
Citizens Advice Scotland
Follow up review of governance arrangements

08 August 2019 | Strictly private and confidential | For approved external use only

This Final Report is strictly private and confidential and has been prepared for the Board of Citizens Advice Scotland. This Final Report is prepared for the Board as a body alone, and our responsibility is to the full Board, 

not individual Trustees. It should not be communicated to any third party without our prior written permission. For your convenience, this document may have been made available to you in electronic as well a hard 

copy format. Multiple copies and versions of this document may, therefore, exist in different media. Only the final signed copy should be regarded as definitive. 



Deloitte LLP
2 Hardman Street
Manchester
M60 2AT
United Kingdom

Tel: +44 20 7008 2054 
www.deloitte.co.uk

The Board of Trustees
Citizens Advice Scotland
Spectrum House
2 Powderhall Road
Edinburgh
EH7 4GB

08 August 2019
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Citizens Advice Scotland – Follow up review of governance arrangements

In accordance with the engagement letter dated 25 March 2019 (the ‘Contract’), for the follow up review of governance
arrangements (the ‘Review’) at Citizens Advice Scotland, we enclose our Final Report dated 08 August 2019 (herein the ‘Final
Report’).

The Final Report is confidential to Citizens Advice Scotland and is subject to the restrictions on use specified in the Contract. No
party, except the addressee, is entitled to rely on the Final Report for any purpose whatsoever and we accept no responsibility
or liability to any party in respect of the contents of this Final Report. This Final Report is prepared for the Board of Trustees as
a body alone, and our responsibility is to the full Board and not individual Trustees. See Appendix 3 for further detail on the
basis of this Review.

The Final Report must not, save as expressly provided for in the Contract be recited or referred to in any document, or copied
or made available (in whole or in part) to any other person. The Board is responsible for determining whether the scope of our
work is sufficient for its purposes and we make no representation regarding the sufficiency of these procedures for the
organisation’s purposes. If we were to perform additional procedures, other matters might come to our attention that would be
reported to the organisation.

We have assumed that the information provided to us and management's representations are complete, accurate and reliable;
we have not independently audited, verified or confirmed their accuracy, completeness or reliability. In particular, no detailed
testing regarding the accuracy of the financial information has been performed.

The matters raised in this Final Report are only those that came to our attention during the course of our work and are not
necessarily a comprehensive statement of all the strengths or weaknesses that may exist or all improvements that might be
made. Any recommendations for improvements should be assessed by the organisation for their full impact before they are
implemented.
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Our scope and approach

Introduction

Overview of scope

As outlined in the engagement letter, we have undertaken a follow up 
review of governance arrangements with a particular emphasis around 
progress made against the recommendations set out in our report dated 26 
July 2016. 

Specifically this follow up review has considered:

1. Board composition

• Review of the composition of the Board including balance of Trustees; 
process of selection and election of Trustees; review of induction and 
training and development arrangements in place;

• Consideration of the relevant skills, experience and capabilities to 
provide effective leadership and governance;

• Review of available guidance on conflicts of interest, including 
processes to identify and manage conflicts of interest;

• Review of the leadership provided by the Chair and the Board 
including the effective discharge of their responsibilities.

2. Board Dynamics and cohesion

• Consideration of the dynamics of the Board and steps that have been 
taken to develop a cohesive structure.

3. Board structure and effectiveness

• The extent to which the strategy and purpose of Citizens Advice 
Scotland (hereafter “CAS”) is clearly defined;

• The role of the Board with a collective understanding of the strategic 
focus;

• Review of meeting frequency, structure of agenda and forward plan;

• Appropriateness of reporting provided to the Board;

• Review of the structure of the committees;

• Review of the Board’s relationship and ways of working with the 
senior management team and key stakeholders.

Approach

Our approach to delivering the project scope has consisted of:

1. Undertaking a desktop review of key documentation. This has 
included: a review of Board and Committee papers; information relating 
to Board induction, succession planning, and appraisal process; scheme 
of delegation and policy around managing conflicts of interest; Board 
operating principles / code of conduct; strategic plan and risk 
management strategy;

2. Facilitating a Board Survey to seek views on the effectiveness of the 
Board in practice;

3. Observing a meeting of the Board on 26 April 2019; 

4. Performing Board Interviews with each member of the Board to seek 
their views on the areas outlined in our scope above; and

5. Undertaking interviews with a sample of other stakeholders and the 
senior management team.

Following the completion of these activities we have discussed the draft 
findings with the Chair and CEO before sharing the high level findings with 
representatives from the Board of Trustees and Director team.

We would like to thank Board Members, members of the Senior 
Leadership Team, and all external stakeholders and Citizens Advice 
Bureaux (CAB) members who participated in the review for their 
input into the work.
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Our scope and approach (continued)

Introduction

Key to summary of progress against recommendations

Throughout this report we have rated progress against each of the 
recommendations which were raised in our previous report dated 27 July 
2016. 

Our findings from our review have been set out within this report and are 
structured in line with the three areas of the scope. Recommendations from 
the 2016 report have therefore been reordered in order to align with these 
three areas and as a result may therefore not be sequentially numbered. 

Those which were deemed to be priority recommendations within the 2016 
report have been highlighted within the body of this report.

Citizens Advice Scotland – Final ReportDeloitte Public Sector – Confidential – For approved external use

Significant progress made. All aspects of the 
recommendation have been implemented

Action has been undertaken to address the 
recommendation, although minor improvements 
are still required

Some action has been undertaken to address the 
recommendations, although a number of 
omissions remain

Limited evidence of progress to date
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Executive summary
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Executive summary

Context 

CAS was established for “the promotion of any charitable purposes for the 
benefit of the community in Scotland and elsewhere by the advancement of 
education, the advancement of health, and the relief of those in need by reason 
of age, ill-health, disability, financial hardship or other disadvantage.” It is the 
national umbrella organisation which supports the Scottish Citizens Advice 
Bureau (‘CAB’ or ‘Bureaux’) service across Scotland, the largest independent 
advice service in Scotland. 

CAS’s core function is to provide central support to local Bureaux through the 
provision of management, research, fundraising, IT support, training and 
campaigning. Through this central support role, CAS help Bureaux to provide 
free local and national services, as well as practical help and information on 
consumer, legal and political rights to the citizens of Scotland. CAS also helps to 
ensure that individuals can access the same high quality advice and guidance 
regardless of where they live, by carrying out a quality assurance and 
monitoring role across the Bureaux work.

In addition to these roles, CAS and the wider Bureaux network have 
significantly expanded their offer to the communities of Scotland, working 
collaboratively to provide multi-channel support and advice in regards to: 
Defined Contributions Pensions; Universal Credit: help to claim; a new Financial 
Health Check service, and assisting European Union citizens who require 
support to apply for settled status. These new functions mean that the network 
has now strengthened its voice in supporting and assisting people across 
Scotland, as well as providing effective challenge to government and industry 
policy in areas such as social security, debt and consumer markets such as 
water and energy.

Strategic context

CAS has continued to operate within a changing political landscape with, for 
example, the run-up to the Referendum in 2014, the implementation of the 
cross party commitments regarding devolution to Scotland, then the Scotland 
Bill, and now the uncertainty of the preparations to leave the European Union as 
well as the consultation on the creation of a consumer body for Scotland which 
is currently ongoing.

Alongside this changing political context, there have also been changes in the 
demography of consumers. The population of Scotland is projected to increase 
by 7% to 5.7 million by 2039 (National Records of Scotland, 2015) with a 
strong upward trend in ageing population being observed. A 28% increase in 
the number of people of pensionable age or over and an 85% increase in those 
75+ are projected by 2039. 

These trends are likely to have a significant impact on the services and advice 
that CAS and the Bureaux provide. Flexible resourcing and new and different 
ways of working will be required in order to meet the needs of the people and 
communities that CAS seeks to support. 

In light of these changes in the political and consumer landscape there is an 
even greater need to ensure that the governance arrangements of CAS are fit 
for purpose.

Summary of previous review

According to good practice, and in order to seek assurance that the 
organisation’s governance arrangements support the transparent and proper 
use of public funds, an independent review of CAS Governance was undertaken 
in 2016. The review highlighted a number of issues and opportunities for 
improvement. 

Since then the CAS Board has acted upon these recommendations, including 
refreshing the composition of the Board with the appointment of many new 
Trustees, as well as the launch of a new 5 year strategy in 2018. In light of 
these changes we were appointed to undertake a follow up review to determine 
progress against the previous recommendations. 
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Executive summary

Overarching summary

CAS has been on a journey of significant improvement over the last three years, 
a journey that has been undertaken in the face of numerous strategic and 
operational challenges. Overall the Board can demonstrate that substantial 
progress has been made, with a number of improvements which have been 
implemented.

In particular, we would highlight the progress that has been made in relation to 
the areas outlined as priority recommendations within our 2016 review. 
Specifically we note the work that has been undertaken to:

• Establish a new Board which is now comprised of a balance of External and 
Bureau Trustees, along with the appointment of a new independent Chair;

• The changes to the composition of the Board are seen to have significantly 
strengthened the breadth and impact of Board debate, with Trustees bringing 
a greater diversity of skills and experience whilst also retaining a focus on 
the operation and requirements of the Bureaux; 

• Steps have been undertaken to refresh the role and purpose of CAS through 
the development of the five year strategic framework, which also included 
undertaking a broad range of engagement activities; 

• The Board is viewed as demonstrating a good balance between debating the 
future of the organisation, as well as holding executives and management to 
account for delivery; and

• There has also been a strong focus on developing the governance 
arrangements which support the effective operation of the Board. In 
particular, through the effective management of Board meetings, more 
focused Board agendas, as well as improved Board reporting.

Throughout out review, we also noted that there remains a strong focus on 
delivering the organisation's charitable purpose and ultimately the clients 
served by CAS and the Bureaux. This has been further strengthened through 
the inclusion of an increased range of engagement activities with a range of key 
stakeholder groups.

As with any Board, there are always a number of refinements which can be 
made as part of the ongoing development of the Board. Where we have noted 
opportunities for further changes to be made, these have been outlined within 
the body of this report. In particular we would highlight the following changes 
which could now be undertaken to ensure that the changes made to date are 
sustained and consistently applied:

• Whilst Board dynamics are positive, a programme of ongoing training and 
development for Board members which includes opportunities for joint 
sessions with the Senior Leadership Team should now be implemented in line 
with good practice;

• There have been a number of improvements in how CAS communicates and 
engages with CABs. Those we spoke with as part of our review recognised 
these changes. This could now be further refined in order to encourage even 
greater levels of transparency and to increase CAB’s engagement in the 
delivery of the strategy; and

• Whilst Board debate is viewed positively, there is a need to consider 
mechanisms by which Board Members can be collectively kept updated in-
between formal Board meetings, especially given the complexity of strategic 
issues facing the organisation at present.

1. Board structure

• The composition of the Board has been amended to provide an equal balance 
of External and Bureau Trustees, along with an independent Chair. These 
changes are seen to have brought greater diversity to Board and Committee 
debate, along with an increased focus on the Board’s stewardship role. Board 
Members spoke positively about the current composition of the Board and no 
significant skills gaps have been noted. 

• The Chair is well respected and is seen to undertake his role well. Board 
meetings are well managed, with debate encouraged, discussions clearly 
concluded and actions captured. Whilst no significant issues in relation to the 
dynamics of the Board were noted, there remain opportunities for further 
activities to support the ongoing development of both individual Board 
Members as well as the Board collectively in line with good practice. 
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Executive summary

2. Board dynamics and cohesion

• Although still a relatively new Board, Trustees and those who have 
experienced the Board in operation were positive about dynamics, noting 
that the Board displays a clear shared purpose and seeks to work in the best 
interests of CAS, the Bureaux network and ultimately the citizens of 
Scotland. Board members are seen to adhere to the values of the 
organisation and to work in a cohesive way. Board debate is seen to be 
open, constructive and value adding. 

• Given the number of significant strategic matters which are facing the 
organisation at present, further consideration is needed to enable greater 
fluidity in mechanisms to ensure that all Board Members are kept up to 
speed on any emerging issues.

3. Board competencies

• Board meetings are well managed and are appropriately structured with 
agendas shaped to enable debate to be focussed around areas of greatest 
risk or strategic significance. Board reporting has been refreshed, with the 
quality, content and consistency of Board papers having been improved. A 
review of Board Committees has also been undertaken, and whilst a number 
of these changes have been implemented, it is recognised that governance 
arrangements at this level could now be further refined. 

• Both external stakeholders and representatives from CABs were also 
supportive of the changes in governance that have taken place in recent 
years. However, opportunities to further improve the clarity of the strategic 
direction for CAS, as well as to refine opportunities for communication and 
engagement, were identified. 
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Next steps

• Throughout this report we have summarised progress against the 
recommendations outline within our report dated 2016. We suggest the 
Chair, in consultation with the Board and key stakeholders, consider the 
progress outlined within this Final Report and collectively agree a response to 
the matters raised. 
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Summary of progress against 
previous recommendations
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1. Board Composition
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Recommendations from 2016 Our assessment of progress made Status

1.1 Board composition and skills

1. 2016 priority recommendation 

The structure of the new Board 
should comprise a balance of 
External Trustees and Bureau 
Trustees and an independent 
Chair.

• The Board currently comprises six External and six Bureau Trustees, along with an independent Chair. 
The Articles define Bureau Trustees as a volunteer worker; a member of the governing body of a Member 
Bureau; or an employee of any Member Bureau. External Trustees are appointed from outside of the 
CABs through a robust appointments process as outlined in R3 below. 

• Through interview and survey feedback, Board Members agreed that the diversity of skills at the Board 
enables a broader range of perspectives to be explored through the Board debate. External trustees are 
seen to bring a breadth of skills and experience which was previously felt to be lacking. Bureau trustees 
are also seen to bring both their own areas of expertise as well as valuable insight into the operation of 
the network. It was also noted that they ensure an emphasis on providing insight into items from a 
collective bureau perspective rather than just the that of their own CAB. 

2. 2016 priority recommendation

The requirements for Board size 
should include a minimum 
composition of 11 Trustees and 
maximum composition of 13 
Trustees.

• As outlined in R1, the Board currently comprises six External and six Bureau Trustees along with an 
independent Chair. The composition of the Board is therefore in accordance with the requirement of the 
Articles.

3. 2016 priority recommendation

All Trustee appointments should 
be based on merit and their skills 
and experience. There should be 
a robust and competitive 
appointments process 
established, whereby all Trustees 
are assessed against clear and
objective criteria. 

• The skills requirements of the Board have been reviewed, with specific skills sets sought in order to 
achieve a balanced Board which encompasses diversity of experience across a range of sectors. Whilst no 
significant skills gaps were noted, consideration should be given to strengthening skills around marketing 
and branding in future Trustee appointments in line with the strategic aim which has been established in 
this area. 

• An external recruitment agency has been utilised on a number of occasions to support the Trustee 
appointments process. This has included clear criteria against which applicants have been assessed. 

• Trustee appointments are also overseen by the Nominations Committee with the process including: a 
review of the skills and experience of the applicant; understanding of role; and capacity to undertake the 
role. 

4. 2016 priority recommendation

Members should consider if the 
distinction between paid and 
unpaid Bureau Trustees is 
appropriate.

• A review of this area has been undertaken with no changes made. The process in this area remains 
consistent with similar organisations within the sector.
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1. Board Composition (continued)
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Recommendations from 2016 Our assessment of progress made Status

1.1 Board composition and skills (continued)

5. 2016 priority recommendation

Establish clear terms of office 
limits in line with good practice 
which do not allow any Trustee to 
serve for more than a 6 year 
period, to include consecutive or 
accumulated time. These terms 
limits should be strictly adhered 
to. 

• The Articles have been updated to state that each Trustee is eligible to serve a maximum of two three 
year terms, or a maximum of six years in any capacity. Clarity on Trustees eligibility for re-election is 
also clearly specified. 

• All current Board members have been recruited within the last six years and therefore these changes 
have been adhered to in practice to date.

7. Establish a formal induction pack 
and process for new Board and 
committee members. This should 
set out: the role of Board and 
Committee members; good 
governance in the charity sector;
CAS business model; and services
and understanding of the Bureaux 
network. In addition, it should 
include interaction with the SLT 
and staff and provide 
opportunities to engage with the 
organisation and CABs.

• A formal induction pack is available for new Trustees which provides a good oversight of the work of CAS, 
the role of a Trustee, and an overview of governance requirements for the sector. Key documents 
include: the Annual Report and accounts, Strategic Framework, Code of Conduct, a summary of the 
activities of CAS, and a copy of the Articles. During interview, CAS Trustees were positive about their 
experience of the induction process noting that this was comprehensive and had provided good insight 
both into the organisation and to their role. 

• Whilst recognising the improvements made in this area, there is scope for further refinements to be 
made. Specifically, there remains scope for a greater overview of the Bureaux network as well as 
opportunities to engage with some CAB’s direct to understand more about their roles and activities. In 
addition, greater opportunities to engage with other Board Members and the Senior Leadership Team 
would be welcomed, both as part of the induction process as well to provide greater opportunities for 
ongoing communication in order to further improve Board dynamics and to more fully understand skills 
and backgrounds as outlined further in R8. 

8 A formal framework for Board and 
Director development should be 
established by the Board and 
consist of two elements:

• A formal Board training plan, 
with specific focus on training 
relevant to CAS; and

• This should be supplemented 
by individual personal 
development plans for each 
Board member. 

• Following the appointment of new Trustees to the Board during 2017, an initial away day was held in 
February 2018. This included a number of aspects of Board Development including good governance and 
strategic planning.

• The session was well received, however, no further Board Development has been undertaken since this 
time, and whilst Board Members have reported positive dynamics in the main, there is a recognition that 
further development opportunities, including spending greater time to get to know one another and to 
understand the individual Board members skills and styles of working would be of benefit.

• Where required, this should also be supported by individual development plans for individual Board 
Members based on an annual review of performance against agreed objectives. 
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1. Board Composition (continued) 
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Recommendations from 2016 Our assessment of progress made Status

1.1 Board composition and skills (continued)

9 Introduce a formal Board, 
committee and individual Board 
member assessment process that 
includes: Annual internal Board 
and committee assessments led 
by the Chair of the Board and 
Chair of the relevant committees; 
and the completion of a self-
assessment (or peer assessment) 
by each Trustee on their 
contribution which is discussed 
during a one-to-one session with 
the Chair on an annual basis.

• During 2018, a working group was established to oversee a review of the effectiveness of Board 
committees under the guidance of one of the Trustees. This review included current committee 
composition and remits with a number of the proposed changes already being implemented. This review 
is referred to further in R24 and R25. 

• In addition, we would typically expect to see an evaluation of each committee meeting led by the 
Committee Chair. Given the ongoing changes to the remits of the Board Committees as outlined above, 
such a review should be undertaken towards the end of 2019/20 in order to assess the impact of these 
changes in practice. This should also include undertaking individual Board Member assessments and also 
to inform Board training plans. 

10 Review the responsibilities of the 
company secretarial team and HR 
in relation to induction, training 
and development and consider 
additional ways they can support 
the Chair, as appropriate. 

• As outlined in R7 and R8, support has been provided to the Nominations Committee and Chair to develop 
a formal induction pack for all new Trustees. This has been well received and covers the majority of areas 
we would expect to see. However, there remains scope for further refinement of the induction process, 
as well as greater emphasis around ongoing Board development and training as outlined in R7.

See 
R7
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1. Board Composition (continued) 
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Recommendations from 2016 Our assessment of progress made Status

1.2 Conflicts of interest policy

13 Introduce comprehensive 
guidance on conflicts of interest, 
such as a conflicts of interest 
policy, that sets out: processes to 
identify and manage actual or 
perceived conflicts of interest; 
meeting procedures; personal 
responsibilities of Members; and 
procedures regarding breaches. 
This should also include details of 
case studies that reflect on 
situations that have arisen, or 
could arise. 

• Feedback obtained during interviews and Board member surveys was positive regarding the culture of 
the Board, with Trustees seen to be working towards a clear shared vision and purpose for CAS, rather 
than for any self interest. This was particularly the case for Trustees appointed from Bureaux who are 
seen as working in the interest of the needs of all CABs, rather than specifically for the organisation they 
are aligned to. 

• The Board is also viewed as working hard to maintain the independence of decision making, and we are 
aware of examples of Trustees not participating in debates where either a real or perceived conflict could 
arise. 

• Improvements to the documentation in this area have been made. The CAS Articles and Operational
Handbook contain high level guidance on the management of conflicts of interest and specify 
requirements for Trustees to declare actual or potential conflicts of interest to the Board. The Handbook 
also summarises the process that should be followed thereafter. 

• However, The Articles state that the ‘Interested Trustee’ should conduct themselves in accordance with 
any terms imposed by the Trustees and there is no accompanying policy providing definitions, application 
of these principles, decision trees or inclusion of case studies to assist with decision making, which we 
would typically expect to see.

• From a review of Board and Committee minutes, we also noted mixed practice for declaring an interest at 
the start of meetings. We would suggest therefore that this is included as a standard item on the agenda 
across all Board and Committee meetings.
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1. Board Composition (continued) 
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Recommendations from 2016 Our assessment of progress made Status

1.3 Chair’s leadership

6 Priority recommendation

A new independent Chair with the 
skills and capabilities to lead an 
organisation of CAS’ scale and 
complexity should be appointed 
in line with the selection process 
set out in recommendation 3.

• The current Chair was elected on 28 March 2017 at the charity’s Annual General Meeting. He brings 
experience from serving in a wide range of senior leadership roles, including having previously held the 
role of Chief Executive of the Convention of Scottish Local Authorities (COSLA) from 2002-2015; an 
organisation that ‘provides political leadership on national issues, and works with councils to improve 
local services and strengthen local democracy.’

• The Chair is well respected by the Board and is seen to undertake his role well. Board meetings are well 
chaired, with debate encouraged, discussions clearly concluded, and actions captured. The Chair is also 
perceived as being open to challenge. 

• On occasion the Chair has had to operate in more of an executive, rather than non-executive, manner 
given some of the governance challenges that have faced the organisation. This approach is starting to 
lessen now a number of governance improvements have been made and are starting to embed. 

• It was also highlighted that the Chair has placed a lot of emphasis on increasing engagement with 
stakeholders, in particular with CABs, with interviewees describing him as accessible and approachable.
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2. Board dynamics and cohesion
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Recommendations from 2016 Our assessment of progress made Status

2.1 Board dynamics and cohesion

2019 new recommendation:

Ensure that both the frequency of 
Board meetings, along with the 
mechanisms for keeping Board 
Members up to speed on 
emerging issues are kept under 
review given the number of 
significant strategic issues facing 
CAS at present.

• Whilst still a relatively new Board, Trustees and those in attendance were positive about the functioning 
of the Board and dynamics in meetings, noting that the Board displays a clear shared purpose and seeks 
to work in the best interests of CAS and the Bureaux network.

• All members are seen to display the right values and to work in a cohesive way which is respectful of 
colleagues. During interviews it was also noted that Board Members will “effectively engage in debate” 
and also “stand behind the collective view point” once determined. We concur with this view from our 
own observation of the Board meeting.

• Board debate is seen to be open, constructive and value adding, with Executives noting that the input 
from Trustees helped them to consider topics from different perspectives. A range of examples of Board 
impact were cited including: input into the recent strategic refresh; utilising expertise to help shape 
governance arrangements; and helping to determine options to respond to emerging strategic issues. 
This could be further enhanced by encouraging all Trustees and Directors to contribute more fully across 
the breadth of the Board agenda. 

• It is recognised that there are a number of significant strategic issues facing CAS at present, and whilst 
the Board has been engaged in discussing these issues, at times there is a need for greater fluidity in 
mechanisms to ensure that all Board Members are kept up to speed on any emerging issues, especially 
where some of the strategic debate can move at pace. There is a need therefore to consider:

• greater signposting of the timeline of significant forthcoming decisions;

• the frequency of meetings to in order to ensure that there are opportunities to engage all Trustees in 
responding to emerging issues; and

• the robustness of mechanisms to keep all Board Members up to speed in between formal meetings in 
relation to matters of significance.

n/a
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2. Board dynamics and cohesion (continued) 
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Recommendations from 2016
report

Our assessment of progress made Status

2.1 Board dynamics and cohesion (continued)

11 2016 priority recommendation

Introduce a mechanism to hold a 
vote of no confidence to 
encourage an individual to resign 
as a Trustee where they are in 
breach of their Letter of 
Appointment or the Code of 
Conduct, or are underperforming 
in role. This should form part of 
the rules for removing a Trustee 
under the Articles which will 
make it legally binding.

• Section 25 of the Articles outlines the reasons and process for removing a Trustee from office including 
where they are found to be in breach of their Letter of Appointment or the Code of Conduct. The Articles 
specify that to remove a Trustee under the Article requires 75% of the total number of Trustees then in 
office to vote in favour of removal. 

12 Following the establishment of 
the new Board, hold a workshop 
on effective Board dynamics and 
culture that explores Board 
relationships, constructive 
challenge and contributing 
effectively to Board meetings. 
This should also be provided to 
new Board members as part of 
the induction process. 

• The Board Away Day held on 8 February 2018 included practices of good governance and the role of the 
Board in the charity sector. While we did not identify any board development sessions specifically 
including board dynamics, constructive challenge and effective contribution through the course of our 
review, in practice the dynamics and culture of CAS is seen to have significantly improved. However, 
further informal time together as a Board in order to strengthen and further develop the culture and 
dynamics would be welcomed as outlined in R8. 

Refer 
to R8
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3. Board structure and effectiveness
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Recommendations from 2016 Our assessment of progress made Status

3.1 Purpose and strategic oversight

17 Review the role of the Board and 
consider strategic areas the
Board can focus on to add value 
to the organisation to enhance 
their stewardship role and 
support management. In 
addition, following the Finance 
and Risk Review consider any 
updates required to the finance
and risk responsibilities of the 
Board (as distinct from the 
Finance Committee and Audit and 
Risk Committee) and information 
required.

• Overall the Board is seen to demonstrate a good balance between undertaking its stewardship role, that 
is to drive and shape the future direction of the organisation, as well as its oversight role in holding 
executives and management to account. In particular, the work undertaken by the Board in the 
development of the strategic framework for 2018-23 was seen to have assisted the Board in defining a 
clear vision for the organisation, and providing clarity on the core strategic priorities. From a review of 
minutes we noted a balance between ongoing updates against the four strategic aims, alongside a focus 
on specific strategic matters such as Consumer Scotland, and Universal Credit.

• Work continues to be undertaken to develop detailed plans to support the continued implementation of 
the strategy, with updates against each of the four strategic aims routinely provided through the 
strategic roadmap. It is recognised that reporting in this area could be further enhanced through the 
inclusion of clear outcome measures against which progress could then be tracked at both Board and 
Committee level, with work ongoing to further develop reporting in this area.

• In response to the recommendation following the previous review, a finance report is now presented to 
the Board in addition to the regular update from the Finance, Audit and Risk Committee. This report 
includes an overview of key aspects such as forecast outturn, new funding streams, and allocations to 
reserves. Updates from the Development Committee around the allocation of funds against strategic 
priorities are also provided, although as outlined in our previous report there remains scope to formalise 
this through the submission of a written report to summarise the activities and points for escalation from 
this meeting. 
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Recommendations from 2016 
report

Our assessment of progress made Status

3.1 Purpose and strategic oversight (continued)

18 2016 priority recommendation

CAS needs to clarify its purpose 
as an organisation and charity 
which provides central support to 
the Scottish Citizens Advice 
Bureaux across Scotland and is 
also a direct provider of services. 
This should be supported with the 
development of a new 5 year 
strategic plan prepared by the 
SLT and new Board, which is
agreed with members at the 2017 
AGM.

• During interview Board Members were clear on the purpose of CAS and their role in providing support for 
the benefit of the CABs across Scotland. 

• In addition, the Board has undertaken work to develop the five year strategic framework 2018 – 2023 
which was approved at the AGM in December 2017. This included a review of both the vision and purpose 
for CAS, as well as setting out the four priority areas of focus. As outlined above, a range of engagement 
activities were undertaken to support the development of this strategy, including engagement with the 
SLT.

• The majority of external stakeholders, including representatives from CABs, were knowledgeable and 
broadly supportive of the strategic direction. Several also commented that the process by which the 
strategy had been developed was transparent and the levels of engagement within this had been 
welcomed. 

• Whilst recognising the number of improvements which have been made in this area, there remains some 
scope for further refinement. In particular:

• For some CABs, the strategy was seen as being overly focussed on CAS as an organisation, with less 
focus around the support CAS will provide to CABs;

• A minority of CABs felt that there needed to be greater transparency and debate about the future 
mechanisms by which CAS and CABs would interact and evolve; and

• Some also noted that CAS has spent a significant amount of time of late responding to some specific 
strategic issues which have inevitably impacted on capacity to develop more detailed plans to support 
the implementation of the stated strategic aims. Although the reasons for this were understood, 
greater focus in this area is now required in order to provide clarity around next steps. In addition, it 
was also noted that greater communication on progress against the strategic priorities could be 
provided.

• However, whilst acknowledging that further improvements could now be made, there was broad 
agreement that there has been significant progress in this area and that the Board overall was 
demonstrating a much greater emphasis on the strategic aspect of its role. 
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Recommendations from 2016 Our assessment of progress made Status

3.2. Review of meeting frequency, structure, and forward plan 

19 Update the structure of the 
agenda to include details of the 
presenter and allocate 
appropriate timings for the topics 
being discussed. 

• Board meetings are well managed and are appropriately structured with agendas shaped to enable 
debate to be focussed around areas of greatest risk or strategic significance. Meeting timings are now in 
place and were broadly adhered to during the observed meeting. Board Members also spoke positively 
about the effective use of Board time, with the Chair exercising appropriate discretion in allowing issues 
to be more fully explored or closed down accordingly. 

20 Review the frequency of meetings 
to determine if additional 
meetings will be required. As part 
of this consider SLT resources, 
meeting budgets and the use of 
technology for ad-hoc meetings.

• The Board currently meets five times a year, typically rotating location between Edinburgh and Glasgow. 
Whilst this frequency is typical for an organisation of this size, and is also further supplemented by the 
use of Committee meetings to explore key issues in more depth, as outlined earlier in the report there is 
a need to keep this under review to ensure that key emerging strategic issues are afforded sufficient 
time. 

• There is also scope to ensure that all Committees are meeting with appropriate levels of frequency. 
Through desktop review we noted that the Development Committee was stood down in late 2018 and 
early 2019 due to meetings not being quorate, and although the Policy Forum has met regularly, recent 
meetings have only lasted for approximately 30 minutes (See also section 3.4).

21 Update the forward plan to 
include an additional meeting or 
away day to focus specifically on 
strategy, and to ensure coverage 
of all Board responsibilities 
following the revisions to the 
scheduled of matters reserved for 
the Board throughout the year.

Similarly structured forward plans 
should be prepared and 
maintained for each committee.

• A forward plan for Board meetings is in place which outlines the dates of meetings and items to be 
covered. This included holding a Board Away Day in February 2018, although as outlined in R12 this has 
not yet been repeated during 2019. 

• No specific gaps in relation to the forward plan were noted at Board level, however, rolling forward plans 
for each committee meeting are not yet in place. This is something which CAS should consider 
implementing to ensure appropriate coverage of key risks and strategic priorities throughout the year.
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Recommendations from 2016 Our assessment of progress made Status

3.3 Board reporting

22 In light of the suggested changes 
to the operation of the Board set 
out within this Report, review the 
quality and type of information 
provided to the Board and 
determine the changes required. 
This should include:

• Removal of operational 
matters from the agenda and 
associated papers;

• The inclusion of a CEO/COO 
report upfront in the Board 
pack;

• The introduction of a high 
quality finance report; and 

• Consistent reports from each 
committee.

On an annual basis the Board 
should have a discussion on the 
quality and quantity of 
information, with Board 
members requesting any 
relevant changes to 
management. 

• Board papers have improved in both content and format, with changes made including the use of cover 
sheets as well the inclusion of a CEO report and a separate finance report to the Board. 

• Our desktop review and observation illustrate that the focus of the Board is on the strategic matters of 
CAS, with a significant reduction in operational issues reported to the Board as previously identified. This 
is also apparent within a number of Committee reports, although could be more consistently applied 
across all committee meetings.

• Further refinements could now be made, including:

• The Board Action tracker table specifies items for follow up and by whom but it does not always 
provide a time frame and the tracker is not RAG rated to identify priority issues. Items which have 
been closed on the tracker remain listed which makes review of the action list a lot more cumbersome 
than it needs to be.

• Regular reports are received from the committees but there are opportunities to improve the quality 
of information and to further standardise the presentation of the papers and the amount of detail 
reflected in the minutes within committee meetings themselves. 

• There are also opportunities to improve the presentation of data in the committee papers, providing 
opportunity for increased scrutiny, identification of trends and improved decision making by the 
Board. This is particularly relevant in regards to the way that the data relating to the development 
and update of policies is presented at the Policy Forum and in the way that the overview of CAB Audits 
are presented at the Membership Committee. 

23 A consistent format is adopted 
for all reports presented to the 
Board to include a Cover Sheet 
with each paper presented to the 
Board which provides an 
executive summary to focus the 
Board’s attention on key issues
and, where material decisions 
are required, includes an 
analysis of options in their 
Reports, including pros and cons, 
to facilitate debate.

• The format for reports presented to the Board has improved although there is still scope for further 
standardisation in both content and format. For example the Development Committee report focusses on 
key matters discussed and decisions made whereas the Membership Standards Committee paper includes 
purpose, background and conclusions. From our desktop review we also noted differing amounts of detail 
included in the reports. Cover sheets and executive summaries are not generally included in the 
Committee papers.
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3.4 Committee structure

24 2016 priority recommendation

The new Board should review the 
structure of the committees, to 
include: remit, composition and 
reporting lines. 

• During 2018 a working group was established in order to undertake a review of the ongoing 
appropriateness of the Board and Committee structure. This included consideration of the status of each 
of the meetings and their adherence to the articles. 

• A number of the changes outlined within this review have subsequently been implemented including the 
restructuring of the previous Finance sub-committee into a more formally constituted Finance, Audit and 
Risk Committee. Whilst it is not unusual within the sector to align these areas into one forum, recognised 
best practice would be to maintain segregation between the meetings which consider financial 
management and control, with those which track financial budgeting and performance. We would 
therefore suggest that this is kept under review in order to ensure that appropriate segregation of duties 
occurs in practice. 

• The other substantial change proposed was the inclusion of a committee focussed on “People related 
matters”. We agree with this suggestion, particularly given the significance of the workforce of CAS to the 
successful delivery of the strategy.

• During interviews, and through our desktop review, we also identified a need for further refinement of 
some other areas including:

• The role of the Policy Forum is felt to need greater clarity, with interviewees noting that the meeting 
was “not getting into the detail of the work required” which is reflected in the both the attendance and 
length of some meetings. In particular there is felt to be a need to balance obtaining broader 
stakeholder input into the development of policies, thereby utilising the knowledge and expertise of 
the network, as opposed to a focus on reviewing of policies once they had been already been 
developed; and 

• A review of committee papers illustrates that the Development Committee, which should meet four 
times a year has not been able to meet on some occasions due in part to not being quorate. 

25 All committees should provide the 
Board with a short summary 
report which sets out the key 
matters discussed, decisions 
made and decisions being put 
forward for Board approval. This 
should be supported with a verbal 
update from the relevant 
committee Chair.

• All committees now provide the Board with updates on the work of the respective Committee meetings 
with an emphasis on providing an overview of the key matters discussed as well as highlighting any risks 
noted or key decisions made. 

• The majority of these updates are undertaken through short written summary reports, although there 
remains scope for this to be more consistently undertaken with verbal updates only provided on some 
occasions. 

Refer 
to 
R23
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3.5 Staff engagement

14 Formally document the Board’s
relationship and ways of working 
with the SLT, to include:

• Defining levels of interaction 
outside of the boardroom, 
including spending informal 
time together as a group;

• Structure and frequency of 
meetings, for example, bi-
annual informal one-to-one 
meetings between the SLT and 
Trustees;

• SLT responsibilities in relation 
to pro-actively briefing Board 
members; 

• Trustees providing support, 
advice and guidance to the 
SLT; and

• Respectful and professional 
behaviour.

• The Board’s relationship with the SLT is viewed as being productive and supportive, with interviewees 
describing Board debate as “value adding” and “providing guidance and direction”. The Board overall was 
seen to be “much improved” with “healthy debate”.

• Communication from the Board does occur, however given the recent changes in the structure of the SLT 
which has meant that a number of senior leaders no longer routinely attend Board meetings, there is 
scope to revisit mechanisms to disseminate key messages and to confirm actions which have arisen to 
ensure that all are fully briefed. It would be helpful, for example, to strengthen the use of SLT meetings 
in undertaking this role. 

• Whilst some examples were highlighted of Trustees utilising their experience to provide advice and 
guidance outside of formal Board and committee meetings, this is an area which could be further refined. 
In addition, further to the recommendations raised in the previous report, it was also noted that there 
remains limited interaction with the SLT outside of the formal Board and Committee meetings. 

• Consideration should therefore be given to ways in which the Board can more proactively interact with 
the SLT without impacting unduly upon Trustee capacity. This could be undertaken for example through 
members of the SLT attending the first part of the Board to hear updates from the Chair and CEO on the 
strategic landscape and emerging issues, as well as SLT attendance at the annual away day session.
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report

Our assessment of progress made Status

3.6 Stakeholder engagement

15 Clarify the frequency and 
mechanism for Board 
communication with Members. 
Examples could include: a 
summary report from the CEO or 
Chair on the Board meeting, 
highlighting key matters 
discussed and decisions made, 
webcasts etc. As part of this, the 
Board should seek to determine 
the responsibilities of CABs to 
communicate all relevant 
information within their Bureaux, 
as appropriate.

• A number of channels currently exist for communication with membership including chairs forum, 
publication of board minutes, ad hoc engagement sessions on key issues as well as CAS trustee and 
executive attendance at local bureau AGM’s. In addition the CAB Executive now have regular meetings 
with the Chief Officer of CAB’s (Co-CABs) to discuss operational issues.

• CAB stakeholders generally felt that there had been significant improvements in governance over recent 
years, with the majority considering communication with the Board to have improved. There remains a 
need, however, to clarify expectations of CABs to communicate all relevant information within their 
Bureaux as appropriate.

• Several CAB’s requested more transparency in relation to how much funding is retained by CAS and 
distribution across CABs the formula for the allocation of funding was not seen to be transparent.

• A small number of CABs had concerns in regards to bidding for funding as they were requested to state 
what the money would be used for locally when it was not always clear what purpose CAS had determined 
the funds would be used for when they were initially allocated.

16 Review the approach and format 
of the AGM and consider ways to 
use this this as a forum to 
effectively engage with Members. 
Following the changes to the 
governance structure resulting 
from this Review, Members will 
require enhanced information to 
inform their decision-making in 
advance of voting at the AGM. 

• The thirty fourth Annual General Meeting (AGM) of CAS was held on 6 March 2019. A new format was 
utilised which included;
• Election of CAS Trustees and standing Committees
• A report from the Development Committee and the Membership Standards Committee, Nominations 

Committee and the Policy Forum.
• Approval of Accounts
• Appointment of Auditors
• Overview of strategy

• This could be further refined to further enhance the use of the time available, for example to include: 
• A report from the Chair on the work and impact of the Board;
• Details of Board member biographies, and a summary of their contribution to the Board and its 

committees. 
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Glossary

Appendix 1
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AGM Annual General Meeting

CAB Citizens Advice Bureau

CAS Citizens Advice Scotland

CEO Chief Executive Officer

COO Chief Operating Officer

CO-CABs Chief Officer of CABs

COSLA Convention of Scottish Local Authorities

IT Information Technology

RAG Red, Amber Green
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Basis of this Review

Appendix 2

The enclosed Final Report has been prepared principally from information supplied by and obtained from discussions with the Trustees, management, and external 

stakeholders and a review of documentation pursuant to the scope of the work agreed in the engagement letter dated 25 March 2019. You are responsible for 

determining whether the scope of our work specified is sufficient for your purposes and we make no representation regarding the sufficiency of these procedures for your 

purposes. If we were to perform additional procedures, other matters might come to our attention that would be reported to you. This Final Report should not be taken 

to supplant any other enquiries and procedures that may be necessary to satisfy the requirements of the recipients of this Final Report. You will appreciate that our work 

was not designed to identify all matters that may be relevant to you and this Final Report is not necessarily a comprehensive statement of all weaknesses which may 

exist in the governance of the organisation or of all improvements which may be made,

Our work, which is summarised in this Final Report, has been limited to matters which we have identified that would appear to us to be significant within the context of 

the scope. In particular, this Review will not identify all of the gaps that exist in relationship to Citizens Advice Scotland’s approach to governance; rather the review will 

seek to consider performance in the areas outlined in the scope and to identify the most material gaps or areas where insufficient evidence may give rise to the 

identification of material gaps in the future.

We have not undertaken a detailed review of the skills, competencies and expertise of individual Board and Committee Members. Further, we have not undertaken: a 

detailed review of the effectiveness or appropriateness of the governance structure or framework; management information; the level of company secretarial resources; 

the IT systems; or the appropriateness of any strategy or risk document. 

This work does not constitute an internal audit in accordance with relevant UK Chartered Institute of Internal Auditors – UK and Ireland Standards and Guidance. As 

agreed with you in the contract, unless otherwise stated in our Final Report, we have not sought to verify the information contained herein nor to perform the procedures 

necessary to enable us to express an audit opinion on any of the financial or non-financial information contained in this Final Report. Indeed, as you will appreciate, 

much of the additional, non-financial information contained in this Final Report cannot be subjected to audit or otherwise independently verified.

This Final Report has been prepared in accordance with the terms of the engagement letter dated 25 March 2019 (“the Contract”), and is subject to the restrictions on 

use specified in the Contract. No party other than Citizens Advice Scotland is entitled to rely on this Final Report for any purpose whatsoever and we accept no 

responsibility or liability to any party other than Citizens Advice Scotland in respect of the contents of this Final Report. Should you wish to make this Final Report 

available or communicate it to any other party you will require our prior written permission, which will not be unreasonably withheld. All copyright and other proprietary 

rights in the Final Report remain the property of Deloitte LLP and any rights not expressly granted in these terms or in the Contract are reserved. This Final Report and 

its contents do not constitute financial or other professional advice. Specific advice should be sought about your specific circumstances. To the fullest extent possible, 

both Deloitte LLP and Citizens Advice Scotland disclaim any liability arising out of the use (or non-use) of the Final Report and its contents, including any action or 

decision taken as a result of such use (or non-use).

This Final Report is dated 08 August 2019 and may only be relied upon in respect of the matters to which it refers. In relying upon this Final Report, you agree that we 

have no responsibility to and we will not perform any work subsequent to the date of the Final Report nor to consider, monitor, communicate or report the impact upon 

governance arrangements of any events, circumstances or inaccuracies which may in future occur or may come to light subsequent to the date of the Final Report 

(“Subsequent Events”).
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This document is confidential and it is not to be copied or made available to any other party. Deloitte LLP does not accept any liability for 
use of or reliance on the contents of this document by any person save by the intended recipient(s) to the extent agreed in a Deloitte LLP 
engagement contract. 

If this document contains details of an arrangement that could result in a tax or National Insurance saving, no such conditions of 
confidentiality apply to the details of that arrangement (for example, for the purpose of discussion with tax authorities).

Deloitte LLP is a limited liability partnership registered in England and Wales with registered number OC303675 and its registered office at 1 
New Street Square, London, EC4A 3HQ, United Kingdom.

Deloitte LLP is the United Kingdom affiliate of Deloitte NSE LLP, a member firm of Deloitte Touche Tohmatsu Limited, a UK private company 
limited by guarantee (“DTTL”). DTTL and each of its member firms are legally separate and independent entities. DTTL and Deloitte NSE LLP 
do not provide services to clients. Please see www.deloitte.com/about to learn more about our global network of member firms.

© 2019 Deloitte LLP. All rights reserved.
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