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Business Case for Additional Investment in the 
Charging Assessment Team (WRADAS). 

 

1. Executive summary 

The Welfare Rights and Debt Advice Service (WRADAS) in the People’s Directorate 
provides specialist, independent welfare rights and debt advice to maximise the income 
of Salford citizens. 

The Care Act 2014 Charging Assessment function for non-residential care sits within 
Salford City Council’s WRADAS and the Charging Assessment team delivers this 
statutory service with a current annual staffing budget of £282,732.  

The team is responsible for providing financial assessments for service users of non-
residential care services. This is a specialist role which requires a holistic assessment of 
a person’s financial circumstances, establishing and calculating their personal disability 
related expenditure as well as identifying missing social security entitlements in order to 
accurately and fairly determine the charge payable towards the cost of their care.  

The team generates over £2.5 million per annum in income collected from charges which 
is passed through to the Integrated Fund to support delivery of services. 

In 2003, the team comprised of 8 FTE Charging Assessors. Subsequent budget cuts 
reduced this to 4 in 2011. Currently, the Charging Assessment Team core capacity is 3.8 
FTE. 

A review undertaken by WRADAS, Strategic Commissioners and Salford Care 
Organisation has identified a backlog of charging assessments awaiting completion, a 
situation complicated by the Covid Funding arrangements which has created 2 cohorts of 
service users determined by the date care package commenced.  

Currently the estimated average amount of time from a service user being referred for a 
charging assessment to the initial assessment visit/contact taking place is in the region of 
8 weeks. In financial terms, this represent a potential loss of charging income to the 
integrated system of circa £260K per annum.  

An options appraisal considered 4 approaches to address this is detailed in this paper and 
the Adult Commissioning Committee is asked to agree Option(d) to secure additional 
investment of £110k in order to enable recruitment of 3 x FTE Charging Assessors into 
the Charging Assessment Team to both reduce the backlog and sustain a shorter waiting 
time for assessments. The financial projections provided are based on a number of 



 

   

 

 

 

assumptions, indicate that due to the extra client income it is anticipated it would be 
collected as a result of the investment in additional staff to undertake charging 
assessments and the fact that client income is passed through to the integrated fund,  the 
net funding ask could be reduced or potentially generate a surplus depending on the 
reduction to waiting times achieved as a result of the additional investment.  

 

 

2. Context  

2.1 Government funding arrangements for care post COVID19 have effectively created 2 
cohorts of people; a proportion of both cohorts are in backlog awaiting a charging 
assessment therefore not contributing to the cost of their care.  

Cohort 1 is a fixed cohort where Salford Care Organisation can draw down national 
funding to cover charges for all new or enhanced package of care that have been 
commissioned on or after the 19th March 2020 up to the 31st August 2020. Cohort 2 are 
individuals where the national funding can be accessed for 6 weeks or until an assessment 
is completed from 01/09/20 to the 31/03/21. For Cohort 1 only; where service users have 
not had a financial assessment, national funding will continue to be accessed to cover the 
costs of these packages until a financial assessment is carried out. The funding is 
available until 31/03/2021, however it is clear in the guidance that financial assessment 
should be done as soon as practicable to enable a return to business as usual funding 
and charging arrangements. 

WRADAS has worked closely with colleagues in Salford Care Organisation to develop a 
shared understanding of current processes across the wider system. This has already 
reaped positive developments including a shared real time workflow “tracker” which 
provides operational scrutiny and business intelligence as well as improved reporting 
mechanisms to provide strategic oversight to Senior Managers to address blockages and 
monitor progress.  

Although clear progress has been made in addressing the backlog and dealing with new 
cases being referred in, it is recognised that ongoing capacity issues require further action. 
Based on analysis to date, the following options have been considered; 

a) Do nothing. 

b) Short-term investment (e.g. agency) to clear backlog over a 6 month period. 

c) Medium -term investment to clear backlog over a 12 month period (review after 9 
months). 

d) Longer-term investment for 24 months (review after 9 and 18 months). 

 



 

   

 

 

 

 

 

3. Current Scenario.  

3.1. On 1st April 2020 following the enactment of the Coronavirus Act of 26/03/20, government 
announced a temporary funding package covering charges for new and enhanced domiciliary 
care packages which commenced from 19th March 2020.   

National changes at the start of the Covid crisis required additional operational policy to be 
developed and enacted, this created some additional pressure for the service. 

The tables below set out the current situation – how many charging assessments need to be 
undertaken and how many are either being completed or no longer required. This is split by 
Cohort – 1 and 2 and then as a totality in Table 3. Table 3 considers Cohort 1 and 2 in totality 
as a split of 50/50 in terms of allocations to workers.  

“Not required” indicates where a service user has subsequently died, the care is no longer 
required or is a S117/CHC case and not subject to a charging assessment. To forecast the 
change in the current situation over time, we have used a notional figure to quantify the 
number of assessments a full time Charging Assessor would complete on average per week 
as 6 assessments.  

      

Cohort 1     

   Due to  

Date 
Requiring 

Assessment 
Change Growth 

Assessment 
Completed 

Not Required 

10/21/2020 268          

10/26/2020 265  -3  0  0  -3  

11/2/2020 241  -24  0  -8  -16  

11/9/2020 222  -19  -2  -8  -9  

11/16/2020 215  -7  0  -4  -3  

11/26/2020 217  2  14  -8  -4  

11/30/2020 211  -6  0  0  -6  

12/7/2020 201  -10  0  -2  -8  

12/14/2020 189  -12  0  -5  -7  

12/23/2020 181  -8  0  -1  -7  

Forecast 

1/23/2021 121  -60  0  -51  -9  



 

   

 

 

 

2/23/2021 61  -60  0  -51  -9  

3/23/2021 1  -60  0  -51  -9  

4/23/2021 0  -1  0  0  -1  

 
 
 
      

Cohort 2     

   Due to  

Date 
Requiring 

Assessment 
Change Growth 

Assessment 
Completed 

Not Required 

10/21/2020 82          

10/26/2020 80  -2  0  -2  0  

11/2/2020 100  20  27  -5  -2  

11/9/2020 118  18  22  -1  -3  

11/16/2020 153  35  39  -1  -3  

11/26/2020 196  43  51  -4  -4  

11/30/2020 201  5  8  0  -3  

12/7/2020 199  -2  14  -14  -2  

12/14/2020 207  8  15  -5  -2  

12/23/2020 221  14  26  -6  -6  

Forecast 

1/23/2021 288  67  120  -51  -2  

2/23/2021 355  67  120  -51  -2  

3/23/2021 422  67  120  -51  -2  

4/23/2021 438  16  120  -102  -2  

5/23/2021 454  16  120  -102  -2  

6/23/2021 470  16  120  -102  -2  

7/23/2021 486  16  120  -102  -2  

8/23/2021 502  16  120  -102  -2  

9/23/2021 518  16  120  -102  -2  

10/23/2021 534  16  120  -102  -2  

      

      

      

      
 
      



 

   

 

 

 

 

      

Cohort 1&2     

   Due to  

Date 
Requiring 

Assessment 
Change Growth 

Assessment 
Completed 

Not Required 

10/21/2020 350          

10/26/2020 345  -5  0  -2  -3  

11/2/2020 341  -4  27  -13  -18  

11/9/2020 340  -1  20  -9  -12  

11/16/2020 368  28  39  -5  -6  

11/26/2020 413  45  65  -12  -8  

11/30/2020 412  -1  8  0  -9  

12/7/2020 400  -12  14  -16  -10  

12/14/2020 396  -4  15  -10  -9  

12/23/2020 402  6  26  -7  -13  

Forecast 

1/23/2021 409  7  120  -102  -11  

2/23/2021 416  7  120  -102  -11  

3/23/2021 423  7  120  -102  -11  

4/23/2021 438  15  120  -102  -3  

5/23/2021 454  16  120  -102  -2  

6/23/2021 470  16  120  -102  -2  

7/23/2021 486  16  120  -102  -2  

8/23/2021 502  16  120  -102  -2  

9/23/2021 518  16  120  -102  -2  

10/23/2021 534  16  120  -102  -2  

 

 

4. Option (a) Do Nothing 

4.1 Based on the projections illustrated above, were we to do nothing and not increase the 
number of staff, the number of outstanding assessments would likely increase over time, were 
current staffing levels to remain static. This also results in a loss of income from charges to 
the Integrated Fund. 



 

   

 

 

 

Charges for service users start from the first Monday after the initial assessment visit/contact. 
Although not specifically recorded by the service a review of current processes has indicated 
that the estimated average amount of time from a service user being referred for a charging 
assessment to the initial assessment visit / contact taking place is in the region of 8 weeks. 
This represent a potential loss of client income to the integrated system of circa £260K per 
annum.  

The assumptions behind this are set out in the table below. 

 

Assumptions Value Unit 

Current wait time 8 Weeks 

No of new referrals 120 per month 

% of referrals - chargeable 45%   

Ave Charge per week £50 per service user per week 

Total loss of income £259,200 per annum 

 

 

 

5. Breakdown of investment costs.  

5.1 In order to effect any positive change, the remaining 3 options involve the Adult 
Commissioning Committee approving investment into the team in order to recruit additional 
staff. Finance has provided an illustration of the financial costs to recruit additional capacity 
into the Charging Assessment Team. 

The initial cost is the unit costs per Charging Assessor (CA) and an Administrative Support 
Officer (admin) within WRADAS on an annual basis.  

Using data of current demand and estimating the time required to clear the backlog and 
undertake ongoing assessments, we have predicted that the service requires 3 additional 
Charging Assessors and a dedicated Admin Support Officer and the costs are calculated 
below as a total investment of £110,035.87 per annum. 

Options b and c were both considered and rejected on the basis that previous past and recent 
experience of recruitment (both internal and external) has demonstrated how difficult it is to 
recruit suitably qualified and/or experienced staff as the roles are specialist and require an 



 

   

 

 

 

understanding of social security benefits, particularly the complexities of means testing. It is 
extremely unlikely that agency staff would have this knowledge/skills and furthermore, it is 
unlikely that we would be successful in recruiting internally or externally to a 6 or 12 month 
position. 

 

 

 

 
  

3x CA 3x CA £    85,009.50  

1x Admin 1x Admin £    25,026.37  

Total Total £  110,035.87  

 

6. Forecasts based on an additional 3 Charging Assessors.  

6.1 The forecasts detailed below show a direct comparison with the tables reflecting the “do 
nothing” scenario in 3.1.  

These predictions are based on an assumption that investment is secured and successful 
recruitment of 3 additional Charging Assessors undertaking an average of 6 assessments 
per week from 24th March 2021. 

 

 Cohort 1     

    Due to  

 Date 
Requiring 

Assessment 
Change Growth 

Assessment 
Completed 

Not Required 

 10/21/2020 268          

 10/26/2020 265  -3  0  0  -3  

 11/2/2020 241  -24  0  -8  -16  

 11/9/2020 222  -19  -2  -8  -9  

 11/16/2020 215  -7  0  -4  -3  

 11/26/2020 217  2  14  -8  -4  



 

   

 

 

 

 11/30/2020 211  -6  0  0  -6  

 12/7/2020 201  -10  0  -2  -8  

 12/14/2020 189  -12  0  -5  -7  

 12/23/2020 181  -8  0  -1  -7  

 Forecast 

 1/23/2021 121  -60  0  -51  -9  

 2/23/2021 61  -60  0  -51  -9  

 3/23/2021 1  -60  0  -51  -9  

 4/23/2021 0  -1  0  0  -1  

       

 Cohort 2     

    Due to  

 Date 
Requiring 

Assessment 
Change Growth 

Assessment 
Completed 

Not Required 

 10/21/2020 82          

 10/26/2020 80  -2  0  -2  0  

 11/2/2020 100  20  27  -5  -2  

 11/9/2020 118  18  22  -1  -3  

 11/16/2020 153  35  39  -1  -3  

 11/26/2020 196  43  51  -4  -4  

 11/30/2020 201  5  8  0  -3  

 12/7/2020 199  -2  14  -14  -2  

 12/14/2020 207  8  15  -5  -2  

 12/23/2020 221  14  26  -6  -6  

 Forecast 

 1/23/2021 288  67  120  -51  -2  

 2/23/2021 355  67  120  -51  -2  

 3/23/2021 422  67  120  -51  -2  

 4/23/2021 358  -64  120  -182  -2  

 5/23/2021 294  -64  120  -182  -2  

 6/23/2021 230  -64  120  -182  -2  

 7/23/2021 166  -64  120  -182  -2  

 8/23/2021 102  -64  120  -182  -2  

 9/23/2021 38  -64  120  -182  -2  

 10/23/2021 -26  -64  120  -182  -2  

 

 

 

      



 

   

 

 

 

 

 Cohort 1&2     

    Due to  

 Date 
Requiring 

Assessment 
Change Growth 

Assessment 
Completed 

Not Required 

 10/21/2020 350          

 10/26/2020 345  -5  0  -2  -3  

 11/2/2020 341  -4  27  -13  -18  

 11/9/2020 340  -1  20  -9  -12  

 11/16/2020 368  28  39  -5  -6  

 11/26/2020 413  45  65  -12  -8  

 11/30/2020 412  -1  8  0  -9  

 12/7/2020 400  -12  14  -16  -10  

 12/14/2020 396  -4  15  -10  -9  

 12/23/2020 402  6  26  -7  -13  

 Forecast 

 1/23/2021 409  7  120  -102  -11  

 2/23/2021 416  7  120  -102  -11  

 3/23/2021 423  7  120  -102  -11  

 4/23/2021 358  -65  120  -182  -3  

 5/23/2021 294  -64  120  -182  -2  

 6/23/2021 230  -64  120  -182  -2  

 7/23/2021 166  -64  120  -182  -2  

 8/23/2021 102  -64  120  -182  -2  

 9/23/2021 38  -64  120  -182  -2  

 10/23/2021 -26  -64  120  -182  -2  

 

WRADAS has undertaken a number of actions to mitigate the risks with the backlog over the 
past 6 months. These include as a temporary measure, diverting existing available resources 
to support the team. A part time Direct Payments Adviser due to retire in March 2020 returned 
to work on a temporary basis to undertake charging assessments at an additional cost of 
£7,192.51. We have been advised by HR that this member of staff has to cease her 
employment on 31.03.2021. 

An existing WRADAS Support Officer was deployed into providing direct support for the 
chargers (the gathering of information from clients etc) leaving the other 2 full time staff to 
take on her work for the wider WRADAS. We liaised with the Care Organisation to enable a 
former member of the team to return to work on a part time temporary basis as a charger and 



 

   

 

 

 

use the time to meet the requirements of her Social Work placement at nil cost. Her placement 
ended in November 2020. 

Two members of staff have also taken up the offer of temporary overtime to be funded by 
WRADAS budget.  

It has been estimated that the additional requested investment and resource would have a 
positive impact on this waiting time. It is difficult to accurately quantify this but it is expected 
that waiting times would reduce to around 4 – 6 weeks. This would have a beneficial impact 
on the integrated funds financial position in relation to client contributions collected and could 
be in the region of £130K per annum for 4 weeks wait times and £65K per annum for 6 weeks 
wait times. 

 

Net financial impact due to 
reduced waiting times     

  
6 weeks 
wait 

4 weeks 
wait 

Resource Ask £110,036 £110,036 

Increased Client Income -£64,800 -£129,600 

Net Ask to IF £45,236 -£19,564 

 

The proposed investment of £110K would still be required in full to fund the extra resource in 
the council if approved. However, due to the extra client income it is anticipated it would be 
collected and the fact that client income is passed through to the integrated fund the net 
funding ask could be reduced or potentially generate a surplus depending on the reduction 
to waiting times achieved as a result of the additional investment.  

 

A note of caution should be exercised here in that there are several assumptions both in 
terms of additional income to be collected and changes to waiting times that would impact on 
the true financial cost of investment. Due to the complex nature of the overall client income 
collected by the system it is not anticipated this will be that possible to disaggregate. 

 

Whilst the focus of this paper is those people who have commenced a new or enhanced care 
package post March 2020 cohorts, there is a pre March 2020 cohort who have not yet had a 



 

   

 

 

 

charging assessment completed and work will be required to produce an action plan to 
address these outstanding cases. 

Whilst the short-term objective is to ensure that capacity in the team is sufficient to clear the 
backlog, work to better understand the current service delivery model and future performance 
measures has already commenced. This will provide a platform to track through the impact 
investment for example, on waiting times.  

A number of positive developments have already been implemented over the past 6 months 
which have improved communications and led to efficiencies in operations across the system. 
For example, actions are agreed at a fortnightly Operational Management Group and 
monitors progress on the tracker. The Charging Assessment Team Manager has developed 
detailed operational guidance for the team which will monitor performance and timescales 
and address any barriers in the workflow process. The team has now been granted access 
to Searchlight the DWP system to support evidence gathering where a client is in receipt of 
social security benefits. 

The critical issue remains capacity and the temporary measures put in place have now been 
exhausted and a longer-term solution is urgently required. 

 

7. Recommendations 

7.1 The Adult Commissioning Committee is asked to: 

Approve investment of £110,035.87 per annum for a 24 month period in order to clear the 
backlog of charging assessments and to maintain service levels into the future at the reduced 
waiting time in order to provide an equitable service for all and secure ongoing income for the 
Integrated Fund in order to provide services. The most sustainable approach would be to 
increase levels by 3 additional Charging Assessor’s and a Support officer as the role is likely 
to require training due its specialist nature and the current lack of routes in for example; 
apprenticeships with ongoing review of progress. 

 

Name (Author): Catherine Connors 

Job title: Principal Officer Welfare Rights and Debt Advice Service. 

 


