
the Secretary of State; 

4.9.2 continuing the development of the concepts, principles and practices of Best 
Value to produce guidance; 

1.9.3 developing recommendations for the longer term arrangements and processes 
to ensure Best Value is delivered by councils. 

4.10 Paragraph 4.9.2 and 4.9.3 envisage the Task Force worhng with councils and other 
agencies to develop further the concepts of Best Value. In particular. the Task Force has yet 
to address in any depth critical issues such as the nature and timing of performance planning: 
relationship tvith national standards/guidelines; links to public expenditure planning sysrems; 
and integration with other council planning systems. In addition, the Accounts Commission 
\vi11 produce hrther management modules which will provide guidance to councils and 
auditors in a number of areas of vital importance to the development of Best Value. 

4.1 1 The Task Force believes it will be essential to consider these issues in some depth and 
take advice from relr\mt agencies in developing criteria to assess progress in the second year 
of the implementation plan. The Task Force might be enhanced by co-opting some additional 
members. This would add further experience and knowledge. and maintain a manageable 
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team. To manage the workload we envisage the Task Force could adopt a co-ordinating role. 
linking with relevant networks and agencies. 

Progress and Achievement: The Longer Term 

4.12 A critical element in assessing progress will be the baselines and compliance plan 
provided by the first submissions from councils in Autumn 1997. We envisage a further 
round of self-assessment in Autumn 1998 to evaluate how far councils have implemented 
their compliance plan and what remains to be done. At this stage we envisage most councils 
will require a further compliance plan which will outline the full implementation of Best 
Value by Autumn 1999. 

4.13 The ultimate aim must be a self-assessing system, including external validation where 
every council is demonstrably following and continuously improving Best Value. Best Value 
means constant change and adjustments to improve. In the longer run, therefore, the Task 
Force would wish to reflect on the appropriate procedures and monitoring systems relevant to 
ensuring that councils continue to apply Best Value. 

-< 

4.14 In the final stage, councils will have demonstrated that they are both complying with 
the regime and committed to the continuous improvement which is an underlying principle of 
it. At that stage, it will be possible to consider, in consultation with COSLA, to what extent 
Best Value requires legislation. 
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27 iMayI06 14/97 

DONALD D E W m  PURSUES BEST VALUE 

IN LOCAL GOVERNMENT 

The Rt Hon Donald Dewar IvP, Secretary of State for Scotlanit 

today announced plans to develop a new system to achieve best value 

in local government. 

Following consrmctive meetings with COSLA and leaders of 

all Scottish councils, the Secretary of State confirmed that he Rill 

extend the current moratorium on Compulsory Competitive Tendering 

(CCT) to allow a joint txsk force to develop a new sys~em to achie7l.e 

best value in Local Government 4ervices. 

The Secretary of State said: 

“I have reviewed the best way of fulfilling our bfanifesto 

commitment that ‘councils should not be forced to put their services 

out to tender, but will be required to obtain best value’. I have been 

conscious of the need to relieve the pressures on local authorities, 

especially caused by reorganisation. Equally, I recognise that 

competition sensibly used can bring benefits in terms of improved 

practices and economies in delivery of local services. I am anvious to 

rexiin these benefits while developing a berter approach. 

News Release F. -- e~ Recyc!ed 



“I have therefore discussed these issues with the Office Bearers 

of COSLA and leaders of all Scottish Councils and I am pleased to be 

able to announce that we have agreed on a way forrvard w h c h  will 

retain the essential elements of Competition to achieve economy where 

appropriate, and enable us to relay the buresucracy and compulsion of 

the present CCT regime. This gives us time to develop jointly an 

alternative, comprehensive system to achieve best value. I am 

announcing this today because of the pressures facing local authorities 

in the current round of bidding. I will formally advise Parliament 

immediately afier the Whit Recess.” 

The main elements of the agreed approach are set out in the 

Notes for Editors. 

hfr Dewar continued: 

”I very much welcome the co-operation of COSLA in deve!oping our 

policy of achieving best value in the delivery of public services. LVe 

have set a challenging timeabie to deveiop and implement a nen’ . 

approach that will give people sound and reliable information on \s;hic:li 

to judge the degree to which councils are achieving bes; value. 

“Competition will remain as one of several tools through whch  

local authorities will deliver best value. 



';We have agreed to esablish a task force of ofilcids friorn Tns 

Scottish Offke, COSLA and the Accounts Commission to develop 3 

best value system. The Task Force will report to our formal rnee:ing 

on July4 on the key elements which should form the b s i s  of z? 

alternative, comprehensive sysrem of performance plans for delivering 

best value in local authority services. If need be: we will reactivate 

CCT to some degree if we are not satisfied wirh pro=- mess. 

''I believe t h i s  signals a new panership .approach berween 

central and locd government that can only be good for eveTone in 

Scotlarid." 

Welcoming the new parmership bemeen central a d  locd 

c oovernment, COSLA President Keith Geddes said: 

W e  look foonvard to w-orking wi th  the new government in t i e  

coming mondis. I do not expect that local go i -emenr  \\ill ge: all it 

n-ants from the Scottish Secre.- and his tern: but I belie7;e that n e  

are both in the business of making local gove.?meat more ccnnal to 

policy deiive? and deve!oprnent rvhich &-e:: the evepday li\.es cf 

Scottish people. 

. 

'%;e welcome the one year moratoriun on CCT mAd look 

fonvard to v.-orhng uith the Accounts Commission and T i e  ScoEish 

Office to develop the key principles of besr value.'' 



KOTES TO XEWS EDITORS 

The key elements of the approach are: 

1. The G o v e m e n t  hi11 lay Regulations as w o n  as 

possible to suspend the planned reintroduction of both 1980 and 

1988 Act CCT for a b i e r  year. The s1atutor-y bzsis of the 

system will remain in place to be reactivated afcer July 1998. 

%l i t e  collar CCT, including housing management, would then 

be scheduled to s7a.n in April 1999. The degee  to which CCT 

will apply to each auhority from July 1998 will honwe: 

depend on progress on the development of the alternative 

-- 

sysem. 

2. The Government will work kvih local auLioritiss tc 

dsveiop &I alternative syslem, but this hill take t h e .  h the 

meantime the Secret&? of Stars expects Scottish local 

authorities to complex the current round of tendering ur,der the 

Local G o v e m e n t ,  Planning and Larld Act 1980 to ensure they 

are obtaining the best value in the provision of those senices. 

This will be subjecr to audit in the norinal way, bearbig in mind 

the statutorl; duty on value for money. They will also operate 

to a se: of trmspui.ency conditions during the extended 

moratorium to ensure h!l accountabiliry for those decisioxs. . .  



3.  The Government has agreed to esablish a m k  force of 

ofifcials from The Scottish Office: COSLA and the Accounts 

Commission to develop a best value system. The Task Force 

will report to the formal meeting berween the Secremy of State 

and COSLA on July 4 on the key elements whch  should form 

the basis of an alternative, comprehensive system of 

local authority performance plans for delivering best value in 

services. 

4. By the Autumn, Scottish locd authorities 
-c 

will be invited 

to submit an assessment of the extent to which the;; c m  comply 

with the new regime and an implementation p lm indicating 

how they will achieve full compliance w i t h  a specified 

period. Authorities which are sufiiciently well advanced by the 

end of the year to demonszate a si,gificant degree of 

compliance with the new regime - which will inciude a 

significant degree of competition, sensibiy applied - will be 

abie to obtain exempf'ions from the CCT regime after 

JuIy 1998. Those who do not will be subject to CCT. 

d .  i The new approach uill lead to periorinmce p l u s  

evenmally covering all local authority services. providing 

consisTent, reliable and easy-to-undersTand informarion on the 

levels of service, the costs of providing them and evidence of 

how each aurhority is testing alrenarive de!iveF methods. 

through competition and otherwise. 



They nil1 also set out the authority's plans for irncroving 

qualiry, enhancing effkiency, reducing cost to the taxpayers, 

and complying with other statutory obligations on vdue for 

money. The plans mill operate within the available resources. 

The Government will be working with local government on 

de!ivering these plans. 

6. The Government intends that performance plans \;ill 

become an integral part of the local authority budgeting m& 

reponing system and, in particular: will be used by authorities 

as a b s i s  for improved financial p l m i n g  covering up to 

three years ahead. 

Tony icIcLaughh: 0 13 1 244 2542 

May 27, 1997 



A?iSEX B 

BEST VALUE TASK FORCE 

Remit 

The Task Force was established to develop the framework for a new system to deliver Best 
value across the whole range of local government services and operations. 

The system will be founded on the principle of performance planning. Councils will be 
expected to plan on a strategic, co-ordinated, medium-term approach which takes into account 
the needs and aspirations of local communities and reflects their priorities. Performance 
planning will therefore require a degree of flexibility in recognition of the differing 
circumstances within 32 local authorities, but will also require a degree of stadardisation to 
allow valid comparisons to be drawn witkin each authority over time, and eventually between 
authorities. 

Aim 

The immediate aim is to identify the key principles and essential elements which underpin 
Best Value. This will lead to a set of criteria against which local authorities will be required 
to assess their own performance in the short-term. The frameLvork report will be presented to 
the joint meeting between the Secretary of State and COSLA to be held on 4 July 1997. 

Thereafter, local authorities will be expected to complete their self-assessment by the end of 
September: in order to gain continued exemption from CCT, authorities will need to sho\v 
Lvhat actions they have taken, and propose to take within a set timescale, in order to move 
towards a system of Best Value which meets the key principles and incorporates the essential 
elements identified in the framework report. 

The longer term aim nil1 be to refine and develop the Best Value framework. identifiing 
appropriate structures. management tools and measures of performance which can be applied. 



TASK FORCE MEMBERSHIP 

John Harris 
Albert Tait 
&chard Blackburn 
Ron Jackson 
Alan Neilson 
Bill Howat 
David Palrner 
Karen Jackson 

Convention of Scottish Local Authorities 
Convention of Scottish Local Authorities 
Convention of Scottish Local Authorities 
Convention of Scottish Local Authorities 
Accounts Commission for Scotland 
The Scottish Office 
The Scottish Office 
The Scottish Ofice 



IMPLEMENTATION TIMETABLE 

Week beginning 

Stage I: Commitment 

7 July 

14 July 

2 1 July-4 August 

11  August-S September 

15 September 

22 September 

[27 September] 

29 September-I 3 October 

20 October 

[7 Sovember] 

Stage 2: Progress 

10 Kovember 

Action 

Task Force considers views of Secretary of State and COSLA 
and agrees frnal amendments to paper plus guidance to local 
authorities, and future work plan. 

Final paper and guidance issues to local authorities and invites 
to workshops. - -+ 

Task Force develops longer term views (holidays permitting) 
on BV and performance plans. 

Workshops for councils (minimum 6) in different locations and 
any individual meetings. 

Task Force reviews progress and develops criteria for 
commenting on councils' submissions. 

Task Force meets Secretary of State Advisory Group to review 
progress and confirm methodology. lpossibly report to 
Secretary of State and COSLA.] 

[Councils submit self-assessments on Best Value to S s c r e t v  
of State] 

Advisory Group reviews councils' returns, prepares 
commentary. 

Commentary to Secretary of State [timing of decisions 
dependent on commentary]. 

[Secretary of State meets COSLA - report on progress with Best 
Value - agree detail of next stage]. 

Task Force reviews c o m e n I s  on progress report and agrees 
new work plan to develop performance Planning 
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A S S E X  D 

Month 

January 1998 

February 1998 

March 1998 

April 1998 

May-September 

October-November 

Stage 3 : A c h ievement 

December 1998 

January 1999 

SODD consults on any new Regulations to implement decisions 
on CCT [to extend moratorium for exempt councils]. Task 
Force sets up series of Best Value exchange seminars to 
develop performance plans. 

CCT Regulations laid. 

Task Force reviews experience, prepares report on progress and 
advice on self-assessment on progress by councils. 

-+ 

Advice issues - self-assessments to be returned by end 
September. 

Workshops and further development work by Task Force - 
including recommendations on Performance Planning system 
longer term monitoring and compliance. 

Review of council submissions. . 

Secretary of State and COSLA consider final repon from Task 
Force including recommendations for long term structures and 
processes, including monitoring, evaluation, audit and 
enforcement 

New structures set up. BV regime in place. Review legislative 
position for both CCT and BV. 
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TWELVE PRINCIPLES OF BEST VALUE 

1. The duty of Best Value is one that local authorities will owe to local people. both as 
taxpayers and the customers of local authority services. Performance plans should support 
the process of local accountability to the electorate. 

2. Achieving Best Value is not just about economy and efficient, but also about effecti\.eness 
and the quality of local services - the setting of targets and performance against those targets 
should therefore underpin the new regime. 

3. The duty should apply to a wider range of services than those now covered b>. CCT. 
Details will be worked up jointly with Departments, the Audit Commission and the LGA. 

-& 

4. There is no presumption that services must be privatised and, once the regime is in place 
there will be no general requirements for councils to put their services out to tender. but there 
is no reason why services should be delivered directly if other more efficient means are 
available. What matters is what works. 

5. Competition will continue to be an important management tool, a test of Best Value and an 
important feature in performan'ce plans. But it will not be the only management tool and in 
itself is not enough to demonstrate that Best Value is being achieved. 

6. Central government will continue to set the basic framework for service provision, which 
will in some areas as now include national standards. 

7.  Detailed local targets should have regard to any national targets, and to performance 
indicators and targets set by the Audit Commission in order to support comparative 
competition between authorities and groups of authorities. 

8. Both national and local targets should be built on the performance information that is in 
any case needed by good managers. 

9. Auditors should confirm the integrity and comparability of performance information. 

10. Auditors will report publicly on whether Best Value has been achieved and should 
contribute constructively to plans for remedial action. This will include agreeing measurable 
targets for improvement and reporting on progress against an agreed plan. 

1 1. There should be provision for the intervention at the direction of the Secretary of State on 
the advice of the Audit Commission when an authority has failed to take agreed remedial 
action, or has failed to achieve realistic targets for improvement. 

12. The form of intervention should be appropriate to the nature of failure. Where an 
authority has made limited use of competition, and as an exception to the usual rule, 
intervention may include a requirement that a service or services should be put to 
competition. Intervention might also take the form of a requirement that an authority should 
accept external management support, and may relate either to specific services or to the core 
management of the council. 

Department of Environment, Transport and the Regions 


