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As a practising member firm of the Institute of Chartered Accountants in England and Wales (ICAEW), we are subject
to its ethical and other professional requirements which are detailed at http://www.icaew.com/en/members/regulationsstandards-and-guidance .
The matters raised in this report are only those which came to our attention during the course of our review and are
not necessarily a comprehensive statement of all the weaknesses that exist or all improvements that might be made.
Recommendations for improvements should be assessed by you for their full impact before they are implemented.
This report, or our work, should not be taken as a substitute for management’s responsibilities for the application of
sound commercial practices. We emphasise that the responsibility for a sound system of internal controls rests with
management and our work should not be relied upon to identify all strengths and weaknesses that may exist. Neither
should our work be relied upon to identify all circumstances of fraud and irregularity should there be any.
This report is supplied on the understanding that it is solely for the use of the persons to whom it is addressed and for
the purposes set out herein. Our work has been undertaken solely to prepare this report and state those matters that
we have agreed to state to them. This report should not therefore be regarded as suitable to be used or relied on by
any other party wishing to acquire any rights from RSM UK Consulting LLP for any purpose or in any context. Any
party other than the Board which obtains access to this report or a copy and chooses to rely on this report (or any part
of it) will do so at its own risk. To the fullest extent permitted by law, RSM UK Consulting LLP will accept no
responsibility or liability in respect of this report to any other party and shall not be liable for any loss, damage or
expense of whatsoever nature which is caused by any person’s reliance on representations in this report.
This report is released to our Client on the basis that it shall not be copied, referred to or disclosed, in whole or in part
(save as otherwise permitted by agreed written terms), without our prior written consent.
We have no responsibility to update this report for events and circumstances occurring after the date of this report.
RSM UK Consulting LLP is a limited liability partnership registered in England and Wales no.OC397475 at 6th floor, 25
Farringdon Street, London EC4A 4AB.
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Reason for Change

1 SUMMARY
This review was requested by the South West London CCGs to help the Governing Body to consider the financial risks
associated with the proposed transfer of responsibilities for the management of primary care contracts from NHS
England. This was undertaken and resulted in six detailed reports to go to the six CCGs.
In this report we summarise the findings, however we would point readers to the full documents to provide the detail
behind the findings and recommendations.
The review has concluded that there is a level of financial risk to the SWL CCGs in taking on Level 3 delegated
commissioning responsibility. The level of risk is related to the budget setting process, QIPP requirements and the
historic approach to accruing for costs at a GP Practice level. In addition, a GP practice survey undertaken as part of
this review highlighted some issues that NHS England were not aware of, primarily in relation to premises related
matters.
These risks need to be considered in the context of the opportunities that Level 3 delegated commissioning may
provide. For example the scope for improved system-wide financial management is significant and should be weighed
up against the likely short-term financial challenge that CCGs will inherit if they decide to proceed with Level 3
delegation.
We have made a number of recommendations to help CCGs mitigate these risks which will require the need to invest
time and money to help ensure that CCGs can start their new function with a better service model and one which will
be noticeably improved. With a 1st April 2016 start date for delegation, this would constitute a dedicated and focused
piece of work over the January to March period to get everything in place.
It should also be noted that in delivering this assignment RSM encountered delays in receiving information requested
and limitations with the detail available from NHS England which may reflect on how this function within NHSE has
been resourced and organised in the last few years. More specifically NHS Property Services did not provide any
detailed data despite significant chasing.
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2 KEY RISKS
2.1 Financial Risks
The review focussed on the following financial risks:
Budgets
We found that the majority of budgets were overspending whilst others are underspending. These budgets had not
been shared with GP Practices and have been managed centrally - they are managed ‘bottom line’. This does pose
some financial risk for CCGs because if all budgets that are underspending were to spend to the budget level, CCGs
could be exposed to an overspending of £7.3m as shown below:
CCG

Over Spend Potential

Under Spend Potential

Croydon

£3.6m

£1.2m

Kingston

£0.8m

£0.2m

Merton

£0.9m

-

Richmond

£0.5m

£0.5m

Sutton

£0.6m

-

Wandsworth

£0.9m

£1.5m

Overall

£7.3m

£3.4m

To mitigate this risk there needs to be a much tighter approach to budget setting and budgets should be discussed
with Practices directly and then monitored at a Practice level. This would bring Practices into ‘mainstream’ financial
management and would help signal a cultural change, confirming that they have a part to play in helping ensure that
CCG targets are met.
QIPP
Reports show a large shortfall in delivering the 2015/16 target. From the month 7 SWL finance report, annual budgets
include £2.7m QIPP savings targets across South West London. The QIPP shortfall for 2015/16 is in the region of
£1.7m for SWL and that this is likely to flow through to create an opening deficit in the 2016/17 budgets.
In addition there is a large requirement for new 2016/17 QIPP plans. CCGs will need to plan to eliminate the carry
forward deficit and meet the new QIPP target, all in the first year of taking on this responsibility.
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Accruals
Large NHSE accruals were held at SWL level in 2014/15, with £5.3m held centrally and not broken down to CCG or
GP level. This was managed as part of the ‘bottom line’. In 2015/16 accruals are now calculated at a more granular
level, however this means that there is a lack of data on past trends which poses some financial risk to CCGs as they
build budgets for 2016/17.

2.2 Other Risks
RSM ran an independent survey, asking all Practices to provide feedback on arrange of issues associated with the
management of primary care contracts. A response rate of about 50% was achieved. The detailed responses are
covered in the main reports. In this summary we extract some of the key messages.
Practices were asked whether there are any unresolved financial issues. The results across South West London are
summarised below:

For the 30% who stated that they did have unresolved financial issues, the reasons for the dispute were cited as
follows:

For the detailed responses readers are referred to the detailed CCG reports.
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The evidence from the survey indicated that there were more problems cited by Practices than NHS England or NHS
Property Services were aware of. This correlated to the fact that only 8% (7 out of 88 respondents) said that there had
been a minuted contract meeting with NHS England in the past year.
We also investigated the capacity of people to support this function going forward. The conclusion was that CCGs
would need to invest in this service in the early days to ensure that systems and processes are improved, as the
analysis will need to be at a more granular level when managing the GP Practices within a single CCG budget.
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3 RECOMMENDATIONS
There are a number of recommendations for each CCG. Some of the key ones that are common across all CCGs are
summarised below.
Financial reporting – the CCGs would need to invest so that a more robust reporting mechanism is in place to go live
st
on 1 April 2016. This should include a training programme so that both CCG staff and Practice Staff agree the
approach to monitoring contracts in 2016/17 and are jointly trained in the operating procedure.
Accruals – improved systems for accruing for costs at a GP Practice and CCG level would need to be developed and
implemented to take effect from the start of the new financial year.
Financial Management – practices should be aware of the budget at the start of the year and there should be an ongoing programme to monitor costs against that budget throughout the year.
QIPP – the gap from 2015/16 would need to be eliminated through the financial strategy. Planning for 2016/17 should
start now so that schemes are designed and implemented by the start of the year.
Contract Management – a robust process of contract management with meetings minuted and actions followed up
should be put in place. A training programme for GP Practices and CCG staff should be designed and implemented to
support this change.
Property – meetings should take place with GP Practices to ensure that all property issues with NHSPS are flagged
and an appropriate action plan is put in place to ensure that issues are resolved in a timely manner.
Capacity – additional capacity will be needed during the set up phase. Dependent on how the staff are allocated at a
SWL or CCG level, there may be some economies of scale. Thereafter the levels of staff transferring could be
adequate, though will require new ways of working e.g. the better use of systems to reduce manual intervention.
Shared Services – CCGs should consider working together so that common standards are applied to the
management of these contracts going forward. A shared service approach would allow better staff structures and
critical mass so that CCGs can build improvements on the current system, rather than risk going backwards if key
skills are diluted.
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FOR FURTHER INFORMATION CONTACT
Paul Brown
Partner
RSM
Unit 3 Hollinswood Court
Stafford Park 1
Telford
T 01952 237700
M 07736 961236
paul.brown@rsmuk.com
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