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1. Introduction 

1.1. Background 

1.1.1. eQuality Time is a company limited by guarantee (company number 09197133, incorporated 

on 31 August 2014 ) and a registered charity (charity number 1177233, registered on 20 

February 2018). eQuality Time’s annual income is around £50,000. 

1.1.2. eQuality Time has four Trustees and one employee (Chief Operating Officer, (COO)). Due to 

the current staff numbers, the Trustees are required to play a critical operational role for the 

charity. The Treasurer is the mother of the COO. eQuality Time followed due process and 

obtained the Charity Commission’s approval for employing a close relative of a Trustee.  

1.1.3. eQuality Time has an ambition to grow and is keen to ensure that its financial management 

and financial governance practices and processes are fit for purpose now, and to identify 

future areas for development should the organisation grow or become more complex with 

multiple funding streams.  

1.2. Purpose of the assignment 

1.2.1. The overall purpose of this assignment is to:  

• Review existing financial management and financial governance practices and make 

recommendations for improvements. 

• Provide mentoring support to eQuality Time management during the implementation 

of the recommendations. 

• Carry out a follow-up review to re-assess financial management and financial 

governance practices. 

1.3. Purpose of this report 

1.3.1. The purpose of this report is to make recommendations for improvements following  a 

review of eQuality Time’s existing financial management and financial governance practices 

focusing on four areas: 

• A list of things that the charity should/must be doing at its current size of £50,000 

income, 

• A list of things that the charity should/must be doing when it reaches income of 

£250,000. 

• What a potential funder who may assess the charity for a £400,000 grant sometime in 

the next five years needs to see to give the charity a clean bill of health.  

• What should be shared on the charity’s website in terms of finance and governance for 

the charity to be taken seriously. 

1.4. Methodology 

My approach to this assignment was as follows: 

1.4.1. I reviewed several documents provided by eQuality Time relevant to its existing financial 

management practices (see appendix 1 for a list of those documents). 
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1.4.2. I held five interviews to gather further information: with three of eQuality Time’s Trustees, 

(Clare Walsh, Tess Reddington and Seb Junemann), the COO (Joe Reddington) and the 

outsourced Accountant (Steve Sheppard).  

1.4.3. I researched recommended practice on sharing financial information publicly. 

1.4.4. I prepared this report. My recommendations for improving eQuality Time’s current financial 

management and financial governance practices are based on the findings of the 

engagement through the interviews, document review, and best practice recommendations.  

2. Key recommendations for immediate improvement 

2.1. Summary findings 

Outlined below in sections 2.2 to 2.8 are the key detailed recommendations for improvement 
eQuality Time should implement now. The recommendations are presented in six key areas: 
Financial Planning, Accounting Systems, Financial Reporting, Internal Controls, Grant Management, 
Other Financial Governance Practices and Financial Management Skills and Experience. Further 
details of the findings and observations from the review and my recommendations are included in 
appendix 2.  
 
The following recommendations (also included in the sections below) are the highest priority for 
eQuality Time to address: 
 

2.1.1. Financial planning: An annual budget should be prepared and approved by the Trustees 

before the start of the financial year. The budgeting processes require updating so standard 

organisational budgeting templates are used.  

2.1.2. Accounting systems: The current excel format of the cashbook, reports and approach to 

accruals accounting within the cashbooks is confusing and difficult to follow. The system 

should be reviewed to decide whether it can be developed into a robust system that is fit for 

purpose to maintain the accounts of an organisation that has multiple donors and projects 

that span financial years, or whether a computerised accounting package is more 

appropriate. 

2.1.3. Financial reporting: Management and project reports should be developed that compare 

actual income and expenditure against budget including variance analysis and should be 

reviewed at least quarterly by the Board. 

2.1.4. Internal controls: Formalisation of existing practices on delegated authority should be 

approved and recorded on a delegated authority document clarifying and controlling who 

has the authority for making financial decisions, such as limits for committing, approving and 

authorising expenditure, as well as signing other legal documents such as income 

agreements. Large items of expenditure should not be claimed through the expenses 

process. 

2.1.5. COO and Trustee financial management experience: eQuality Time is short of skilled 

financial management experience within both its staff and Trustee teams. The Trustees 

should look to recruit a new Trustee to bring those essential skills into the charity. The 

Trustees should also consider attending charity governance training and the COO attending 
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financial management training to improve the skills and knowledge of financial management 

and financial governance in a charity context. 

2.2. Financial planning 

The budget represents the amount of money an organisation plans to raise and to deliver its 

strategic and operational plans. Budgets are essential in ensuring that funds are planned to be used 

in the best possible way and budgets are critical to enable the use of funds to be monitored at 

project and organisational level.  

2.2.1. An annual budget should be prepared and approved by the Trustees before the start of the 

financial year. This ensures the Trustees have oversight of the organisation’s annual 

finances, can assess whether all planned costs are adequately funded and are then able to 

monitor the financial performance of eQuality Time against the approved annual budget.  

2.2.2. A separate core cost budget should be prepared so that it is clear how much the 

organisation costs to run. This will also ensure that, where contributions to core costs are 

included in donor funded budgets, they are based on budgeted costs and apportioned to 

projects on a fair and equitable basis. 

2.2.3. A standard organisational budgeting template should be developed that can be used to 

prepare project budgets against planned activities, core cost budgets and an annual 

consolidated organisational budget that shows clear calculations and include explanatory 

notes. The budgets should use the same income and expenditure categories used to record 

all financial transactions in the accounting system to facilitate financial reporting comparing 

budget to actual. The project budget template should also facilitate the translation of the 

budget into a funders template. 

2.2.4. A cashflow forecast should be prepared, monitored and updated to assess where cashflow 

issues will occur so that plans can be prepared to manage potential cashflow problems. 

Many organisations fail because of cashflow issues, especially where financial reserves are 

low. 

2.2.5. All budgets should be reviewed and approved before submitting to a funder. A second pair 

of eyes is essential to ensure the budgets are complete and accurately reflect the cost of 

delivering the activities. 

2.3. Accounting systems 

Robust accounting systems are essential to demonstrate how funds have been used. Supporting 

documents are essential to provide evidence of transactions and the accounting systems should be 

designed to provide a clear audit trail from the books of accounts to the supporting documents, 

including the approval process.  

2.3.1. The current excel format of the cashbook and approach to accruals accounting within the 

cashbooks is confusing and difficult to follow. Two different versions have been provided 

with different information and so the system itself does not appear to be robust or have 

integrity, it is not up to date, and the reports produced from the cashbooks are difficult to 

understand. The system should be reviewed to decide whether it can be developed into a 

robust system that is fit for purpose to maintain the accounts of an organisation that has 

multiple donors and projects that span financial years or whether a computerised 

accounting package is more appropriate. It is not uncommon for small charities to use excel 
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based accounting systems, however most prepare their monthly and quarterly accounts on a 

cash basis1 and do not have multiple projects and grants that require accounting separation 

to be maintained. The accounting/bookkeeping skills required to operate the systems will 

depend upon the systems chosen. 

2.3.2. The accounts should be maintained at least monthly and bank reconciliations should be 

undertaken and reviewed and approved by someone who did not prepare them. 

Conventionally, the books of accounts are prepared as at the last day of the month. Each set 

of monthly accounts should be saved separately as a record. 

2.3.3. All transactions should be coded to an income or expenditure category and to a project 

/funder during the approval process and recorded in the cashbooks using those 

codes/categories (see also section 2.4.2 below). This ensures that all transactions are 

approved and recorded against expenditure categories and projects/funding sources upon 

initial entry into the accounts and any subsequent change to the codes would require further 

approval. This provides a clear audit trail for initial approvals and any subsequent changes. 

2.4. Financial reporting 

Financial reports are essential in monitoring the financial performance of the organisation against its 

approved budgets and for providing financial information for all stakeholders. This is a key control in 

ensuring the funds are used for their intended purpose and where significant variances occur 

necessary corrective action can be taken. 

2.4.1. Management reports should be developed that compare actual income and expenditure 

against budget including variance analysis. These reports should be reviewed at least 

quarterly by the Board. The management reports should also include information on bank 

balances and debtors and creditors. 

2.4.2. Project reports should be prepared at least quarterly that compare actual income and 

expenditure against budget including variance analysis. Project progress is discussed as 

Trustee meetings, but the finances are not formally reviewed. 

2.4.3. The Trustees’ annual report and accounts, which have been independently examined, should 

be prepared and submitted to the Charity Commission within 10 months of the year-end 

date.2 

2.5. Internal controls 

Internal controls are essential in safeguarding the organisations assets against fraud and misuse and 

for detecting errors and emissions in the accounting records. They also protect staff from false 

accusations by providing guidance on ‘how we do things’ which removes an element of individual 

judgement and trust in financial management decisions. 

2.5.1. Delegated authority should be approved by the Trustees and recorded on a delegated 

authority document clarifying and controlling who has the authority for making financial 

decisions, such as limits for committing, approving and authorising expenditure, as well as 

signing other legal documents such as income agreements. Proof of compliance with the 

                                                           
1 And prepare fully accrued annual accounts where required to meet statutory reporting requirements 
2eQuality Time should check whether the Trustees annual report and accounts must be submitted to the Charity Commission for the year 

ended 31 August 2018 given eQuality Time registered as a charity in February 2018 
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delegated authority would be required, for example, if two people were required to 

authorise a specific expenditure commitment in advance. eQuality Time’s current formal 

expenditure approval process puts more emphasis and scrutiny on approving expenditure 

that has been incurred rather than approving expenditure before it has been committed 

within defined authority limits. 

2.5.2. Approval of expenditure should be captured and documented and filed with the supporting 

documents. The approval could be captured electronically or written onto the invoice or a 

payment voucher. This provides a much clearer audit trail of the approval process rather 

than having to look online to see who input or released the payment, or to find out who 

signed cheques. Approval should be given for the amount to be paid, the payee, the invoice 

or document number, and the relevant accounting codes (expenditure category and project 

code).  

2.5.3. The procurement policy and process should be documented and implemented to 

demonstrate how value for money is achieved when purchasing high cost items. The policy 

should also define how value for money will be assessed in purchasing, for example 

environmental factors may be considered along with price. 

2.5.4. Purchases not covered by the normal expenses policy should be invoiced to, and paid for by, 

eQuality Time rather than being paid for and claimed back via the expenses process. This will 

ensure payments are recorded in the books of accounts more quickly, that invoices are 

clearly made out to eQuality Time and there is less risk of mixing personal and business 

expenditure. Staff advances (where the advance is approved for use against specific 

purchases) or a company credit card could also be considered where it is not possible to set 

up a business account with a supplier or where payment is required immediately. All 

purchases would still require authorising within the limits specified in the delegated 

authority document. 

2.6. Grant management 

It is important to have clear processes around grant management, from making decisions whether to 

apply for funds to assessing and then complying with the terms and conditions in the grant 

agreement, including reporting requirements.  

2.6.1. Currently new funding bids are discussed by the Trustees and approval to proceed is given to 

the COO. However, funding bids and budgets (see section 2.1.5 above) are not always 

reviewed by a Trustee (as is included as best practice within the grant approval policy). All 

proposals should be reviewed and approved before submitting to a funder. A second pair of 

eyes is essential to ensure the proposal is of the necessary quality and the activities in the 

proposal are accurately reflected and costed in the budget. 

2.6.2. The status of each individual funding applications is updated and recorded on eQuality 

Time’s GitHub site. To give Trustees a quick overview, a summary pipeline document could 

be maintained which includes all opportunities, their values and a summary of their status. 

2.6.3. The donor narrative and financial report provided didn’t include any financial information, so 

an assessment can’t be made regarding the links between narrative and financial reports or 

the ease of reconciling back to the accounting records. But as a principle, donor reports 

should be in the donor format and financial reports easily traced back to the underlying 

records. 
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2.7. Other financial governance practices 

It is essential that Trustees are aware of their responsibilities for the financial governance of eQuality 

Time. Several of the recommendations in the sections above are governance related. There are also 

other areas that require Trustee focus, as noted below: 

2.7.1. The reserves policy should state a minimum reserve target. An expenditure budget for the 

next financial year is required to test whether eQuality Time are operating within their 

reserves policy of 50% of annual expenditure. 

2.7.2. A risk management policy should be introduced that includes the processes for identifying, 

measuring and managing risks, including fraud risk. 

2.7.3. The conflicts of interest policy should be updated and formally approved (as specified in the 

Trustee meeting minutes) and all conflicts added to a register of interests. This is especially 

important given the COO and Treasurer’s relationship. 

2.7.4. The strategic plan should be reviewed and updated (the latest version is from 2017). The 

strategic plan should also include eQuality Time’s vision (if it has one), its mission statement 

and key strategic objectives. The strategic plan should then include the strategies that are 

going to be implemented to deliver the objectives. Once this is in place an annual 

operational plan can be prepared for coming financial year against which the detailed 

organisational budget should be prepared. 

2.8. Financial management skills and experience 

2.8.1. eQuality Time is short of skilled financial management experience within both its staff and 

Trustee teams. The Treasurer has some background in starting and managing organisations 

but no formal background in charity financial management. The Trustees should look to 

recruit a new Trustee to bring specific charity and grant focused financial management 

experience to undertake the Treasurer’s function, with the current Treasurer remaining as a 

Trustee. This also reduces the conflict of interest risk due to the relationship between the 

COO and Treasurer. 

2.8.2. The Trustees should also review their responsibilities around financial management as 

explained on the Charity Commission website . The Trustees’ responsibilities are for the 

overall financial management of the charity, for example approving annual budgets, 

reviewing and discussing financial reports and ensuring the accounting systems are fit for 

purpose, and not just on controlling and approving and expenditure. The Trustees should 

also be involved in setting the longer-term strategy and ensuring the organisation has the 

financial resources to deliver the strategy.  

2.8.3. The Trustees should also consider attending charity financial governance training and the 

COO attending financial management training. Examples of training providers are 

https://www.humentum.org/training,  https://www.ncvo.org.uk/training-and-events 

https://cfg.org.uk/events_and_training, http://www.sayervincent.co.uk/events/our-

seminars/ 

2.8.4. Trustee terms of reference (ToR) should also be prepared so that Trustees are aware of their 

role and key responsibilities. Different ToRs may be prepared for the Chair and Treasurer 

and roles. 

http://rjhayes.co.uk/
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3. Key recommendations for eQuality Time with income levels of £250,000 

The recommendations are for improvements eQuality Time should implement as they grow in size 

and complexity. Some of these recommendations may need to be implemented whilst eQuality Time 

grows rather than once annual income levels reach £250,000. 

3.1.1. Where projects are funded by more than one donor, funding grids should be introduced. The 

funding grid is a tool which identifies which donor is funding what within a project and to 

identify where there are funding gaps. 

3.1.2. A robust computerised accounting package should be introduced which records all financial 

transactions and generates management and project budget monitoring reports. The 

package should facilitate multi-year project reporting.  

3.1.3. Chart of accounts (rather than expenditure categories) and cost centres should be used to 

track income and expenditure. 

3.1.4. Timesheets may be required to allocate staff time where the organisation grows and staff 

work across multiple donor funded projects, or where funders terms and conditions specify 

timesheets are required. 

3.1.5. Management and project financial reports should be prepared monthly 

3.1.6. Up to date finance policies and procedures manual documented and implemented, including 

anti-fraud policies. This would also involve delegating authority further down into the 

organisation (where more staff are recruited) which would start to remove some of the 

operational responsibilities the Trustees currently undertake.  

3.1.7. A skilled accountant with charity and grant accounting experience should be 

employed/engaged to maintain the books of accounts, provide monthly financial reports and 

lead on the financial management of the organisation. 

3.1.8. Develop a more formalised Go/No Go process that documents new opportunities and the 

decision-making process for proceeding with funding applications. The process should 

include budget assessment as well as programmatic assessment. 

3.1.9. As larger grants with more terms and conditions are obtained a more robust documented 

process for confirming the terms and conditions of grant agreements have been reviewed 

which highlights any incidences on potential non-compliance and specific changes required 

to ensure compliance is achieved. 

3.1.10. A financing strategy should be developed which demonstrates how the strategic plan will be 

financed. The financing strategy brings together risk and reserve policies, stakeholder 

analysis and the targeted financing mix. 

4. Expectations of a potential funder awarding a grant of £400,000 

All funders have different approaches to due diligence prior to awarding grants. But in principle, 

potential funders will expect eQuality Time to demonstrate it has strong operational and strategic 

financial management systems in place to manage the funds appropriately. The recommendations 

included above in sections 2 and 3 would be robust enough to demonstrate the ability, from a 
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financial perspective, to manage the funds appropriately. The step-up in systems and process 

required to manage a £400,000 grant, where best practice is adopted by an organisation operating 

with an annual income of £250,000 from multiple funders, should not significant. For example, 

eQuality time would be able to demonstrate: 

4.1.1. Strong project and organisational financial planning processes embedded within the 

organisation. 

4.1.2. Robust and up to date accounting systems that enabled accounting separation so that the 

use of donor funds can be tracked separately. 

4.1.3. Clearly documented and implemented finance policies and procedures manual including 

internal controls such as clear approval limits as set out in a delegated authority document, 

and a procurement policy  

4.1.4. Accurate reporting systems that facilitate both internal management and donor finance 

reports and capture variance analysis and explanations, which are then used for decision 

making 

4.1.5. Strong grant management systems to ensure the funds are used in accordance with the 

grant agreements 

4.1.6. Strong financial governance where Trustees understand their roles and responsibilities, have 

the necessary financial management experience, and where the organisation has an 

approved strategic plan and financing and fundraising strategy. 

5. Finance and governance information to share on eQuality Time’s 

website 

5.1.1. Most organisations tend to share very little financial and governance information. In general, 

the information shared is limited to information about the Trustees, the annual report and 

accounts, and details of who funds the organisation. 

5.1.2. One of the principles as set out in the Charity Governance Code3 is about openness and 

accountability. The principle states that “The board leads the organisation in being 

transparent and accountable. The charity is open in its work, unless there is good reason for 

it not to be.”  

5.1.3. This is principle is very much in line with the COO’s approach to sharing information. If this 

approach is taken, eQuality Time could consider sharing: 

• Information on how the charity is governed, approved policies and procedures, who 

the Trustees are and the decisions they make, for example in abridged Trustee meeting 

minutes 

• Organisational budgets and regular financial reports 

• A register of interests for Trustees 

                                                           
3 The Charity Governance Code Steering Group is a cross-sector collaboration. The group’s purpose is to review, develop, promote and 

maintain the Code for the sector www.charitygovernancecode.org  
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• A clear complaints process  

• Information about the charity’s purposes, values, work and achievements, including 

information to help stakeholders to measure the charity’s success in achieving its 

purposes (e.g. financial and programmatic reports) 

• The Trustees could publish their approach to setting staff remuneration 

5.1.4. The Charity Guidance Code also includes as part of its rationale that “making accountability 

real, through genuine and open two-way communication that celebrates successes and 

demonstrates willingness to learn from mistakes, helps to build this trust and confidence and 

earn legitimacy”. 

5.1.5. The approach to sharing information should be balanced and often reviewed on a case by 

case basis. Key aspects to consider when assessing whether to share information 

• Could sharing information be unlawful e.g. breaking data protection rules? 

• Could sharing information have a significant reputational risk, for example, making 

eQuality Time look incompetent? 

• Would it be better to share mistakes once improvements have been made? 

• Could sharing information provide an advantage to competitors and risk eQuality’s 

future work? 

6. Conclusions 

The findings and recommendations included within this report are designed to improve eQuality 

Time’s financial management and financial governance practices now and as it grows. Once the 

recommendations have been reviewed it will be essential for eQuality Time to develop an action 

plan and timeframe for implementing the recommendations. 

Rob Hayes 

21 November 2018 
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7. Appendix 1: Documents Reviewed 

 

Document  Details 

1 eQuality Time - Expenses Policy Policy for claiming out of pocket expenses 

2 Approving Expenditure eQuality Time’s process for authorising and recording 
expenditure in the cashbook 

3 backu p cashbook yr end 2018 08 
31 copy 

eQuality Time’s cashbook as at 31 August 2018 

4 eQuality Time cash book ye 2018 eQuality Time’s cashbook as at 31 August 2018 

5 accounts year end 2017 eQuality Time’s unaudited financial statements for 
the year-ended 31 August 2017 

6 Equality accounts eQuality Time’s unaudited financial statements for 
the year-ended 31 August 2018 

7 eQuality Time - draft grant 
application policy 

eQuality Time’s draft grant application policy 

8 CODEX TOOMANYCOOKS budget eQuality Time’s project budget for Arts Council grant 
application 

9 eQuality Time Arts Council Finance 
Application Report 

eQuality Time’s Arts Council Finance Application 
Report 

10 Supertitle Phase 2 Report for 
Awards for All 

eQuality Time’s Most recent donor reports - both 
financial and narrative 

11 2020 vison 2 eQuality Time’s latest strategy document 

12 eQuality Time - reserve policy eQuality Time’s  reserve policy 

13 draft conflict of interest policy eQuality Time’s draft conflict of interest policy 

14 Trustees meeting minutes (various) eQuality Time’s Trustee meeting minutes 
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8. Appendix 2: Detailed Findings and Recommendations 

Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

A. Financial Planning 

A.1.  An annual 
organisational budget is 
prepared and approved 
by the trustees. 

• An annual organisational 
budget is not prepared or 
approved by the trustees.  

• Individual project budgets are 
prepared for funding bids but 
not annualised and 
consolidated into an annual 
organisational budget. Trustees 
have access to the project 
budgets in eQuality Time’s 
dropbox folders. 

 

Through 
interviews and 
review of a 
project budget. 

• An annual budget should be prepared 
and approved by the trustees before 
the start of the financial year. This 
ensures the trustees have oversight of 
the organisation’s annual finances, can 
assess whether all planned costs are 
adequately funded and are then able 
to monitor the financial performance 
of eQuality Time against the approved 
annual budget. 

• Where there are significant changes 
during the year with new projects 
approved, an updated forecast should 
be prepared for discussion and 
approval by the trustees. 
 

Very High 
 

A.2.  A separate budget is 
prepared for core costs 
(overheads /running 
costs). 

• A separate core cost budget is 
not prepared, although 
contributions to core costs are 
included within project 
budgets. 

Through 
interview and 
review of a 
project budget. 

• A separate core cost budget should be 
prepared so that it is clear how much 
the organisation costs to run. This will 
also ensure that, where contributions 
to core costs are included in donor 
budgets, they are based on budgeted 
costs. 
 

Medium 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

A.3.  A cashflow forecast is 
prepared 

• A cashflow forecast is not 
prepared. 

Through 
interviews. 

• A monthly cashflow forecast should be 
prepared and updated to understand 
where cashflow issues will occur so 
that plans can be prepared to manage 
potential cashflow problems.  

 

Very High 

A.4.  Relevant staff are 
involved in preparing 
project budgets 

• Project budgets are prepared 
by the COO and sometimes 
reviewed by a trustee before 
they are submitted to a funder, 
depending upon time and 
availability. 

 

Through 
interviews. 

• All budgets should be reviewed before 
submitting to a funder. A second pair 
of eyes is essential to ensure the 
budget is complete and accurate. 

High 

A.5.  Budget worksheets 
include clear 
calculations and notes 

• eQuality time does not use 
standard budget worksheet.  

• Donor budgets are prepared in 
donor formats only. 

Through 
interviews and 
review of a 
project budget. 

• A standard organisational budgeting 
template should be developed that can 
be used to prepare project budgets, 
core cost budgets and an annual 
consolidated organisational budget 
which show clear calculations and 
include explanatory notes. 
 

Very High 

A.6.  Budget responsibility is 
assigned to the relevant 
person 

• All budget responsibility is 
effectively held by the COO 
and the Trustees assume he is 
spending and managing within 
approved funder agreements. 

Through 
interviews 

• Budget responsibility should be 
formally delegated to the COO. As 
eQuality Time grows and recruits new 
project managers, the budget 
responsibility should be delegated to 
the relevant project managers. 

 

Medium 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

A.7.  Budget codes match 
accounting codes 

• There are some standard 
income and expenditure 
headings in the cashbook but 
they don’t appear to be 
uniformly used. Project 
budgets are not prepared using 
standard expenditure codes or 
categories, they are generally 
prepared against a funder’s 
categories only. 
 
 
 

Review of the 
cashbook and a 
project budget. 

• Consistent expenditure categories 
should be used for preparing budgets 
and for recording expenditure in the 
accounting system. This ensures that 
budget vs actual reports can be easily 
prepared and analysed as the same 
coding framework is used.  
 

Very high 

A.8.  A funding grid is used to 
plan for projects with 
multiple funding 
sources 

• Currently there are no projects 
that are funded by multiple 
donors 

Through 
interviews 

• Where projects are funded by more 
than one donor funding grids should be 
introduced. The funding grid is a tool 
which identifies which donor is funding 
what within a project and to identify 
where there are funding gaps. 
(section 3 income £250k) 
 

Low 
(unless 
multiple 
donor 
funded 
projects 
are 
delivered) 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

B. Accounting systems 

B.1.  The accounting system 
is appropriate for the 
size of the organisation 
and updated at least 
monthly. 

• eQuality Time uses excel for its 
accounts. 

• Cashbooks were previously 
updated regularly but have not 
been prepared for the latest 
financial year which began on 1 
September 2018. 

• The cashbooks include invoices 
that have been raised but not 
paid (debtors) and expenditure 
that has not be paid (creditors) 
and so the cashbook is being 
used as a type of general 
ledger to calculate accrued 
accounts.  This meant that the 
bank balance stated in the 
2017 accounts incorrectly 
included debtors and creditors.  
 

Reviewing the 
cash book, the 
2017 accounts 
and the  

• The current excel format of the 
cashbook and approach to accruals 
accounting within the cashbooks is 
confusing and difficult to review. Two 
different versions have been provided 
with different information and so the 
system itself does not appear to be 
robust or have integrity, is not up to 
date and the reports produced from 
the cashbooks are difficult to 
understand. The system should be 
reviewed to decide whether it can be 
developed into a robust system that is 
fit for purpose to maintain the 
accounts of an organisation that has 
multiple donors and projects that span 
financial years or whether a 
computerised accounting package is 
more appropriate. (section 2 and 3) 

Very high 

B.2.  The organisation keeps 
track of amounts owed 
to others (creditors) and 
owed by others 
(debtors). 

• A list of debtors and creditors 
are kept although they are 
entered onto the cashbook 
once an invoice has been 
raised or an expenditure 
invoice/expense claim is 
received.  
 

Interviews and 
review of the 
cashbook. 

See above See above 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

B.3.  Each bank account is 
reconciled monthly and 
checked by someone 
who did not prepare 
them or the cashbook 

• Bank accounts are reconciled 
regularly by the Treasurer and 
the reconciliations and bank 
statements are available for 
other Trustees to review in 
eQuality Time’s dropbox 
folders. The reconciliations are 
sometimes discussed and 
approved at Trustee meetings.  
 

Interviews and 
review of Trustee 
meeting minutes 
and bank 
reconciliation 
reports. 

• Monthly bank reconciliations should be 
undertaken and reviewed by someone 
who did not prepare them. 

High 

B.4.  Petty cash is counted, 
reconciled and 
witnessed monthly. 

• eQuality Time do no use petty 
cash. Minor purchases that 
would usually be purchased 
from petty cash are claimed 
back as expenses. 
 

Interviews N/A N/A 

B.5.  Supporting documents 
are kept as evidence for 
each transaction (for 
income, expenditure, 
bank statements) 

• Supporting documents are 
scanned and kept in eQuality 
Time’s dropbox folders. Each 
transaction in the accounts is 
assigned a unique “folio” 
number. 

 

Interviews • Timesheets may be required to 
allocate staff time where the 
organisation grows and staff work 
across multiple donor funded projects, 
or where funders terms and conditions 
specify timesheets are required.  
(section 3) 
 

Low 
(unless a 
funder 
requirem
ent) 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

B.6.  All items entered into 
the cashbooks are cross 
referenced to their 
supporting documents. 

• Transaction in the cashbooks 
are assigned a unique number 
(a folio number) and the 
supporting documents for each 
transaction are scanned and 
saved into eQuality Time’s 
dropbox folder. 
 

Interviews N/A N/A 

B.7.  Transactions are coded 
against income or 
expenditure categories 
as well as coded to 
specific projects. 

• Transactions are allocated to 
projects and sometimes coded 
against income and 
expenditure categories but not 
upon entry into the cashbooks. 
Codes/categories are allocated 
to transactions in the 
cashbooks by the COO on a 
quarterly basis  

From interviews 
and review of 
eQuality Time’s 
cashbooks 

• All transactions should be coded to an 
income or expenditure category and 
project /funder during the approval 
process and recorded in the cashbooks 
using those codes/categories. This 
ensures that all transactions are 
approved and recorded against 
expenditure categories and 
projects/funding sources upon initial 
entry into the accounts. Any 
subsequent change to the codes would 
require further approval and audit trail. 

• Chart of accounts (rather than 
expenditure categories) and cost 
centres should be used to track income 
and expenditure as the organisation 
grows (section 3) 
 
 
 
 

Very high 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

C. Financial reporting 

C.1. The Board regularly 
receives and reviews 
quarterly financial 
reports (including cash 
and bank balances, 
debtors and creditors) 

• The Board has access to the 
cash book reports in eQuality 
Time’s dropbox folder. The 
folders include the cashbook 
and bank reconciliation. 

• A bank reconciliations report 
which includes some 
information on debtors 
(invoices presented not yet 
paid) and creditors (cheques in 
progress). The report is 
sometimes circulated and 
discussed during Trustee 
meetings.  

• The Trustees do not receive 
financial reports comparing 
actual income and expenditure 
against the annual budget or 
against project budgets 

Interviews and 
review of Trustee 
meeting minutes 
and bank 
reconciliation 
reports. 

• Develop management reports that 
compare actual income and 
expenditure against budget including 
variance analysis. The management 
reports should also include information 
on bank balances and debtors and 
creditors and reviewed at least 
quarterly by the Board. 

Very high 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

C.2. Suitable budget 
monitoring reports are 
provided regularly to 
budget holders and 
include comments on 
variances  

• Budget monitoring reports are 
prepared on an ad-hoc basis by 
the COO through an 
‘expenditure vs grant’ report. 
The reports include 
expenditure to date against 
total project budgets but do 
not include any variance 
calculations or comments on 
variances.  
 

Interviews and 
review of a 
‘grants vs 
expenditure’ 
report 

• Develop project reports that compare 
actual income and expenditure against 
budget including variance analysis. 
These should be prepared at least 
quarterly now (section 2) and monthly 
as the organisations grows up to £250k 
(section3). 

Very high 

C.3. Financial reports are 
used for decision 
making 
 

• Financial reports are not 
generally used for decision 
making. 

• The most recent issues have 
been returning funds because 
they have not been used rather 
than using funds outside of the 
agreed budgets. 
 

Interviews • Having up to date, regular accurate 
financial reports will ensure that action 
can be taken to maximise the use of 
funds and take corrective action where 
required. 
 

High 

C.4. Annual report and 
accounts are prepared 
annually 

• eQuality time registered as a 
charity in February 2018. 
Where the charity’s income is 
greater than £25,000 the 
Trustees' Annual Report and 
Accounts must be 
independently examined and 
submitted to the Charity 
Commission 

Reviewing Charity 
Commission rules 

• Trustees’ annual report and accounts, 
which have been independently 
examined, should be prepared and 
submitted to the Charity Commission 
within 10 months of the year-end date. 

Very high 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

D. Internal controls 

D.1.  There is a policy 
detailing who can 
authorise purchases of 
different types or value. 

• Whilst there isn’t formal 
delegated authority, the COO 
highlights purchases he feels 
requires Trustee approval in 
advance. This approach and 
limits are informally agreed, 
but not documented.  

 

Interviews • eQuality Time should introduce formal 
delegated authority (within a 
delegated authority document) that 
clarifies who has the authority for 
making financial decisions, such as 
limits for committing, approving and 
authorising expenditure, as well as 
signing other legal documents such as 
income agreements. Proof of 
compliance with the delegated 
authority would be required, for 
example if two people were required 
to authorise a specific expenditure (eg 
on a purchase order). 
 

Very high 

D.2.  All payments require 
two signatories 

• All cheques or online payments 
require 2 signatories to 
sign/approve. 

• The signature on the cheque or 
action of making an online 
payment (which requires two 
bank signatories) are also the 
formal approval process of the 
expenditure. 

Interviews • Approval of expenditure should be 
captured and documented and flied 
along with the supporting documents. 
The approval could be captured 
electronically or written onto the 
invoice or a payment voucher. This 
provides a much clearer audit trail of 
the approval process. Approval should 
be given for the amount to be paid, the 
payee, the invoice or document 
number, and the relevant accounting 
codes (expenditure category and 
project code).  

High 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

D.3.  There is appropriate 
segregation of duties 
(eg ordering, receiving, 
paying for and recording 
expenditure in the 
accounts are shared 
between at least two 
people). 
 

• There are at least two people 
involved in the purchasing 
process.  

• Where the COO is claiming 
expenses or where eQuality 
Time incurs expenditure on 
items that could benefit him 
directly (e.g. during the 
purchase of a new computer) 
the Treasurer is not involved in 
approving that expenditure.  

Interviews N/A  

D.4.  The procurement policy 
sets limits on when a 
minimum number of 
quotations must be 
obtained. 
 

• eQuality time does not have a 
formal procurement policy 
setting limits on when 
quotations are required or on 
what basis value for money is 
achieved. However, in a recent 
procurement for a computer 
quotations were obtained and 
approval given by the Trustees 
in advance of the purchase. 
 

Interviews • The procurement policy and process 
should be documented and 
implemented to demonstrate how 
value for money is achieved when 
purchasing high cost items.  

High  
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

D.5.  Staff expenses are 
authorised against an 
approved policy 

• eQuality time have an 
approved expenses policy. 
Expenses and associated 
supporting documents are 
scrutinised by Trustees prior to 
payment. 

• Other operational purchases 
are made and then claimed 
back through the expenses 
process, for example the 
recent purchase of a computer. 
Such expenses are often 
claimed up to  3 months in 
arrears. 

Expenses policy 
Interviews 

• Where items are not covered by the 
normal expenses policy, these should 
be invoiced to and paid for by eQuality 
Time directly rather than being paid for 
and claimed back via the expenses 
process. This will ensure payments are 
recorded in the books of accounts 
more quickly, invoices are clearly made 
out to eQuality Time and there is less 
risk of mixing personal and business 
expenditure.  

• Staff advances (where the advance is 
approved for use against specific 
purchases) or a company credit card 
could also be considered where 
payment it is not possible to set up a 
business account with a supplier or 
where payment is required 
immediately. All purchases would still 
require authorising within the limits 
specified within the delegated 
authority document. 
 

High 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

D.6.  Financial procedures are 
documented in a 
manual which is 
regularly reviewed and 
updated 

• The processes for authorising 
expenditure and updating the 
cashbook are documented, but 
need updating given the 
change to online banking and 
payments. 

Interviews and 
review of the 
authorisation 
process 
document. 

Up to date finance policies and 
procedures manual should be 
documented and implemented. This 
will include updating the delegated 
authority document as staff numbers 
grow and authority is delated from the 
COO. (section 3) 
 

Medium 

D.7.  Payroll is approved by a 
senior manager 

• Payroll is prepared by the 
Treasurer and approved by at 
least one other Trustee. 
 
 

 N/A  

D.8.  All fixed assets (eg 
vehicles, computers, 
equipment) owned by 
the charity are insured 
and controlled using a 
fixed asset register  

• The financial statements 
include a small (immaterial) 
figure for fixed assets although 
a fixed asset register doesn’t 
exist and it is unclear what the 
fixed asset is. A laptop was 
recently purchased that, 
depending upon the charity’s 
policy may be classed as a fixed 
asset. In any case, and 
inventory of equipment should 
be maintained where it has 
relatively high value. 
 
 

 

Review of the 
financial 
statements and 
interviews. 

• A fixed asset register / inventory list 
should be maintained for items of 
equipment. 

Medium 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

E. Grant management 

E.1.  There is a go/no go 
process which consider 
both programmatic and 
financial elements in 
decisions to proceed 

• All new funding bids are 
discussed by Trustees and a 
decision taken whether to 
proceed or not. However, once 
the decision has bee given to 
proceed the bids are not 
always reviewed by a second 
person (Trustee) before they 
are submitted by the COO. 
 

Interviews • Develop a more formalised Go/No Go 
process that documents new 
opportunities and the decision-making 
process for proceeding with funding 
applications. The process should 
include budget assessment as well as 
programmatic assessment. (section 3) 

• All proposals should be reviewed and 
approved before submitting to a 
funder. A second pair of eyes is 
essential to ensure the proposal is of 
the necessary quality and the activities 
in the proposal are accurately reflected 
and costed in the budget. 
 

Medium 
 
 
 
 
 
 
Very High 

E.2.  The terms and 
conditions in grant 
agreements are 
reviewed (and 
negotiated where 
appropriate) to ensure 
compliance before 
signing the grant 
agreement. 

• The specific terms and 
conditions of agreements are 
reviewed prior to signing the 
agreement. The review is 
normally undertaken by the 
COO and one other Trustee. 

• There have not been any 
clauses identified that eQuality 
Time’s existing policies, 
processes and systems would 
not comply with. 
 

Interviews • As larger grants with more terms and 
conditions are obtained a more robust 
documented process for confirming 
the terms and conditions of grant 
agreements have been reviewed which 
highlights any incidences on potential 
non-compliance and specific changes 
required to ensure compliance is 
achieved. (section 3) 

 

Medium 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

E.3.  There is a signed 
agreement in place for 
each grant. 

• All agreements are signed 
although there are no formal 
authority given for signing 
income agreements. 

Interviews • The delegated authority document 
should include formal authorisation 
limits for signing income agreements. 

See D1 
above 

E.4.  Donors receive financial 
reports in the right 
format on a timely basis 
and financial reports 
can be easily traced 
back to the underlying 
accounting system. 
 

• The most recent donor 
narrative and financial report 
did not include financial 
information, so it was not 
possible to see if the finances 
could be traced back to the 
underlying records. 

Review of the 
most recent 
donor narrative 
and financial 
report 

• Donor reports should be in the donor 
format and financial reports easily 
traced back to the underlying records.  

Very High 

E.5.  There is a clear link and 
consistency between 
donor narrative and 
financial reports. 
 

• As above Review of the 
most recent 
donor narrative 
and financial 
report 

As above As above 

F. Other financial governance practices 

F.1.  The Board has 
established a reserves 
policy, which explains 
the levels of reserves to 
be kept and how they 
can be used, and how 
often it will be 
reviewed. 

• A reserves policy has been 
developed and approved in 
March 2018. 

• The policy states that Trustees 
have set a target of 50% of 
annual expenditure as 
reasonable level of reserves. 
However, as an annual budget 
has not been prepared it is not 
possible to test the reserve 
levels against the target. 

Review of the 
reserves policy 

• The reserves policy should state a 
minimum reserve target. An 
expenditure budget for the next 
financial year is required to test 
whether eQuality Time are operating 
within their reserves policy of 50% of 
annual expenditure. 

High 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

F.2.  The Board has 
established a formal 
mechanism for 
identifying, measuring 
and managing risks. 

• There is not a formal process 
for identifying, measuring and 
managing risks. 

• Risks are normally discussed at 
meetings or via email as they 
arise and are mostly managed 
by incidents occurring and then 
a relevant policy is put in place 
as required.  

 

Interviews • A risk management policy should be 
introduced that includes the processes 
that the will use to identify, measure 
and manage risks, including fraud risk. 

High 

F.3.  Board and staff conflict 
of interest policy is in 
place and is adhered to. 

• A draft conflict of interest 
policy has been developed 

Review of the 
conflicts of 
interest policy 

• The conflicts of interest policy should 
be formally approved and all conflicts 
are added to the conflicts of interest 
register. 
 

High 

F.4.  Long-term strategy in 
place 

• The latest version of the 
strategic plan is from 2017 and 
does not appear to be linked 
directly to the organisations 
mission or strategic objectives. 

Review of the 
draft strategy 

• The strategic plan should be reviewed 
and updated (the latest version is from 
2017). The strategic plan should also 
include eQuality Time’s vision (if it has 
one) and mission statements and key 
strategic objectives. 
 

High 
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Section Statement Findings How was this 
evidenced? 

Recommendations for improvements Priority 
level 

F.5.  Financing strategy and 
fundraising plan in place 

• There isn’t a financing strategy 
of fundraising plan in place. 

Interviews • A financing strategy should be 
developed which demonstrates how 
the strategic plan will be financed. The 
financing strategy brings together risk 
and reserve policies, stakeholder 
analysis and the targeted financing 
mix. (section 3) 

 

Medium 

G. Organisational financial management skills 

G.1.  The Board and Staff 
team have sufficient 
financial management 
skills for their role. 

• Overall eQuality Time trustees 
and COO lack financial 
management skills and 
capacity. The Treasurer has 
some background in starting 
organisations but no formal 
background in charity financial 
management. 

Interviews • Recruit a new Trustee who has a strong 
background in charity finance and 
grants. 

• Train staff. 

• A skilled accountant with charity and 
grant accounting experience should be 
employed/engaged to maintain the 
books of accounts, provide monthly 
financial reports and lead on the 
financial management of the 
organisation. (section 3) 
 

Very high 
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