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For Decision

Summary

Following the decision at your February 2018 meeting approving the creation of an 
internal trading account for Comptrollers & City Solicitors (C&CS) legal services, 
work has been carried out by the Chamberlain’s and C&CS departments to progress 
this proposal. 

This report provides an update on the implementation work to date, as well as 
highlighting a number of practical issues that have arisen which has led to the 
recommendation for this change to be implemented on 1 April 2019. 

Recommendations

Members are asked to:

 Note the progress made in moving to an internal trading account model for 
C&CS legal services. 

 Agree to progress under option 2 of this report, which recommends 
implementing the internal trading account for legal services from 2019/20.

Main Report

Background

1. At your February 2018, you considered a paper on Corporate Services: 
Incentivising Efficient Demand Management, which discussed the option to 
introduce internal charging for corporate services as a mechanism to manage 
demand and ensure value for money. 

2. The report established several criteria to assess which corporate services could 
benefit from such a mechanism without adding a disproportionate administrative 
burden to the charging service or its clients. The legal advice provided by the 
Comptrollers and City Solicitors (C&CS) department met this criterion, and it was 
agreed that the service would pilot a move to an internal charging model. 



3. Since this decision there has been a delay in progressing this work due to the 
focus on producing and auditing the City Fund Statement of Accounts within the 
earlier statutory deadlines and providing additional support to the City of London 
Police finance function, details of which were discussed in your July Committee. 

4. Work has now been carried out to understand the feasibility and implications of 
introducing a trading account and the options to be considered when this new 
approach is introduced. 

Current Position

5. Work between the Chamberlain’s and C&CS departments has progressed the 
implementation of the new charging model. This work has included:

 Agreement on the charging methodology – this includes agreeing the 
scope of activities that will fall under the new model and an assessment of 
the new requirements that will fall out of this change.  

 Calculation of charging rates – based on the required level of recovery, 
rates have been calculated based on assumed levels of activity, profiled 
against levels of staff.

 Budget allocations – based on activity analysis available a high-level 
estimate of budget allocations to services has been made.

6. Whilst positive progress has been made, the above work has highlighted issues 
that will impact on when the new charging model can be effectively and efficiently 
implemented. These issues are focused around:

 The capability of the current legal case management system to support 
internal changing.

 Complications arising from implementing mid-year.

Legal Service Case Management System

7. The C&CS department currently operates a dated case management system 
which includes time recording functionality enabling staff to allocate their time to 
legal cases. This supports the current allocation of C&CS costs to departments 
as part of the overhead reallocation process i.e. recharging. 

8. The initial assessment in February of C&CS suitability for internal charging had 
assumed the case management system functionality would facilitate the 
implementation. Further analysis of the charging system requirements has 
flagged the following issues:

 The departmental charging information currently captured is at a high level 
e.g. Assistant Director grouping, which has been sufficient for C&CS’s 
recharging purposes by committee but lacks the functionality to inform 
detailed charging to departments to business unit level.  



 There is limited capability to produce detailed management reports for Service 
Managers to understand, challenge and amend their use of legal services. 
Such information can only be produced on an ad-hoc basis, adding 
significantly to the administrative burden of the model. 

 Resolving the technical issues above to make the current system fit for 
purpose is technically difficult and would require significant time and 
resources not currently available. The C&CS department are in the process of 
procuring a replacement case management system which is due to be 
implemented by April 2019. This new system will not only bring the 
functionality required to support detailed recharging but will also bring a host 
of other benefits that will meet C&CS business requirements which will enable 
it to operate in a more efficient and effective way. Any investment in the 
existing system would be costly, time consuming, provide a very short term 
and limited improvement in functionality and risks delaying implementation of 
the new system. It should be noted that the current case management system 
is not capable of meeting the C&CS business requirements, so any 
investment would be a sunk cost once the new system is in place. 

Implementation mid year

9. It was originally envisaged that implementation of a trading account would occur 
during 2018/19, with budgets realigned across services and retrospective 
charges applied for activity prior to implementation. There are several issues 
which make this approach problematic including:

 As outlined above the information currently held does not have enough detail 
to enable charging to the required business unit level. In order to 
retrospectively charge, a manual exercise will need to be carried out to obtain 
the correct level of information which would also need to be input into the 
current system to enable charging going forward.  

 The aim of this change is to ensure efficient use of this service by introducing 
a direct cost to users. However, commissioning decisions to date have been 
made without this incentive which could leave Chief Officers bearing costs in 
their local risk budgets that they did not fully understand. 

 Due to the delays outlined above, there has been little communication about 
this change to enable a change in behaviour. A longer lead in time would 
allow officers to review how they use this service before incurring costs. 

10.Resolution of the issues outlined above within the current financial year would 
require significant resource which is currently not budgeted for and would divert 
officers away from implementing a modern fully integrated legal case 
management system which will deliver the functionality required to operate a 



trading account and a fully electronic working solution for the service along with 
other significant business benefits.  

Options

11.The options available are:

Option 1 – Implement in the current year with retrospective charges. 

As outlined above, to achieve this option would require investment in the out-
going system to give the minimum functionality required to enable a trading 
account to operate. It is estimated that this would cost £90k which is made up of 
interim staff to carry out a manual data cleansing exercise to capture the required 
level of information and the cost of upgrading the current system to meet the 
requirements of this specific task. As this cost is not budgeted for a request to 
Finance Committee contingency would be made for this funding. 

This would also mean key staff diverting their attention away from bringing in the 
new fully functional case management system, making it likely that its 
implementation would be delayed. Any investment would be short term as the 
existing system with an upgrade would still not meet the business requirements 
of the C&CS department and will not provide any operational benefits. This option 
does not address the issues raised above on a mid-year implementation. 

Option 2 – Implement charging from 1 April 2019

A new case management system is due to be implemented by 1 April 2019 which 
provides a good opportunity for purpose-built system and process to be 
developed to enable the efficient operation of the charging model. This will also 
allow time for communication to Chief Officers to take place and filter through to 
departments so future instructions can bear costs in mind. 

The new system will also facilitate a new way of working for legal services so the 
introduction of charging at this point will align with the wider change of how the 
new system functionality will change how client departments engage this service. 
The budget for the implementation of a new system has already been approved 
so this option does not create any additional costs. Officer resource has been 
aligned to enable this change and there are currently no issues in the progress of 
this project. 

Proposals

12. It is recommended that option 2 be agreed. Following a detailed analysis of this 
change, it is clear that the current case management system will not enable an 
effective implementation. With the procurement of a new case management 
system already underway, an attempt to make the current system fit for purpose 
would be a costly short-term fix and would risk the successful implementation of 
the new system, which will yield benefits beyond that of installing the new 



charging model. Option 2 also provides time for this change to be communicated 
and for services to reflect on their use of legal services. 

Corporate & Strategic Implications

13.The Corporate Plan states that as an organisation we need to be relevant, 
responsible, reliable and radical. 

14.This proposal aims to ensure we take a responsible approach in utilising our 
resources in the most effective way as well as being open to new ways of 
working. 

Implications

15.Agreement with the recommended option will not require any additional 
resources as a budget for the new system has already been agreed. 

Conclusion

16.Following agreement at your Committee to introduce internal charging for legal 
services, work has been carried out to understand the impact of this change. This 
has highlighted that the current case management system in its current form is 
not capable of supporting this change. In addition to this, the option to implement 
mid-year creates some added complications. 

17.The procurement of a new case management system is already underway whose 
specification includes the required functionality to support internal charging. The 
timeline for the new system to go-live is the start of the new financial year. 

18.The introduction of the new charging model at this point will mean the system 
functionality will be in place to support this change as well as avoiding the 
complication of a mid-year implementation. It will also align with the overall 
change in how the C&CS department will operate with the introduction of this new 
technology which will see services commissioning legal work in a new way. 

Appendices

 None
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