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A SELF-
ASSESSMENT TOOL

The CIPFA FM Model is presented as a series
of good practice statements for public service
bodies, where excellent financial management can
contribute to strong organisational performance. The
model invites organisations to test themselves on the
effectiveness of their own financial management in
supporting their business objectives, and to consider
whether the style and contribution of financial
management supports or conflicts with their
organisation’s strategic direction.

The statements in The CIPFA FM Model
are scored to give an overall picture of financial
management in the organisation. Questions linked
to each statement explore whether there are relevant
groundwork policies and practices in place, whether
they are deployed consistently and effectively,
whether they influence or impact the organisation’s
behaviour or results, and whether they deliver the
required outcome.

The judgement is expressed as a score from
0 to 4, based on how far the statement of good
practice is matched. The linked questions facilitate
a checklist of where the organisation meets good
practice, wholly or partly, or where there are gaps.
But it goes beyond a box-ticking exercise. The
judgements on some statements may be more
subjective than others, so organisations are asked
to exercise thoughtfulness when they award their
score. They are also encouraged to look at what
really happens, rather than focusing simply on
documentation. They should take in a broad range
of views from across the organisation. They should
record their observations and the evidence for their
judgement.

Recording observations and evidence is critical
to ensure that assessments are soundly based. It
will also help to identify perceptions of strengths and
areas to improve when action plans are drawn up.

The full power of The CIPFA FM Model will be
realised only if board members and managers take
part in the assessment alongside finance staff, so
that it gives a holistic picture of the effectiveness of
financial management from the corporate and the
business perspectives.
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APPLYING THE CIPFA FM MODEL

Organisations can choose to apply The CIPFA
FM Model in a variety of ways. For example, it can

be used in its entirety, or in parts to test individual

aspects. Some of the ways the model has been used

include:

I

To determine the
current level of financial
management (FM] within
an organisation.

To baseline the level of
FM prior to a significant

To inform future actions
needed.

As a source of evidence
for external inspection.

To highlight those
issues that require

change. consideration during

implementation.

To measure the impact
on FM of a significant
change.

To determine any
positive/negative FM
outcomes of a change.

To determine the
perception of finance
within an organisation.

To communicate with
stakeholders.

The CIPFA FM Model
provides a quick method
of accessing best
practice principles.

As a reference tool for
best practice.

In deciding the scope of the project, the organisation
will need to consider a number of issues:

e how the implementation will be resourced
e whether to undertake a full or a partial review

e what techniques to use in implementing the
model

e who toinvolve.

HOW WILL THE IMPLEMENTATION
BE RESOURCED?

Organisations that resource the
implementation internally will have to meet the costs
of implementation within existing expenditure. There
is the advantage of acquired skills and experience
staying with the organisation.

Organisations may choose to use external
consultants to assist with the implementation
process. The advantages to this approach include:

e Greater quality and quantity of stakeholder
participation - stakeholders are inclined to speak
more openly to an independent body about the
current position of an organisation.

e Areduced learning curve - the majority of
organisations are unlikely to have a member of
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staff with experience of implementing The CIPFA
FM Model, whereas external consultants should
have a proven track record in this area.

° Moderation - external consultants will have
an awareness of how other organisations have
scored against the model and how that was
determined.

IPF consultancy has assisted organisations across
the public services with the implementation of
The CIPFA FM Model. The amount of assistance
has varied from guidance only to leading and
resourcing a full implementation. If you would
like to discuss the range of support that the
consultancy team can offer, please contact Lee
Geraghty via email (lee.geraghty@ipf.co.uk).

WHAT STEPS WILL BE USED
TO IMPLEMENT THE CIPFA FM
MODEL?

There are various techniques available to
determine the position of an organisation against
each of the best practice statements. These include
reviewing key documents, interviews, workshops and
a stakeholder survey. One of the first decisions to be
made during the implementation process is for an
organisation to determine which of these techniques
is the most appropriate to score each statement.

A full implementation of The CIPFA FM Model
involves a number of evidence-gathering techniques.
The evidence gathered is necessary to determine
the scores of an organisation against each of the 37
statements of best practice which then form the best
practice matrix. Examples of the evidence-gathering
techniques that are typically used are:

° Document review.
Existing documentation and conclusions drawn
from previous external scrutiny provide a useful
starting point in the review process.

e Electronic survey.
The views of stakeholders can be easily obtained
through the model’s electronic survey tool.
The survey tool allows stakeholders to answer
statements and questions that are relevant to
their roles, eg board members, senior managers,
central finance, local finance teams, business
managers and customers of finance. The
surveys explore views on the extent to which each
best practice statement currently applies within
an organisation. In addition to awarding a score
to best practice statements, participants also
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have the opportunity to provide comments and
examples of evidence to support their score.

* Interviews.
Selected people can be interviewed as part of the
evidence-gathering process, with broad questions
being drawn from the model. For some people,
interviews may be more appropriate than the
electronic survey. Interviews can also be used to
investigate specific issues, eg internal audit, risk
management, procurement.

e Workshops.
Workshops can be used for a variety of purposes
- to present preliminary findings to a senior
review team, to explore where differences of view
have emerged out of the electronic survey, or to
explore areas where survey results have provided
a low score in order to identify how improvements
could be made.

ALL STATEMENTS OR ONLY
SOME?

The CIPFA FM Model can look dauntingly
long. Itis meant to be a comprehensive repository
of current thinking about good practice, so it
unavoidably has a good deal of detail. For those
who want to concentrate on the big picture, the best
practice statements are the focus of attention.

There are 37 best practice statements in
The CIPFA FM Model. The relevance of each of the
statements and the linked questions may differ
across areas of the public sector and even between
organisations within the same sector. Organisation
should review the statements and linked questions
they will use.

WHO TO INVOLVE?
Non-finance stakeholders?

Organisations should take in a broad range
of views from across the organisation to obtain an
organisation-wide view of financial management.
This means looking beyond finance teams to
determine a score for each statement.

Organisation-wide or in one department?

Organisations may chose to implement
The CIPFA FM Model in one business area initially,
either because they have a specific issue such as
restructuring or to use it as a pilot implementation.
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Non-executive directors/elected officials?

The involvement of the organisation’s non-
executive directors/elected officials can provide a
valuable perspective of an organisation’s financial
management standing. However, there are
examples of low participation rates from this group
of stakeholders, so organisations need to consider
carefully the most suitable method of accessing the
views of this group.

PRESENTING THE RESULTS

The CIPFA FM Model offers a number of
standard reports that collate the results from using
it. These are mainly focused on displaying the
scores achieved against either the styles of financial
management or the management dimensions, with
the ability to drill down to individual statements or
groups of statements. These provide an overview
of an organisation’s position. But the quality of
the underlying detail is critical for ensuring any
recommendations for improvement from a review are
the right ones.

The CIPFA FM Model: Getting Started

THE WEBSITE

Each organisation will need to nominate a lead
person to be responsible for the project and using
The CIPFA FM Model.

The CIPFA FM Model is hosted on a secure
website. This section describes the features of the
website and how these can be used. Help pages and
information buttons can be accessed on the website.

The website includes the following features,
each of which is described in more detail in this
section:

e aself-assessment tool, where scores for the
statements and answers to questions can be
entered into the website

e adownload facility for documentation on getting
started

e language tailoring
e the electronic survey tool and standard

surveys for a variety of groups of people in the
organisation

e afacility to export survey results to Microsoft
Excel

e asuite of standard reports
* repeat use

e score tracking of statement scores for users back
to Version 1

e peer-to-peer discussion forum.

A SELF-ASSESSMENT TOOL ON A
SECURE WEBSITE

To log in, enter your email address on the
homepage (www.cipfa-fm-model.org.uk) and register.
You will be sent a password by email. This can be
changed by amending your profile.

The website gives organisations access to the
37 good practice statements and linked questions of
The CIPFA FM Model. Each statement is presented
as a questionnaire for completion. Answers to the
relevant linked questions should be given along with
evidence and observations. These will guide and
support the score to be awarded to each statement.

Page 5



6. The CIPFA FM model is presented as a 4 x 3 be amended are listed in Appendix 1. Once changed,

matrix. the new phrases will appear throughout your
website. The lead person will be asked to confirm
Securing Supporting Enabling the phrases they want for their organisation. You
Stewardship | Performance | Transformation can change one or more of the phrases, eg Board to
Leadership | L1, L2 L3, L4, L5 L6, L7 Cablnet_ for use in local government.
People P1, P2 P3, P4 P5, P6 SE=s s
Chial Exsrubyva
Processes PR1-PR10 | PR11 - PR14 | PR15, PR16 Fankpemang Taen
Stakeholders | S1-53 S4 - S6 57,58 RSy
At Commates
Corpralie Busindsa Flan
7. An example of a statement questionnaire is ke
Firnoe Sl
shown below. o
FIDET

On Question 1 Board has now been changed to
WHE ciPFA FM MODEL : Cabinet.

Hiie | Gatiieg Starnd | My Statnments | My Regoris | My Profile | Log odr | Ot s

Securing Stewardship - Process
PRé The orpanisaton’s BNBNCIA BCCOUNENG ANA repcring meet proféasional and reguiatany

'HE CIPFA FM MODEL

“Statemahis of Good Pro Fregyracinil Managomen!

ERiosr gl with guiddncd 02 DRdk IV L0 30 MIre ulehd DD Chi vy Droteil. Flebee ule

TPl s BE T BoIom of Tl SUTIon ERHEE B SR fonmBDon s will ISHT vour Securing Stewardship - Leadership
rihganid LY tmwmmmumﬂmutmma:m
(f o reguere assistance in how o S0one 3 Satement, have a look at an eceepls here) esetutive direcions b foni-ine service Managers.
Yas Mo Pamiy | Dos Knew Responses with evdence to badk them up are more useful to the survey process. Plesse use
—t—t— the box at the bottom of the gueshon sheet to enter information that will support your
01, Are pEdcuritl prapaned, Bodrcved and Sublihed in oo respona

actordante Wb refuistory bradlse”

02, Dud U BooOurEn BCTwion TAMRaM DMENCE B0d DU | {1f you regusre asBistance in how DD SCOrE 3 Fiabement, have 3 ook ot 30 Sgmpls hare)

RN Ry Tl SEAgMTENET 0|0
03, Wark Babatory PegurESInts, BTountng polited Yas Ho Parthy Don®Know

profeinonal usdinds and itandards fobowad™

0d. Do ot follow pusdance on Snal Booounts Cioaadonn |
procedurnl, includng bmetabler?

0|0
01. Dowes the Cabmet set the tons that Snance matben? oo O ([ a]

02, Are thare wither Qovermancs ETRNgemerts whch
dafing tha Fruncsl managemant roles and

B8, For tve LBAT Buss, ward B e BAT wirkrd DR responsibiitian of the Cabinet, of Sorutrry and Revew | o | o | . o
praided t th Susdisr B2 tha STIT oF the Bud 1 Ehe [ furctions and of the Chiel Executive and semscr | = "
i P Mariagers, underpmned in more detad by Sranoal
- raguiEnont End CONDECE procsduren™
. W the quality of the Scoounts and wiriong pasEs
suich Ehat o wrplennsd audic Bma was neguned? 03 Doss the Cabinat have an overvew of tha
+ . e . cEganEDen | Brle Ind ks, incudeg from S| 0O ]
T Dol TR ROl SO TOr Butht Sonien snly mbihdnian and alisd bodies?
Efg ST (M 80 BRI MnEndsEntl ol
Froem T st B CRBT MNaw g AOT Rl 00 Ba M-
predanted for approwall?
W a0 unguabfied sudt opmion green® ) | O 3 s ] ELECTRONIC SURVEY TOOL

W e Badkbor's vl bether fnee from conderni ¢
about tha BECounts prodens” g 9

To use the electronic survey tool, the lead
WRE B PORT-R T oS Sl unSTTERE B . . .
ats 1zoon fot mere . amann il I : person will first need to decide upon the statements
(and their linked questions) that should be asked of
the different groups of people in the organisation. In
Appendix 2, you will find suggested surveys for:

RACSTT you’ DOSAVAENS ARG EVOsnlE

e board members

* senior management

e corporate finance staff
e devolved finance staff

e budget holders.

10.  The lead person will need to send an email to

CHANGING KEY TERMS participants in the survey. This should give details
of the project, timescales, etc, advise them they are
8. The CIPFA FM Model can be used in any sector being asked to complete a survey, direct them to the
of the public services. The organisation can tailor key website link and tell them which survey to select
terms to phrases in local usage. The terms that can from the menu. The lead person themselves cannot
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participate in a survey and should select ‘No Group’
to have access to all 37 statements.

o

L

HE cIPF.ﬁ FM MODEL

Etalemant o nanosl Marsgsmant

it | Gilting Staried | Slalwsent Soloction | by Reporis My Prolils | 1og sl | Contact s

Tha CIPFA FM suresry tool R drodind Bha 37 Bast Practcs Rtemants mis oroucs. The
should aasst users by only asking statemaents that are relevant to ther role. There i alio
the opbion b pekeck manually tha statemants that vou would ks 1o respond on

The project team responsible for the survey tool within your organisation may hane alresdy
provided NEENECHONE &F £0 how 19 procedd o This MoN. IT you Bre undure., Disasa reler Badk
2 Ehel el o rnekd ERBE Sroradid voul with Eha ink £ e el

Plabis 18t #ther ooe of thi & dalned guaition Ground Beliw OR chooie thee e Siiue™
epban, whith will 3w pou 10 S3ru sy 8le tha FEMEMENLE ThaT you WaNE T2 reosnd on
Piease mole this seleciion cannol be reversed.

Mo G D) = ¥ yte arw o conimct mader i AReE aaket e epten - 9
Bowrd Membar o]
fe i o L L o
Comporats Fnance o
Dwenhind Finance (2]
Busget Molder o
11.  If you want to design your own surveys,

participants should select ‘No Group’, giving them
access to all 37 statements, and your email will need
to tell them which statements you want them to
score.

12. Survey participants access The CIPFA FM Model
by clicking on the link (www.cipfa-fm-model.org.uk],
and then clicking on Login/Register. They choose
their survey group and complete their survey.

REVIEWING THE EVIDENCE FROM
SURVEYS

13.  The lead person can export the results of
surveys to Microsoft Excel by selecting the Export
button on the My Reports page. The download will
give you the name of the person who has completed a
survey, their statement scores, question answers and
any observations and evidence entered, and the date
of entry of the data into the website. The lead person
can then analyse this data. This analysis will inform
the completion of the 37 good practice statements of
The CIPFA FM Model for the organisation as a whole,
along with the results of any interviews, workshops

and document reviews.
“l‘u:h‘-'i:l'\.l"-'rrmll *

m|ﬁl’“l‘u.'l'llld wﬂw_ll-'h My Reports | Wy Profie  |osy st r-l-llci Ih

i H'E CFP‘F.& F 4 MODEL

] e o vt S ) it o rasebiteond rencioned 8 ol L S

My Reports
Thass report] PUSMANSE voLr BIOTEE 1 FERDONDE 13 vOUr STabemants with CIPFA
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THE OVERALL JUDGEMENT

14.  The outcome of the self-assessment is to
derive scored statements for the organisation as

a whole and to make judgements about financial
management across the organisation. The overall
score for each statement should be decided by a
review team, taking account of survey results, one-
to-one interviews, workshops and document reviews
undertaken during the self-assessment.

15.  Once the review team has agreed a final

score for statements and questions and evidence
recorded, this can be entered onto the website by

the lead person under their login. They will then be
able to view the reports for the organisation and print
these reports. This data can also be downloaded into
Microsoft Excel by selecting the Export button on the
My Reports page.

REPORTING ON THE
ORGANISATION’S FINANCIAL
MANAGEMENT

16. A suite of financial management organisational
reports can be drawn from the website at any time.
Examples of these reports are shown below. These
reports are tools for strategic analysis, to discuss and
compare where the organisation aspires to be in very
high-level terms.

Financial Management Reports

17.  Areport summary by FM styles - Securing
Stewardship, Supporting Performance, and Enabling
Transformation.

Financial Management Organisational Reports

Yeour Scores by Sty | ety | omeweat | woay | e |

a [E] LI L 20 5 20 a5 an
Haw T do thads aooh™

[+ Secrmp s ] IR
|;ww |
|+ Enabling Transformetion NN ::

\’aurlw-nbrm-nm' f— |m| Moy | MI
6 685 16 5 20 25 a0 35 4

How [ do thade aooh?

[ j_"
[ —
| = swaksholders | -
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Financial Management Organisational Reports,
detailed breakdowns

Yeur Scores by Styie body | Somewat | Momy | M'

[2-] LI Lk Fl] 25 o 15 an

Haw far 46 thaes apoh™
[+ Secureg Swdor | I
[~ Supporing Pertormance | I :

o=

[N
-

ai

EHHEEEEEEEEE

g
J

Financial Management Organisational
Matrix Report

18.  The traffic light report links the other two

reports and shows a visual representation of scoring:

redis 0 < 1.5; amberis 1.5 < 3.0; green is 3.0 < 4.0.

Traffic Light Report

REPEAT USE

19.  The organisation can repeat the self-
assessment whenever they chose. The site can be
cleared on request or past scores and comments
retained for review. To request the site be cleared, go
to the Contact Us page and select ‘Reset my survey’
from the drop-down list.
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Contact us

Wk g Rt profiami Boathng ik Sureey SBLemantl, nadd Bnle &0 Condudtnr) In
Bibaiimae of fndodisl mBndaamant of with o provide Gomd NadDadc. plidie tomobta the
form balew

Tachcal halp

Nued adace

Frovide fesdbad |
(Rasat my SRy

(Changs lead olfger

SCORE TRACKING FOR USERS
OF VERSION 1 OF THE CIPFA FM
MODEL

20.  Organisations that used Version 1 of The
CIPFA FM Model are able to access their statement
scores from earlier self-assessments by either going
to the Version 1 website or requesting these are
downloaded into Microsoft Excel. Send us an email
using the Contact Us page to request this.

PEER-TO-PEER CONTACT

21.  Entering the peer contact pages allows you to
post comments and converse with other users of The
CIPFA FM Model. These contact pages are open to all
users of the model to read and add comments.
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PHRASE REPLACEMENT TERMS EXPLAINED

These terms are used throughout. Organisations can replace them with terms in use within their own

organisations.

The name of the organisation appears on the top of webpages.

Board

Chief Executive

Management Team

Scrutiny and Review

Audit Committee

Corporate Business Plan

Medium-term Financial Plan

Finance Staff

Managers

The group of people charged with setting the strategic direction for the organisation and
that is accountable for its achievement.

The senior executive role in the organisation.

The group of executive staff comprising the senior management charged with the
execution of strategy.

The arrangements in place that provide a check on the Board’s plans and their
execution.

The arrangements in place for monitoring and reviewing internal financial control and
the integrity of financial reporting.

The organisation’s overarching plan that sets out its strategy and how this will be
realised. It may be a stand-alone document or subsumed within a regulatory or
statutory plan.

The translation of the Corporate Business Plan into programmes covering the medium
term (generally three to five years). The appropriate future time frame will depend on
the nature of the business.

Staff with a prime responsibility for financial matters located either in a central
department of within business/service areas.

Staff responsible for the delivery of the organisation’s purpose - service/business to its
clients/customers.
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APPENDIX 2:
SUGGESTED SURVEYS

BOARD SENIOR CORPORATE DEVOLVED BUDGET
MEMBER MANAGEMENT FINANCE FINANCE HOLDER

LEADERSHIP

L1

L2

L3

L4

L5

L6

S N N N N NN
D N N N N NN

1111
1111

L7

PEOPLE

P1

P2

P3

P4

P5

11111
11111

Pé
PROCESSES
PR1

PR2

PR3

PR4

PR5 v v v
PRé6

PR7

PR8

PR9

PR10

PR11

PR12 v v v v v
PR13

PR14

PR15 v v

Page 10 The CIPFA FM Model: Getting Started



I 0 ) N N
MEMBER MANAGEMENT FINANCE FINANCE HOLDER
PR16 v v

STAKEHOLDERS

S1

s2

s3

S4

S5

S6 v v v v v
S7

S8

STATEMENTS IN 9 9 19 14 14
SURVEY

The five pre-set surveys do not cover all 37 statements. This is because:
i. User groups have only been asked to provide a view on statements that are relevant to their role.
il There are more appropriate evidence sources for certain statements, ie interview and document review.

iii. The survey is more likely to be a success (in terms of both response rate and the quality of responses] if it
is not considered lengthy.

Organisations are of course able to allow users to access an alternative range of statements via the ‘No Group’
selection option.
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