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taken in relation to key recommendations made in the audit report 
relating to the audit of Gloucestershire Care Partnership

Lead Officer: Mark Branton, Assistant Director Adult Social Care 
Commissioning

Summary of Audit Area 

The Gloucestershire Care Partnership (GCP) is a single purpose vehicle set up 
and funded by contributions from the Orders of St John Care Trust (OSJCT) and 
the Bedfordshire Pilgrims Housing Association (BPHA). The Partnership 
arrangement allows for the OSJCT to provide care under a sub let arrangement 
as it is to GCP that the Council has let its former Elderly People’s Homes and 
with whom it has contracted the refurbishment/development/rationalisation of 
properties under an agreed Estates Strategy.
 
The arrangement is made up of two coterminous interdependent elements in the 
form of a commercial agreement and a service contract for the day-to-day 
provision of care. These relationships are covered by a 35 year contract, signed 
in 2005. The contract value, based on 2013/14 spend is circa £17m per annum, 
this would therefore equate to a value of £374m over the remaining term. 

In terms of its commercial significance, under the Council’s corporate framework 
for managing contracts it is categorised as being a Platinum contract, i.e. high in 
terms of business criticality and contract spend.  It is therefore paramount that 
this contractual relationship is effectively managed to ensure that quality, service 
and cost outcomes are being met or exceeded.

In 2012-13, Internal Audit undertook a planned review of the GCP commercial 
agreement to look at the strategic fit of the Estates Strategy to ensure that it was 
in line with the Council’s corporate objectives for the future delivery of adult care 
provision within Gloucestershire. 

The review highlighted that the Estates Strategy, as agreed in 2007, needed to 
be revised to ensure that it reflected the future delivery requirements for adult 
care provision within Gloucestershire. In addition, the governance arrangements 
for the future delivery/management of the programme of work would need to be 
further developed and aligned to the Council’s new operating model. Roles and 
responsibilities of key individuals to be clearly defined, ensuring that all relevant 
disciplines are included and for the programme of work to be formally 
documented in line with the Council’s corporate policies for programme/project 
and risk management arrangements.

In addition, an approach to the development and implementation of contract 
management activities across the Council was adopted by the Chief Officers 
Management Team in July 2013, with the expectation that all contracts would be 
aligned to these principles in the forthcoming 12-18 months.



Summary Terms of Reference of the Audit

In light of the above, it was agreed that a planned review of the contract 
management and monitoring arrangements would be undertaken as part of the 
2014-15 Internal Audit plan and in order to effectively direct our audit resource, 
where appropriate, assurance from the intelligence gathered from the ongoing 
work being undertaken by the Commercial Team would be considered in order 
to establish whether:

 there are effective contract management and monitoring arrangements in 
place to ensure that the contract deliverables are being achieved; and 

 the agreed management actions to address the recommendations 
emanating from the 2012-13 Internal Audit review have now been fully 
implemented.

Risks

 The governance framework to manage/monitor the delivery of this and all 
other contracts across Adult Social Care and Public Health are not aligned to 
the Council’s corporate requirements for contract management.

 Nominated officers responsible for the management/monitoring of the 
contract do not understand their role, responsibilities and decision making 
powers, or lack the skills and competencies to effectively manage/monitor 
the delivery/performance of the contract.

 Poor/inaccurate, or lack of contract management information.

 Contract deliverables are not being met, impacting on the 
Council’s/Partnerships strategic objectives and vulnerable members of the 
community.

 Poor value for money.

 Damage to the Council’s reputation.



Key Findings

 Plans have yet to be developed to drive forward the implementation of the 
requirements of the Contract Management Framework across all Adult Social 
Care and Public Health contracts.

 The current arrangements for the management of these contractual 
agreements have not been formally delegated to a nominated contract 
manager to oversee the entire contractual arrangement. The current 
arrangements are somewhat fragmented; the Assistant Director Adult Social 
Care Commissioning oversees the delivery/development of the Estates 
Strategy under the commercial agreement and there are a number of 
individuals within Adults, Financial Management and Enabling and Transition 
who undertake various roles/tasks to manage contractual performance 
standards.

 The agreed management actions to address the recommendations emanating 
from the 2012/13 Internal Audit review of the Gloucestershire Care 
Partnership-Estates Strategy, in particular the development of the governance 
arrangements for the future delivery/management of the programme of work 
to revise the Estates Strategy have not been fully implemented.

 The Bed Based review/consultation and negotiation of future bed price rates 
and the implications of the Care Act 2014 are two key issues that are being 
considered in relation to the future of these contractual arrangements. 
Therefore the revision of the Estates Strategy has stalled although the 
Assistant Director Adult Social Care Commissioning informed Internal Audit 
that there is some active work being undertaken by the Council’s property 
lead.

 The Commercial Team are still in the process of implementing the Contract 
Management Framework that was adopted by the Chief Officers 
Management Team in July 2013. As part of the “baseline exercise” (to assess 
the existing contract management activities against best practice (National 
Audit Office and Government Procurement Service) initial findings have 
identified a significant number of areas for improvement. Areas that have 
been categorised as having elements with a red rating status, include:

o Planning and Governance-preparing for contract management and 
oversight;

o People-ensuring the right people are in place to carry out the contract 
management activities;

o Administration-managing the physical contract and the timescale for 
making key decisions;

o Managing Relationships-developing strong internal and external 
relationships that facilitate delivery;

o Measuring Performance-ensuring the service is provided in line with the 
contract;

o Risk- understanding and managing contractual supplier risk;
o Contract Development-effective handling of changes to the contract;
o Supplier Development-improving supplier performance and capability; and



o Value for Money (VFM) - conducting VFM exercise to ensure contract 
sustains best whole life net costs.

 In addition, observations taken from the ongoing support provided to the 
Assistant Director Adult Social Care Commissioning by the Commercial 
Team in relation to the Bed Based Care review have also highlighted a series 
of concerns and potential opportunities that will need further consideration 
and where appropriate agreed action for improved practice, these are 
summarised below:

o The price Rate Card: to review and agree current rates and cease the 
automatic approach to the issuing of an annual revised rate card;

o Base line cost templates for individual homes to be revised annually;
o Analysis of activity, spend and performance including benchmarking 

activities;
o Seek to develop and agree a joint set of key performance measures to 

actively encourage and target efficiencies and incentivise a financial 
surplus that annually could be used to reinvest or self fund any agreed 
uplift in rates.  

   
 Financial Management have also highlighted that there are significant issues 

that currently impede the effectiveness of the current systems and processes 
used to administer the information required to support the financial funding 
agreements and financial reconciliations, such as:

o delays with inputting care arrangements onto the electronic social care 
record (ERIC), therefore as a consequence:

 Commitments are inaccurate;
 Funded Nursing Care (FNC) and Continuing Health Care (CHC) 

contributions remain outstanding. In relation to FNC, notification from a 
Nurse Assessor (Health) is required;

 Deaths are not being recorded; and

o There is a significant volume of unresolved queries dating back six years or 
more that have been raised as part of the reconciliation of the OSJCT 
invoices against ERIC. There is no contractual time limit for the Orders of 
St John to respond to these queries. This said negotiations are ongoing to 
agree a formalised approach to address this issue. However, as focus is 
being given to these unresolved queries it is also paramount that resource 
continues to be directed towards resolving current issues. 

  
Internal Audit made two fundamental recommendations to address the above, 
these being:

Management develop a plan for the implementation of the requirements of 
the Contract Management Framework across all Adult Social Care and 
Public Health contracts.



Management ensure as a matter of priority that :

 The Council’s corporate requirements as laid down within the Contract 
Management Framework and other corporate policies, i.e. 
programme/project and risk management are fully implemented for the 
future management of these contractual arrangements; and

 The specific issues, as highlighted above are fully considered with a 
view to ensuring that any proposed changes to the governance, or 
systems and processes are enacted to ensure that these are adequately 
addressed in the future.



Action taken as at the end of April 2015 and proposed

The plan agreed by ASMT in December 2014 has been fully actioned.  
Specifically the recommendations highlighted the need for a consistent approach 
to contract management and this will now be achieved. The Commercial unit have 
implemented a number of training opportunities to support contract managers to 
be able to perform this role in an effective way.  These include a two day contract 
management course followed by an action learning programme to enable contract 
managers to work through challenging contract management issues.  This 
programme has been ongoing since August 2014 attended by all Contract 
Managers within the Commissioning team.  

For platinum contracts the following actions have been taken in order to support 
Adult Care contract management arrangements. Two Outcome Managers have 
been allocated the responsibility of Contract Manager for the five Care Home 
platinum contracts which includes OSJ.  These two officers jointly manage the 
responsibility for all five contracts reporting and escalating to the SRO (Lead 
Commissioner) where appropriate to do so.

In gathering the contract management information the Contract Manager’s are 
supported by the Commissioning Personalisation Adults and Children’s team 
(CPAC).  CPAC’s quality function regularly review provider performance and will 
provide quarterly reports indicating occupancy, quality, assessment / review 
information, including where there are any issues of concern / risk using a RAG 
rating plus qualitative and quantitative feedback.  In addition CPAC support the 
Contract Manager in provider relationship and complaints management.

The following processes have been put in place and will be effective from April 
2015:

 Pen picture/ contract summary/ current status report to be developed for 
the 4 individual homes and the 17 OSJ homes 

 Process maps have been developed to outline the contract management 
and escalation processes 

 Implementation of the CPAC quarterly monitoring form and supporting 
information, for example CQC reports 

 Contract Managers to work closely with the Commercial team to ensure 
that the requirements of the Commercial Unit contract management 
reporting are met

 Exception reporting from CPAC to Contract Managers to start from April 
2015

 CPAC monitoring form submitted to Contract Managers in July 2015 and 
supported by sense checking exercises for the first two quarters

 Contract Managers to escalate issues to SRO’s as appropriate

As development work continues on the revised OSJ contract framework evolves 
the Contract Managers will implement any specific contract management 
arrangements to support this contract.

All other Care Home and Domiciliary care contracts are managed using the same 



documentation and risk management strategy as above however are contract 
managed within the CPAC team and escalated via the CPAC Outcomes Manager 
to the SRO as appropriate.


