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CIPFA’s Transformation Support programme 

CIPFA’s transformation support programme is a multi-phased process for organisations 

and practitioners to ascertain current levels of performance and help identify areas and 

options for improvement. 

Our support starts with an initial pre-phase diagnostic (health check) of the organisation 

which covers a range of key areas. This initial touch point then gives rise to a user 

friendly and highly engaging assessment of current service standards and performance 

through the use of ‘traffic light’ performance indicators which scope some initial 

proposals/ service areas for change. 

It is entirely up to the authority which areas of this diagnostic it may choose to look into 

further, but should it want to go further and look for options available to improve 

performance in any areas indicated – CIPFA’s 4-phase review programme is designed to 

help with just that challenge (see more detail behind each phase in turn, below). 

 

Pre phase diagnostic. 

This consists of two elements: 

 A managed workshop, facilitated by CIPFA 

 A diagnostic questionnaire 
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The workshop can be tailored to meet your needs; however we suggest separate 

workshops for: 

 Board members i.e. governors, councillors, trustees, company directors 

 Senior management 

 Other staff 

The workshops will be interactive and explore the organisations current challenges and 

opportunities in terms of performance, culture, process and alternative delivery options. 

We will also establish an understanding of what outcomes need to be delivered and what 

barriers need to be overcome to achieve this 

 

Phase One: Clarify and Challenge 

It is important to have a clear understanding of what an authority wants to achieve by 

way of outcomes in its service delivery aspirations and to test / challenge those 

assumptions to ensure what they say they want – is truly what they do want.  

Phase one is an on-site consultancy exercise that will examine the clients objectives, the 

strategic appetite for change and help clarify and challenge which service(s) and which 

delivery options are the most appropriate given the client’s preferences  

This will require access and discussions with senior management and members of an 

organisation.  

This phase will help articulate some key indicators and look at further potential for 

improvements through the use and application of industry standards and good practice 

approaches. This will include the use of proven methodologies established through the 

SSA1 research, experience from previous transformation projects and the application of 

CIPFA benchmarking and statistical analysis2 to position the organisation relative to its 

peers.  

Outcome of phase one– Clarify and Challenge  

A report will be produced at the end of phase one which summarises the outcomes of 

our research  on  the : 

 drivers for change 

 clients objectives and aspirations 

 agree which services to be reviewed.  

 positioning of the relevant services compared to other peers   

 

 

 

                                                           
1
 SSA – Shared Service Architects is a recognised industry standard qualification. All our advisors are qualified 

SSA practitioners.  
2
 CIPFA benchmarking and CIPFA statistics used as a guide only; this data is owned and copyrighted to CIPFA 

only.  
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Phase Two: Confirm and Collect Data 

Once we have clarified and confirmed which services are to be reviewed, we will gather 

data to establish a clear baseline of the current position of the service. This will consider 

costs, volume and performance data. 

We will also undertake a series of more detailed ‘diagnostic checks’ which together with 

the clients’ aspirations will examine the strengths and weaknesses of the current 

operation, together with an examination of the risks and scope for improvements.  

Outputs from this review will be crucial in determining an Options & Solutions action plan 

(see phase three) that will be presented to an organisation on how best to move forward 

and realise their transformation aspirations 

Outcome of phase two– Confirm and Collect Data 

A report will be produced at the end of phase two which: 

 establishes a baseline for the current position of the service(s) and compares this 

to other relevant organisations   

 confirms the clients aspirations in terms of ‘direction’ for the relevant services  

 further analyses the services set out in phase one and proposes which of these 

are most in need, or most suitable to be considered for alternative delivery 

options. 

 summarises the strengths and weaknesses, risks and opportunities of both 

maintaining the status quo and moving to alternative delivery options 

 

 

Phase Three: Create options and solutions 

 

Phase three is an appraisal of the transformation options that are relevant for the 

services in question. This will articulate a way forward and an action plan for authorities, 

based around observations and outputs from the previous phases. 

 

Phase three will essentially provide an organisation with answers to the following 

questions: 

 

Q1 – Which alternative delivery arrangement(s) best fit the aspirations for the authority 

going forward?3 

Q2 –What are the characteristics (statutory and operational) of the delivery 

arrangements proposed?  

Q3 – Of the service areas considered for review, what areas / processes need particular 

attention to ensure the greatest chance of success in the future? 

 

                                                           
3
 ASDM options going forward may include one type of delivery vehicle at outset, moving to another type as 

the service develops further or expands to include other activities or partner organisations 
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Phase three also allows for some further ‘real time’ modelling to current assumptions 

and review outcomes should an organisation choose to amend its preferences and 

answers to earlier stage challenge questions. 

 

It is essential that each organisation fully owns the service review exercise that it 

undertakes and fully understands the impact that such changes will bring about. This 

phase therefore allows for some final change / review questions on key influencers that 

are driving the action plan presented to the organisation, for change. 

 

Outcome of phase three- Create options and solutions 

A report will be produced at the end of phase three which summarises the : 

 Most suitable delivery options for the relevant service(s) 

 Characteristics of the options, including legal and statutory requirements around 

procurement and financial reporting as well as operational and structure 

suggestions.  

 Suggestions for the improvement of the relevant services.  

 

Phase Four: Change implementation  

 

CIPFA’s first three phases of its transformational review culminates in an action plan for 

change that the organisation will ultimately make a decision upon - most crucially on 

whether to act upon (some or all) of the plan, or not. 

 

Phase-four Change - is therefore a stage that lends further support to the organisation, 

depending upon how it wishes to proceed.  

 

This is an on-site consultancy service that helps shape how best to make the change 

programme happen in practice – given that the reality for most organisations, is that 

further external support (with all or some part) of the change journey will be needed. 

 

CIPFA will not deliver an in-depth change management project itself, but the Institute 

can advise on suitable partners (most suited to deliver such projects) and can also be 

retained as a critical friend in assessing the progress of change and reviewing / 

challenging the performance of a service area – post review. Such a review is likely to 

involve a follow up exercise to give a more direct ‘before’ and ‘after’ comparator 

baseline. 

 

Through its experience and knowledge in supporting all aspects of the public sector (local 

government services in particular), the Institute can also offer a further range of services 

that can be brought in to drive improvement in certain areas of service delivery and/or 

to facilitate further staff and member training around key aspects of a particular service 

area or corporate activity. 
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Attached at appendix 1, is a typical range of CIPFA services and support literature that 

an authority may choose to bring in as part of its improvement journey and staff / 

member development initiatives. Each area of support has been developed or is 

currently being developed in response to specific requests from client authorities to date. 

 

 

 

 

 

Contacts:  

Cliff Dalton CPFA, SS (prac) 

Head of Local Government & Transformation 

01262 851725 

Cliff.dalton@cipfa.org 

 

Lisa Forster, CPFA, SS(prac)  

FAN Advisor,  

01430 423663 

lisa.forster@cipfa.org  
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APPENDIX 1: 

Key navigation / support detail for use across all phases of support. 

Client: Request to CIPFA for support 

 

CIPFA’s current work (and WIP) 

 

More officer support / training needed to better 

understand the issues around shared services 

and how best to build a business case. 

 

 

1) CIPFA training’s shared service architect 
course (SSA) is an accredited modular 3-day 
course that sets out all key steps in 
identifying options for shared services – and 
details key milestones in delivering (and post 
implementation feedback).  

 

2) CIPFA Networks have an onsite ‘raising 
awareness’ day which highlight the key 
considerations in choosing alternative 
service delivery options. This is based on our 
work with practitioners and discussions on 
opportunities and challenges at all stages of 
the transformation journey. 

 

3) Plan Sim model– which models different 
options/simulations of a process to assess 
efficiency.  

 

On boarding models and Practicalities Many organisations start their transformation 

journey with an initial service delivery solution – 

but then seek further and more fundamental 

solutions to deliver their service. 

On-boarding is a list of alternative delivery 

vehicles that may be appropriate for this review 

and challenge 

Advisory and Transformation services  CIPFA has an on-site consultancy solution that is 

aimed at helping an organisation recognise and 

scope more efficient delivery options, including 

alternative service models.  

The team also offer programme and project 

management such as :  

 Board intelligence 
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 Dealing with the cuts 

 PFI Advisory service 

 Financial Management Model 

 Governance mark of excellence 

 Plan Simulation model 

 Treasury risk roadmap 

Bespoke consultancy solutions are also available 

upon request 

 

CIPFA Publications  

 

In addition to our technical guides, CIPFA also 

has supporting literature that could help 

decisions around different delivery options and 

transformation. Many of these look at the 

choices and rationale for each – and examines 

what skills, operational and knowledge gaps 

exist: 

 CJC guides (shared services; commissioning 
of LA work & services;  guide to competition; 
alternative bases of service provision, open 
public services ) 

 Creating services in a collaborative 
environment 

 Outcomes and Public Service delivery 

 Social enterprise publications 

 Staff mutuals and public service delivery 

 Sharing the Gain  

 Support and shared service 12/13 actuals 
(Excel support material) 

 Accounting for collaboration  
 

Coming soon :  

 Twelve Strategies for Delivering Efficiencies 
through Technology – April 2015  

 Transforming services : Approaches, 
examples and lessons – May 2015 

 Accounting for Change Management and 
Transformation – June 2015  

 A Practical Guide to Outsourcing – June 2015 

 The Excellent Finance Business Partner – July 
2015  

 Transformation toolkit, written by Develop 
Global being published Oct 2015 
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Procurement guidance  Different delivery options will include a wide 

range of procurement related challenges and 

regulation to observe – especially under the 

commissioning and EU procurement agenda. 

Our CIPFA Procurement Network can offer 

guidance on all transformation models and 

commissioning implications. 

New CJC online standing guide content on new 

UK procurement regulations and commissioning.  

CIPFA Commissioning Academy course on 

‘Creating and contracting with new markets and 

using different funding models’ delivered for 

Cabinet Office and local Commissioning 

Academy 

https://www.gov.uk/the-commissioning-

academy-information 

(contact john.maddocks@cipfa.org ) 

 

 

Accounting guidance / closure of accounts 

 

CIPFA’s FAN-network specialises on accounts 

closedown and broader Whole of Government 

Accounts (WGA) issues. Members of this 

network (supported by CIPFA policy staff) also 

advise on charity accounts, private sector 

accounting and other consolidation issues. 

This is an area that many organisations have 

already requested and – as such –is covered in 

our FAN series- both past and future. This 

includes our workshops on group accounting / 

consolidation, private sector accounting and 

FRS102.  

 

Support in other key Financial Risk Management 

and Audit areas.  

 

Expertise contained within our Better 

Governance Network and (recently launched) 

Counter Fraud Centre of Excellence is available 

for on-site consultancy projects. We have 

already undertaken shared service reviews for 

https://www.gov.uk/the-commissioning-academy-information
https://www.gov.uk/the-commissioning-academy-information
mailto:john.maddocks@cipfa.org
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local authorities in this area, and are currently 

developing audit guidelines for partnerships.  

Our recently launched governance mark of 

excellence is proving critical to assess the 

position in many organisations 

Our Financial Management (FM) model also 

considers stewardship and risk areas in detail.  

 

Commercial awareness 

 

Our CIPFA staff and (approved) CIPFA associates, 

currently cover a number of areas, and have 

guidance and training material available in 

relation to commercial awareness. These 

include: 

 Procurement and Insurance  

 Pensions and Treasury Management  

 Accounting  

 Financial management  

 Charity and social enterprise models, 
regulations and accounting  

 Business Partnering 
 

CIPFA’s current partnership with Deloitte also 

provides coverage in respect of tax related 

issues. 

As well as our regional events covering these 

issues, they can also be delivered on site, to suit 

your needs. 

 

Wider offering at CIPFA summer school 

 

Training for senior officers and members has 

been requested repeatedly during work with 

current pilot authorities.  

 

Shared Pensions Fund 

 

Our staff who specialise in this area have 

guidance on pension’s funds... More detail and 

on-site support is available upon request.  
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Medium Term Financial Strategy 

 

CIPFA staff and our Financial Management panel 

have done extensive work already in this area. 

There is currently a great deal of network 

thought leadership material, CIPFA publications 

and past network practitioner led events 

covering MTFS.  

On-site consultancy options are available upon 

request.  

 

 

Support for Councils in trouble  

 

CIPFA Staff and our approved associates are 

regularly on-site to support councils facing 

financial difficulties. 

Their problems have ranged from specific issues, 

unsuccessful transformation projects or even a 

more general ‘challenge’ to identify options for 

balance the revenue budget. 

Each authority is unique – in identifying the 

cause of such difficulty – and will generally need 

a bespoke solution. CIPFA can use our range of 

materials, set up facilitation days – and using 

tools and methods that can be applied 

generically across LA’s – help identify problem 

issues and scope solutions.  

 

 

Benchmarking 

 

CIPFA benchmarking provides key comparative 

and assessment data to help scope areas for 

further review as well as indicate the value 

(quantum) of potential for improvement. 

Our benchmarking clubs are often used as self-

diagnostic tools for organisational staff 

(independent of other CIPFA service) but are 

more often a key part / tool of the solution used 

by on-site consultancy and more direct support 
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to organisations by the Institute. 

 

We currently have benchmarking specialists who 

can work with data to produce management 

reports in the most meaningful way - for the 

service in question.  

 


