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CIPFA PROFESSIONAL QUALIFICATION SYLLABUS AND SYLLABUS GUIDELINES  
BUSINESS MANAGEMENT 

MODULE PROFILE

This module is designed to develop skills that are of crucial importance in modern public service organisations in the areas of performance management, procurement and commissioning, project management, quality control and systems implementation. 

LINKAGES

This module links to the costing and decision-making knowledge and skills developed in the Management Accounting module, and it is also relevant to the Business Strategy and Strategic Financial Management modules.
OVERALL SYLLABUS AIMS

	Overall aim
	 (%)

	A
	Evaluate approaches to improving the efficiency and sustainability of an organisation and managing its performance
	20

	B
	Explain the scope of procurement, commissioning and contract management activities to sustain service delivery excellence 
	25

	C
	Evaluate techniques for achieving quality and implementing relevant quality control procedures 
	15

	D
	Discuss and apply project management techniques
	20

	E
	Evaluate the issues relating to the acquisition and management of information systems 
	10

	F
	Discuss the human resource and staff issues relating to performance, procurement and project management 
	10


	Syllabus

	Syllabus Guidelines


	Overall aim
	Learning outcome
	

	A
	Evaluate approaches to improving the efficiency and sustainability of an organisation and managing its performance
	A1) Discuss the role of the management accountant:
· The provider/enabler split
· Strategic management accountant.
	The role of the management accountant would have been previously covered in the Management Accounting module.  This element should be expanded and the student should be expected to discuss the wider role of the management accountant in adding value to the organisation and organisational decision making.



	
	
	A2) Explain and apply key performance management tools:
· Key Performance Indicators
· Benchmarking
· Balanced Scorecard
· Business Excellence Model.
	The focus of this learning outcome is to explain how a number of contemporary  key performance measurement tools work in practice and in what context they should be used, e.g. performance indicators and benchmarking have been particularly relevant in the public sector in recent years.  

The balanced scorecard is a specific model focusing on performance beyond traditional financial measures.  Students should be able to provide specific examples of the measurement of the four perspectives; financial, internal business processes, learning and growth, and the customer.

The Business Excellence model is the systematic use of quality management principles and tools in business management.  The students should be able to explain a variety of these tools and to provide examples when they should be applied.

 

	
	
	A3) Explain the key efficiency improvement techniques in supporting improvement:
· Cost reduction versus cost control
· Business process re-engineering
· Zero based review
· Life cycle costing
· Target costing
· Activity based management 
· Throughput accounting (TOC) 
· Outsourcing 
· Shared services.

	Students need to be aware of a number of efficiency improvement techniques applicable to both public and private sector organisations. A key area is Business Process Re-engineering – although different terms for this may be used especially in the public sector. The idea of “zero based reviews” should be introduced – even though statutory responsibilities in the public sector make this less applicable. Current developments for cost reduction such as outsourcing and shared services should be explored. 

The applicability of several private sector techniques to public sector application should be explored – these include life cycle costing, target costing and throughput accounting (Theory of Constraints).  Students should be expected to remember the principles of Activity Based Costing from management accounting studies earlier and develop this approach into Activity Based Management more generally. 

	
	
	A4) Discuss and apply the key value management techniques:
· Value analysis
· Functional analysis
· Shareholder/stakeholder value analysis
· Customer profitability analysis.


	The main focus of this part of the syllabus is “value” i.e. what value does a customer (or stakeholder more generally) place on a product or service – especially when that value is compared with the cost of provision. This mainly private sector derived approach can be applied (perhaps in a limited way) to public sector situations. Functional analysis looks at costs versus values of products/services and customer profitability analysis acknowledges that some “customers” are more costly to provide for than others. 



	
	
	Aim A - Assessment


	This aim accounts for 20% of the syllabus and it is therefore expected that no examination would contain more than 25% from this area but no less than 15%.

This topic is discursive in nature.  Questions can either be recalling knowledge or application.



	B
	Explain the scope of procurement, commissioning and contract management activities to sustain service delivery excellence
	B1) Describe procurement, commissioning and typical tendering processes within the public services:
· Procurement or commissioning strategy
· Contract/service specification
· Pre-qualification
· Invitation to tender
· Evaluation and refinement of tenders 
· Invitation to Tender (ITT)
· Contract awards. 

	The main focus of this part of the syllabus is to understand the role of procurement management.  Real world examples will be helpful here and students should be able to provide a working example for a typical public sector procurement scenario from an organisation they are familiar with.  

The exam focus will be descriptive, either requiring the student to purely recall knowledge or description using a given scenario’s procurement process.

To assist student understanding it would be useful to obtain copies of specimen procurement documents for illustrative purposes, see section B7.

	
	
	B2) Discuss typical issues relating to a contract management process within the public services:
· Service level agreements
· Total acquisition cost and total cost of ownership
· Competitive tendering, procurement and contract processes
· Contract pricing and cost escalation
· Contract monitoring systems.
	This section of the syllabus follows logically from section B1.  Once a contract has been awarded the student needs to have an understanding of the on-going contract management process.  The real life example used in B1 could be extended to this section.

Similar to B1 above the exam focus will either be descriptive in the sense of requiring the student to recall knowledge, or a description of the contract management process where an example scenario has been given.



	
	
	B3) Describe and discuss the public services procurement and commissioning environment:
· Nature of public services procurement and commissioning
· Impact of management concepts
· Role of Central Government
· Impact of ethics, sustainability and corporate social responsibility
· Outsourcing
· Supply chain management.
	The emphasis here is on the environment within which public sector procurement and commissioning occurs with the key aspects of sustainability and corporate social responsibility needing to be drawn out.  Procurement is “big business” for the public sector and Central Government urges the public sector to obtain value for money and manage supply chains efficiently. In some instances outsourcing might be an answer. 

This area has strong links with syllabus area C2 – B1 being more concerned with the procurement “environment” – whereas C2 focuses on ensuring “quality” (for service delivery overall – but with “procurement” being a prerequisite part of that). 

	
	
	B4) Evaluate the benefits and risks of outsourcing:
· Types of outsourcing
· Outsourcing management process
· Insourcing/bringing back
· Capacity
· Key success criteria.
	The emphasis of this section is evaluation, so students are expected to be able to compare the advantages and disadvantages of outsourcing services versus in-house provision.  

Students could be expected to evaluate a scenario based question, such as making recommendations whether to use in-house services/goods versus external procurement.



	
	
	B5) Identify the nature and benefits of E procurement:
· Benefits
· E auctions
· E tendering.
	This learning outcome focuses on E-government with specific application to procurement.  The students should be able to describe the concepts of e-auctions and e-tendering with some examples of their use in the public sector.  Benefits and drawback of e-procurement should be explained with reference to real world examples.



	
	
	B6) Explain the legal aspects of procurement and contract management:
· Public Contract Regulations 2006
· Health and Safety at Work Act 1974
· Organisational Policies and Procedures
· Financial Regulations
· Typical contract terms and format
· EU Regulations.


	In this section the main crux will be students should be familiar with the contents of a typical public sector organisation’s policy and procedures, financial regulations and contract terms.  This will be applied to B1 and B2 above.

To assist student understanding it would be useful to obtain copies of specimen internal procurement documents for illustrative purposes.   

Students will only require a brief knowledge of the legislation, e.g. the main concepts of the EU procurement in the public sector, such as the requirement for high value public sector procurement contracts to be advertised in the EU Official Journal.  

Students should not be expected to apply the legal aspects in any scenario but instead they should be able to demonstrate a general awareness.



	
	
	Aim B - Assessment


	This aim accounts for 25% of the syllabus and it is therefore expected that no examination would contain more than 30% from this area but no less than 15%.

This topic is mainly descriptive in nature with questions either purely recalling knowledge or description and explanation having been given a scenario as an example. 



	C
	Evaluate techniques for achieving quality and implementing relevant quality control procedures
	C1) Describe the service delivery environment in which the public services operate:
· Community and user expectations
· Role of government initiatives
· Citizen satisfaction approach to quality.
	This part of the syllabus leads into the main areas of achieving quality and implementation of quality control procedures. Before this is attempted some knowledge of the environment within which public services operate is needed. The complexity of producing quality services in the public sector which has multiple stakeholders compared with the more profit focused private sector needs to be examined. Expectations regarding service quality might be different when looked at from the viewpoint of actual service users compared with the wider community more generally – for example where some taxpayers complain that they pay for but never use a particular service. 

Further complications arise where the government dictates (or advises) regarding service standards – which may for example be different from what some users want and/or what the public service either decides or is able to provide. Students should have knowledge of these kinds of issues before considering more specific examples and approaches for achieving quality per syllabus area C2.



	
	
	C2) Discuss the relevance of quality control approaches to ensure the quality of service delivery within the public services and private sector:
· Comparison of service delivery within the public services and private sector
· Impact and relevance of quality control approaches.
	This part of the syllabus should lead naturally on from section C1. There have been many different approaches to quality control over many years with quite a number emanating from Japan. Examples include Kaizen, Six Sigma, Servqual, and Muda/Mura/Muri.  The concepts of Total Quality Management (TQM) and Just-In-Time (JIT) are also relevant here together with quality assurance measures such as ISO9001.   

It is not expected that students will need to be aware of any one particular quality control approach in any great detail. It is more an awareness of the varied and changing methods which have been tried (and are continuing to be developed) together with an understanding of the arguments involved – for example most Japanese derived approaches are “incremental” whereas Western methods tend to be more “big bang”. Another example is JIT – widely argued to be a means of saving stock costs – but resulting in worldwide production problems following the 2011 Japanese tsunami. 



	
	
	Aim C - Assessment


	This aim accounts for 15% of the syllabus and it is therefore expected that no examination would contain more than 25% from this area but also no less than 15%. 

The main style of question which is likely to be used here is a discursive question requiring explanation of quality control per se – why important? Differences between public and private sector? Together with brief discussion of some of the approaches which have been/are being used. 



	D
	Discuss and apply project management techniques

	D1) Identify the scope and benefits of project management:
· Roles of the project manager, project team and project sponsor
· Public service project types
· Project objectives and success criteria
· Project duration, cost and quality
· Project management benefits and limitations.
	The main focus of this part of the syllabus should be gaining an understanding of the skills required by a good project manager as well as the different roles of project manager, project sponsor and project team. Different ways to classify projects and success criteria should also be introduced and examples of resource constraints should be discussed. 

Examples of real world projects can be introduced here – both public and private sector – with discussion of how successful or not they turned out to be. 

This learning outcome should provide students with the theoretical underpinning and background to lead into actual project control techniques which they cover in Learning Outcome D3.



	
	
	D2) Evaluate the various project management approaches:
· Critical path approach
· PRINCE2
· Open workbench
· Agile management approach
· Gateway reviews
· Project management software.
	 This learning outcome has two main aspects – firstly to introduce the critical path approach to students – i.e. projects being made up of activities with some needing to be done consequentially but others capable of being done concurrently – and the resulting critical path of activities being identified. This approach will then be built on from a technical point of view in Learning Outcome D3.

The second focus of this learning outcome is for students to be aware of real world project management approaches and techniques – such as PRINCE2, Open workbench and Agile management. Different approaches have been used over a number of years – in both the public and private sectors – and new techniques and approaches will continue to be developed – especially approaches using computer based software. Students will not be required to have detailed knowledge of any one specific approach – but an awareness that approaches do exist to help with the management and control of projects and students might be able to quote as examples in an examination question. 

It would be expected however that students have a more detailed knowledge of the Government’s Gateway Review system as an aid to controlling public sector projects. Reasons for the introduction of Gateway Reviews – linking back to success/failure criteria in D1 – and the stages in the process are expected to be covered in this part of the syllabus.



	
	
	D3) Apply project management tools to given public service situations:
· Critical path analysis

· Resource smoothing, including Gantt charts.
	This learning outcome focuses on the technique of drawing network diagrams – also called Critical Path Analysis. Students need to be able to draw accurately and logically a network diagram for a project from information given about activities including durations and dependencies. Having drawn the basic network students need to be able to calculate and show on the diagram EET’s and LET’s (Earliest Event Times and Latest Event Times) as well as the critical path itself.  With cost information given the overall project cost and duration can then be ascertained. If project duration is longer than a given target time students may be expected to “crash” the network and show the new resultant time and costs. 

The other main syllabus requirement here is the drawing of a Gantt chart from activity and timing information given and – if resource requirements are given for activities – the redrawing of the Gantt chart to show resource smoothing as necessary. 



	
	
	Aim D - Assessment


	This aim accounts for 20% of the syllabus and it is therefore expected that no examination would contain more than 25% from this area but also no less than 15%. 

There are two main styles of question which are likely to be used here. On the one hand a discursive question requiring explanation of roles of project manager (and skills needed), project sponsor and project team. Perhaps what makes a project successful – how may this be assessed/what criteria used? How might project techniques/software help in managing a project? 

The second type of question would be technical in nature – requiring the drawing (and perhaps crashing) of a network diagram or Gantt chart.  

The latter type of question would probably be worth more marks compared with the more descriptive style from Learning Outcomes D1 and D2 



	E
	Evaluate the issues relating to the acquisition and management of information systems
	E1) Explain the nature and uses of information in an organisation:
· Information needs of different levels of management
· Objectives and design of internal financial information
· Government policy on ICT issues.
	This learning outcome initially focuses on the different levels of management – Strategic, Tactical and Operational – and requires students to be able to compare and contrast the nature and characteristics of information used at those different levels. This then leads into the specific area of internal financial information – with students needing to appreciate the essential trade-off between timeliness and accuracy. 

The final part of this learning outcome focuses on Government policy with regard to ICT issues – with two main focuses – firstly the delivery of big ICT projects and programmes (with mixed success over a number of years) – and secondly the move towards online access for citizens which has been happening for a number of years –and continues to do so. This latter issue leads into Learning Outcome E2.

	
	
	E2) Describe the types and uses of information systems:
· E-business
· E-government
· Management Information Systems (MIS)
· Business Information Systems (BIS).
	Students need to be aware of the many real world examples of organizations (both public and private sector) which use electronic methods to transact business (in its widest sense) and also how the Government has encouraged these developments over a number of years for public sector bodies. 

The more important focus of this Learning Outcome is the different types of Information Systems – examples of Business Information Systems generally – but then knowledge of Management Information Systems (used by more senior people in an organization to assist in more strategic/tactical level decisions – linking back to levels of information encountered in Learning Outcome E1. 



	
	
	E3) Evaluate a systems acquisition and implementation process:
· Acquisition methods
· System development life cycle
· Methods of controlling the quality of system development.
	This area covers the 3 main acquisition methods – Bespoke, Off the Shelf, and End User development. The possibility of a bespoke approach being provided in house or by outside consultants should also be considered. Off the Shelf solutions can be either “as is” or possibly tailored for the organisation. 

Students need to be aware of the stages in the Systems Development Life Cycle as well as methods for controlling quality such as Gateway reviews and appointing a quality control manager.


	
	
	E4) Briefly explain the information systems legal framework:
· Data Protection Act 1998
· Freedom of Information Act 2000
· Computer Misuse Act 1990
· Digital Economy Act 2010
· OFCOM Regulation.
	 The emphasis here should be on brief coverage of the main points of each of the pieces of legislation. Regular updating of materials will be required in response to significant changes in legislation.

As a minimum, the students need to cover the following

Data Protection Act – definition of key terms, conditions for processing personal data, data protection principles, the rights of data subjects, exemptions.

Freedom of Information Act – rights of access, responsibilities on public bodies such as a ‘publication scheme’, records management.

Computer Misuse Act – offences resulting from this legislation.

Digital Economy Act 2010 – amongst other things illegal copying of music, videos and games. 

OFCOM regulation – the independent regulator of the UK communications industry.



	
	
	

Aim E - Assessment
	This aim accounts for 10% of the syllabus and thus there is little scope for any large in-depth questions in these areas. The question content will probably focus on demonstrating knowledge of the main areas with limited application of that knowledge 

For example a student may be asked to explain the different methods of software acquisition or the main stages of the Systems Development Life Cycle. A possibility is to test knowledge of the legal framework (E4) by means of a short scenario or real world example with the question being along the lines of “which law has been broken” or “which Act does this come under”? 



	F
	Discuss the human resource and staff issues relating to performance, procurement and project management
	F1) Identify the role of human resource management in improving organisational performance:
· Personal objective setting
· Performance appraisal
· Training, mentoring and development.

	The first two aspects of the learning outcome focus on performance appraisals.  Examples of real world application can be introduced here – both public and private sector – with discussion how their application will improve organisational performance.

The final aspect of the learning outcome: training, mentoring and development will tend to come at the latter stages of an appraisal interview, i.e. at the planning/objective setting stage.  Students should be able to identify appropriate training, mentoring and development opportunities for a given scenario.



	
	
	F2) Explain how to maximise the human resourcing aspects of projects:
· Effective initiation and briefing

· Monitoring and meetings

· Motivation and commitment

· Effective communication


	This learning outcome has two aspects – firstly the use of communications.  Students should be able to detail the most appropriate media used such as briefings and meetings to ensure the successful implementation of projects.

The second aspect is motivation and commitment.  This element should allow students the opportunity to identify a number of motivation theories.  These should be applied where possible to some real life scenarios.


	
	
	Aim F - Assessment
	This aim accounts for only 10% of the syllabus and it is therefore unlikely to feature as a standalone question.  The style of question is likely to be discursive in nature and will be part of a wider question covering elements in outcome A-D.
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