
Report to Audit and Governance Committee 26th June 2015 on actions 
taken in relation to key recommendations made in the audit report 
relating to the audit of the Financial Assessment and Benefits Team

Lead Officers: Tina Reid, Operations Lead: Adult Social Care and David 
Dale, Operations Lead: General Business Services.

Summary of Audit Area 
Gloucestershire County Council’s Adult Social Care relies on people who use 
services making a financial contribution to the cost of providing them, (if they are 
able to afford to do so). 

The Financial Assessments & Benefits (FAB) team ensure that any financial 
contributions required from service users for residential and non-residential 
Social Care services are calculated fairly and in accordance with GCC policies 
and Government guidelines.  The team also help to maximise income for 
individuals and maximise charging revenue for GCC by providing advice and 
practical assistance to all service users, their partners and carers to ensure that 
they are in receipt of their full welfare benefit entitlement.  

The Better Care Fund Programme and the Care Act 2014 are two key drivers for 
change that may significantly impact upon the work of the FAB team. However, 
the full implications of these are still to be fully considered but it may mean that 
the volume of financial assessments could significantly increase. 

In addition, during 2013/14 the Council’s Administration Hub was formed. The 
Admin Hub model is based on the principle of flexible working arrangements for 
staff, to deliver a comprehensive administration and support function to service 
areas. Consequently, the administrative posts that supported the FAB team 
were integrated into the Hub. Clearly, the administrative function is a vital 
element of any service and integral to the effectiveness of the work of the FAB 
Team.  

In light of the above changes, it is paramount that the respective services have 
robust systems and processes in place to monitor the throughput and 
performance of their team in order to help inform and if necessary, drive change 
where it is needed.   



Summary Terms of Reference of the Audit
The focus of this review was to determine whether the systems and processes in 
operation for the management, monitoring and delivery of financial assessments 
are operating effectively. 

Risks

 Non-compliance with statutory requirements;
 Non-compliance with Policy/ Procedural requirements;
 Ineffective/inaccurate assessments;
 Loss of funds to the Council;
 Complaints; and
 Reputational damage.



Key Findings

The review has highlighted that:

Policy/Guidance

 The FAB Policy and Procedural Guide 2014 needs updating. 

Recommendation 1: FAB Policy and Procedural Guide

The policy is refreshed, to reflect: 
Following completion of the financial assessment, the date that the 
charge should be applied; 
Updates to legal and policy documents;
Revise where appropriate, the correct terminology for internal service 
teams; and 
Any hyperlinks embedded within the document link to the current 
web page.

Memorandum of Understanding/Service Level Agreement

 Currently, there are no formal arrangements in place that set out the 
agreed standards/ mutually-accepted expectations between the FAB team 
and the Administration Hub. 

Recommendation 2: Memorandum of Understanding/Service Level 
Agreement

Management may wish to consider developing a Memorandum of 
Understanding, or Service Level Agreement as this could aid the 
monitoring and control of the performance of the service delivery/ 
received, against mutually agreed standards.

Administration - Systems and Processes

 Since the introduction of the Admin Hub, there have been a number of staff 
deployment changes within the team that provide the administrative 
support to the FAB team. In part, this has been due to additional cover 
being required to fill a post during a staff secondment and sickness 
absence, some natural turnover when staff have left their posts, and also 
some changes deemed necessary by management in order to address 
issues emanating from the implementation of the support service to the 
FAB team. 

These changes have resulted in a period of instability and have contributed  
to there being a lack of clarity in respect of the roles and responsibilities for 
specific tasks, a lack of investment in training new staff deployed to the 



team, alongside some degree of breakdown in communications between 
the administrative staff and the Financial Assessment and Benefits Visiting 
Officers, all of which has impaired the effectiveness of the provision of the 
administrative support service to the FAB team.

 It is acknowledged by management that the current administrative support 
functions are still not operating effectively; therefore as a matter of priority, 
action is being taken by the Admin Hub Team Leader working together with 
the FAB Team Manager to try to resolve the known current issues and 
develop improved systems and processes.

Recommendation 3: FAB- Email Inbox/Store

The FAB team inbox to be periodically accessed, at least twice each 
working day and for all referrals/queries at that time to be 
processed/actioned accordingly. 

The “Store” facility to be categorised to provide a clear audit trail of 
referrals and other queries processed by the administrative support 
team.

Recommendation 4: FAB Log Sheet

 A data cleansing exercise is undertaken to ensure that the status 
of all referrals received is accurately recorded. Any actions 
required to address outstanding referrals are subsequently 
prioritised.

 Entries are consistently recorded to aid the audit trail of referrals.
 Consideration is given to enhancing the log sheet to capture 

additional information required to measure performance and 
compliance with the FAB Policy and Procedural Guide for 
appointments and postal applications. 

Recommendation 5: Administration Systems & Processes

 Review the administrative functions, develop and implement, 
where appropriate, a new policy, procedures and systems and 
ensure that these are aligned where appropriate to the 
requirements of the timescales specified within the FAB Policy 
and Procedural Guide;

 Clearly define the tasks/responsibilities of the Admin Team and 
those of the FAB Team and ensure effective two-way 
communications on a daily basis;

 Ensure all relevant staff receive appropriate training so that they 
are competent to deliver the new requirements;

 Formally document the new arrangements, to include a revised 
procedural guide for the administrative function.



Referrals
 Trend analysis for the number of referrals for a financial assessment 

indicate that there has been a decline overall during the period 2010 to 
date. Current work is being undertaken to identify if there are any 
chargeable services where no maximum chargeable income (MCI) has 
been applied (MCI-this is the most a person who has undergone a financial 
assessment can be charged). 

Recommendation 6: Services with no Maximum Chargeable Income 

Depending upon the results of the current review that is being 
undertaken by the FAB Team Manager, further consideration may 
need to be given to understanding the underlying issues driving the 
year-on-year variances in relation to the receipt of referrals for 
financial assessments to ensure that there is no loss of income to the 
Council. 

 The FAB team experienced high levels of absence of Financial 
Assessment and Benefits Visiting Officers during the latter period of 
2013/14 and early part of 2014/15. This was due to two members of staff 
who were sick throughout this period and a significant amount of annual 
leave entitlements being granted. This alongside the impact of the annual 
global uplift process for everyone in residential care and the Foster and 
Adoption allowance reviews had contributed to a significantly high number 
of outstanding referrals, which peaked at approximately 750 at the 
beginning of June 2014. 

 The FAB Team Manager has taken steps to ensure that annual leave 
requests are better managed in the future and focus has been given to 
clearing the backlog of outstanding referrals. As at 31.12.14 the number 
outstanding has now reduced to 140. Work is still ongoing to process the 
annual global uplifts (each year the maximum chargeable income is 
uplifted to align with the % increase in state benefit), with approximately 
84% of these having been completed to date. 

 The current level of outstanding referrals is also intensified by two other 
factors, these being that the visiting capacity of the current Financial 
Assessment and Benefits Visiting Officers is not being fully utilised 
(appointments made during October and November 2014, indicate that 
only 60% of available visits were booked) and that the FAB team are 
currently holding two full time vacancies and until these posts are filled 
there is a reduced capacity of up to 40 visits/assessments that cannot be 
undertaken each week. 



Access to State Benefit Information 

 The changed working arrangements with the Department for Works and 
Pensions (DWP) during 2013/14, has also impaired the accessibility to the 
information held by the DWP. This should be addressed in the future 
through the rollout of access to the DWP’s Customer Information System, 
but until this is operational access to the information required can only be 
obtained via the telephone and is limited to one assessment per telephone 
call.  

  
Performance Management

 The performance management arrangements were not operating 
effectively and were in need of further development. From the available 
prime data or from our audit testing (based on a selected sample of cases) 
we recalculated the reported performance indicators and found that we 
were unable to verify some of the actual figures that had been entered into 
the Council’s performance system, In Phase. In part, this was due to 
guesstimate figures being entered rather than actual outcomes. 

Recommendation 7: Performance Metrics

 Management should ensure that the method of collection and the 
data source are defined to ensure that they provide for an 
accurate,   measurable outcome of the achievement of the targets 
set and going forward, that these outcomes are accurately and 
promptly reported within In Phase.

 Performance metrics are an integral part of future supervision 
meetings.

 Consideration to be given to:

o the service user feedback form to be refreshed where 
appropriate and consideration given to extending the use of 
this to also include service users other than those categorised 
as residential;

 
o the feedback received from service users through the customer 

surveys to be used as a performance metric;

o develop performance metrics to monitor the effectiveness of 
the administrative function and that these are aligned where 
appropriate to ensure effective delivery of the functions of the 
FAB team.



Risk Management

 Discussions held with the FAB Team Manager and the Administration 
Manager has highlighted that it would now be prudent to review/further 
develop the FAB team and Admin team’s risk management arrangements, 
in order to ensure that risk management is further embedded within the 
respective service areas. 

Recommendation 8: Risk Management Arrangements

The framework for the management and monitoring of the inherent 
risks associated with the delivery of the FAB team and the Admin 
team’s functions is reviewed/refreshed/further developed, in order to 
ensure that risk management is further embedded within the 
respective service areas and aligned with the Council’s Financial 
Regulations and Risk Management Strategy.



Action taken 

Recommendation 1: FAB Policy and Procedural Guide

The FAB Policy & Procedural Guide and the Fairer Contributions Policy have 
been fully updated and refreshed to reflect all points raised in the original report. 

Recommendation 2: Service standards for administration support

A Service Level Agreement (SLA) has been developed and agreed between the 
FAB team and the Administration Hub. The SLA sets out:

 the specific business support tasks required to enable the FAB Team to 
work effectively and efficiently,

 the service standards expected, and 

 the requirements on the FAB Team to enable the Hub to provide the right 
business support in the most effective way. 

The service standards include a target for the administration team to book at least 
90% of the FAB Visiting Officers’ available appointments with service users, and 
this is now monitored each week. Since January 2015 the actual figure has been 
93% on average.

Recommendation 3: FAB email inbox and store

The administration team checks for incoming emails 4 times a day. New referrals 
are recorded within 1 working day, and appointments are normally made within 5 
working days. The “Store” facility has been categorised and is checked to ensure 
that items are stored correctly and there is a clear audit trail.

Recommendation 4: FAB Log Sheet

The Log Sheet has been reviewed and all data amended as appropriate. The 
status of all referrals is now recorded, and it is clear when a case is with Client 
Affairs. Administration staff have had refresher training on data input to the 
spreadsheet, and new staff will be trained when they start.

Recommendation 5: Administration systems and processes

These have been reviewed to ensure that they can meet the timescales set out in 
the FAB policy guide. All business support tasks, standards, and reciprocal needs 
are set out in the SLA (see recommendation 2 above). This recognises the need 
for prompt and clear communications between the FAB team and administration 
staff. Administration process documents are saved on a shared drive that all staff 
can access. 

A training needs assessment and skills matrix have been completed, and staff 
have had refresher training as required including shadowing Visiting Officers so 
that they have a clear understanding of their role. A number of other 
Administration Hub staff have been trained in FAB systems and processes so that 



cover can be provided and ensure service continuity and resilience.

Recommendation 6: Services with no Maximum Chargeable Income

A report is run annually to identify any cases which Social Work staff have failed 
to refer to the FAB Team for a financial assessment and have therefore been in 
receipt of a free service.  All Social Work Teams are aware of the correct 
processes to follow.  Verbal reminders of the process have been issued through 
the Governance of Adult Processes and Systems meetings and through any other 
meetings we attend at which Social Workers are also present.

Recommendation 7: Performance metrics

Work has been undertaken jointly with the Challenge and Performance Team to 
prepare a revised Business Plan for 2015/16 in which performance requirements 
are detailed.  The sources of information and the methods of calculation have also 
been formally recorded which leaves a clear audit trail to enable calculations to be 
verified.

Performance Monitoring is now a standing item at all supervisions and details are 
clearly recorded in the notes taken at the meetings.
 
The Service User Feedback system is currently in the process of being re-defined 
and will come into effect at the start of July 2015.

The administration team records new referrals within 1 working day and makes 
appointments within 5 days (see recommendation 3 above). The administration 
team is now booking 93% of available appointments, but the reduction in the total 
number of outstanding referrals can only be achieved if there are enough Visiting 
Officers with enough capacity to meet the volume of new referrals. For the past 3 
months there have been an average of 91 appointments each week, and an 
average of 390 new referrals each month. When the new Visiting Officers are 
operational the number of available appointments will increase significantly and 
this will mean that the number of outstanding referrals can be further reduced.

Performance standards for administration support have been agreed in the SLA, 
and further targets will be developed as the SLA develops.

Recommendation 8: Risk management
 
Risk management is now part of the FAB Team Business Plan and will be 
managed through the Business Plan review process.

Risk management arrangements for the Administration Hub have been reviewed 
and updated as part of the current Business Plan.


