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Guide to Good Governance
& Mock Inspections

Prepared in partnership with Chandler & Co

Fulcrum Care and Chandler & Co combine governance, quality
and financial insight to help care providers run safer, stronger
and more sustainable services. This guide outlines practical
steps to strengthen oversight, prepare for mock and regulatory
inspections, and build the operational and financial resilience

investors and lenders expect.
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Executive summary:

* Independent oversight and disciplined risk management are the
foundations of quality and resilience.

e Mock inspections surface gaps early, reduce enforcement risk and
improve outcomes.

e Clear, consistent reporting builds investor and lender confidence
and lowers financing friction.

e Scaling a portfolio requires standardised processes, capable
leadership and data-driven decisions.
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Strengthening Independent Oversight
& Risk Management

Independent oversight and disciplined risk management are
fundamental to running a safe, sustainable care service. Effective
governance provides leaders with the evidence and assurance they
need to make informed decisions, meet regulatory expectations, and
protect both residents and the organisation. It also demonstrates to
regulators, investors, and stakeholders that risks are being actively
managed, not left to chance.

Why it matters

Independent  assurance challenges assumptions, evidences
compliance, and prevents risks by design rather than by luck. Without
it, blind spots can turn into enforcement action, financial penalties, or
reputational damage.

Compliance essentials

e Carry out external audits and mock inspections aligned to CQC
and regulatory frameworks.

e Develop and maintain an organisation-wide risk register, with
clear ownership, likelihood/impact ratings, mitigations, and review
cycles.

* Ensure robust clinical governance, with incident reviews and
harmonised policies across services.
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Governance essentials

e Recognise that governance maturity directly influences financing
terms, investor confidence, and acquisition appetite.

e Ensure risk controls are fully documented across safeguarding,
workforce, health & safety, and finance. These are the signals of a
reliable operator.

e Demonstrate oversight as evidence of a sustainable, well-led
organisation.

Priority actions

e Appoint an independent chair or advisor to strengthen governance
meetings.

* Implement a monthly compliance dashboard with agreed KPIs.

e Formalise “lessons learned” reviews after every incident or near
miss to embed continuous improvement.
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Improving Organisational Resilience

Organisational resilience is the ability to maintain safe, high-quality
care in the face of change, pressure, or unexpected events. A resilient
service can adapt to challenges such as staffing shortages, regulatory
scrutiny, or financial pressures without compromising on standards.
Embedding resilience at every level not only protects residents but also
strengthens  confidence among regulators, investors, and
stakeholders.

Why it matters

Care providers operate in an environment of constant change.
Staffing challenges, safeguarding incidents, contract variations, or
market shifts can destabilise services quickly if risks are not anticipated
and managed. Building resilience ensures continuity of care, reduces
enforcement risk, and protects the long-term sustainability of the
organisation.

Compliance essentials

e Conduct regular mock inspections to identify and address gaps
before regulators do, with immediate action planning.

e Develop scenario plans to test responses to staffing shocks,
safeguarding alerts, fee pressures, and contract changes.

e Strengthen clinical culture and capability through manager
coaching, supervision standards, and reflective practice.
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Governance essentials

e Undertake financial stress testing to understand the impact of
occupancy changes, wage inflation, and interest rate rises.

e Carry out portfolio analysis to identify underperforming services
and plan appropriate turnaround or divestment strategies.

e Ensure leadership teams understand how operational resilience
links directly to governance, reputation, and investor confidence.

Priority actions

e Test and update the business continuity plan at least annually.

e Set clear thresholds for agency usage and maintain a forward-
looking recruitment pipeline.

e Map supplier and contract risks, with identified alternatives for
critical services.

Resilience checklist

e Business continuity plan tested at least annually.

e Clear agency usage thresholds and recruitment pipeline plans.

e Supplier/contract risk mapped; alternatives identified for critical
services.
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Strengthening Investor & Lender Confidence

Investor and lender confidence depends on transparency, consistency,
and credible governance. Demonstrating robust oversight and
sustained improvement reassures financial stakeholders that risks are
controlled, compliance is reliable, and the organisation is a safe
investment

Why it matters

Weak or inconsistent reporting undermines confidence and increases
financing friction. Transparent governance, timely closure of audit
actions, and clear evidence of improvement not only protect
regulatory standing but also strengthen access to funding and support
long-term sustainability.

Compliance essentials

* Provide a consistent board/Senior Leadership Team pack covering
quality, workforce, operations, and finance.

e Evidence the timely closure of audit actions and demonstrate
sustained improvements.

e Be transparent about regulatory history, supported by credible
remediation where issues exist.
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Governance essentials

* Standardise reporting across services to ensure comparability and
accuracy.

* Include quality, people, operations, and finance KPIs with trend
analysis and agreed actions.

e Use reporting to demonstrate accountability, drive continuous
improvement, and build investor and lender confidence.

Essential reporting pack (monthly/quarterly)

e Quality: incidents, safeguarding concerns, medication errors, falls,
pressure injuries, complaints (with trend and actions).

* People: turnover, sickness, training compliance, supervision
completion.

e Operations: occupancy/mix, dependency/acuity, agency usage,
audits completed.

e Finance: revenue, EBITDA margin, cash cover, capex pipeline.
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Supporting a Growing Care Home Portfolio

Scaling a portfolio increases operational complexity and regulatory
exposure. Growth must be supported by consistent standards, clear
accountability, and data that allows leaders to compare performance
across services and intervene early. Standardisation at group level,
with strong ownership at service level, is the foundation for safe,
sustainable expansion.

Why it matters

Unstandardised processes, variable documentation, and inconsistent
leadership practices create avoidable risk as you add sites. Regulators,
investors, and lenders expect to see a coherent operating model:
common policies, comparable reporting, and evidence that
governance and improvement are embedded across every home.
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Compliance essentials

e Implement standard policies, procedures, and audit tools across all
locations, with version control and evidence of staff sign-off.

* Maintain a central compliance calendar (training, supervision,
audits, policy reviews, equipment checks) with local completion logs
and group oversight.

* Provide manager induction focused on governance, clinical
leadership, documentation standards, MCA/DoLS, and medicines
optimisation.

e Use portfolio-wide mock inspections on a rolling schedule, with
action plans tracked to closure and re-inspection to evidence
sustained improvement.

Governance essentials

e Establish a group operating framework: roles, decision rights,
escalation pathways, and reporting lines between homes, regional
leads, and the board/Senior Leadership Team.

* Run cross-site best-practice forums and targeted improvement
sprints to standardise what works and close gaps rapidly.

e Ensure portfolio Ml allows like-for-like comparison (normalised
KPIs, acuity/dependency context, trend analysis) and links directly
to board decisions.

e Integrate growth planning and capital programmes
(acquisitions/refurbs) with clinical and compliance improvement
plans; track benefits and risks.
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Priority actions

e Publish a Group Standards Manual (policies, audit tools,
documentation templates) and mandate adoption timelines.

e Launch a manager onboarding pathway (first 90 days) covering
governance, documentation quality, and leadership expectations.

e Stand up a central compliance calendar with automated reminders
and exception reporting for any overdue actions.

e Create a monthly portfolio review: heat-map homes on quality,
workforce, operations, and finance; agree owners and deadlines
for red/amber items.

e Embed a deal-readiness checklist for acquisitions: governance
maturity, document hygiene, risk register quality,
training/supervision compliance, medicines safety, H&S and
estates compliance.
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Practical tools & templates

Strong governance and compliance depend not only on leadership and
culture but also on having the right tools in place. Templates,
checklists, and structured reporting frameworks reduce variability,
improve accountability, and ensure that essential evidence is always
available for regulators, boards, and investors. Standardising these
tools across a portfolio creates consistency while giving leaders
confidence that services are inspection-ready at any time.

Why it matters

When governance documents and compliance records are inconsistent
or incomplete, services are exposed to unnecessary risk. Practical tools
ensure that policies, audits, and reporting are aligned to regulatory
expectations, reduce duplication of effort, and provide a clear
evidence ftrail that supports both operational improvement and
financial assurance.
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Mock inspection essentials (sample)

e Statement of Purpose; service user guide; policies, current and
accessible.

e Staff files: DBS, right-to-work, references, training, supervision
records.

e Care plans: person-centred, risk assessments, reviews,
consent/MCA/DolLS.

* Medicines management: MARs, audits, storage, PRN protocols,
competencies.

e Environment & safety: checks, maintenance logs, fire drills,
equipment servicing.

e Governance: meeting minutes, action logs, lessons learned, audit
cycle.

Risk register skeleton

e Risk | Owner | Controls | Likelihood | Impact | Residual risk | Next
review | Actions.
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Core KPIs (track monthly)

e Quality: incidents/1,000 resident days; complaints closed in 20
working days; audit action closure (% on time).

e Workforce: turnover %, agency hours %, training compliance %,
supervision completion %.

e Operations: occupancy %, dependency score, admission/discharge
flow.

e Finance: EBITDA margin %, cash days, maintenance spend vs plan.

Audit readiness calendar (example)

e Jan-Mar: policy refresh, training compliance sweep, environment
checks.

e Apr-Jun: mock inspections round 1; governance review; lender
pack update.

e Jul-Sep: targeted improvement sprints; mid-year scenario test.

* Oct-Dec: mock inspections round 2; budget stress-test; year-end
assurance.
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How Fulcrum Care & Chandler & Co Work Together

How Fulcrum Care Helps

Fulcrum Care provides the independent assurance and operational
expertise needed to embed robust governance across care services.
Our team delivers:
* Mock inspections and external audits aligned to CQC expectations.
e Governance frameworks and compliance planning tailored to
single services and portfolios.
e Risk management and action planning to address issues before
they escalate.
e Leadership coaching and manager support to strengthen
capability and embed a culture of continuous improvement.
By working alongside providers, we help organisations evidence
compliance, strengthen resilience, and improve inspection outcomes.
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How Chandler & Co. Helps

Chandler & Co bring specialist financial and transactional expertise to
support growth and long-term sustainability in the care sector. Our
support includes:
e Funding strategy and lender engagement to secure favourable
financing terms.
e Financial stress testing to assess the impact of occupancy, wage,
and market pressures.
e Portfolio and transaction support, including due diligence on
governance readiness and risk.
e Investor communications and reporting that build trust and
demonstrate sustainable performance.
This ensures that financial planning is underpinned by sound
governance, reducing risk for boards, investors, and lenders.
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How We Help Collectively

By combining Fulcrum Care’s operational and clinical governance
expertise with Chandler & Co’s financial and transactional insight, we
offer a complete solution for care providers. Together, we deliver:
e Measurable risk reduction through joined-up compliance,
governance, and financial oversight.
e Stronger inspection outcomes, backed by robust evidence and
consistent improvement.
e Increased investor and lender confidence, supported by
transparent reporting and credible action plans.
e Sustainable growth and resilience, with governance and finance
working hand in hand.
We can tailor these tools to your service or portfolio and deliver a
time-bound improvement plan with clear milestones, evidence, and
reporting.
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Get in touch

Fulcrum Care - Independent social care consultants supporting robust
governance and quality improvement.
Chandler & Co - Care sector finance specialists supporting growth,

resilience, and transactions.

We can tailor these tools to your service or portfolio and deliver a
time-bound improvement plan with clear milestones and reporting.

fulcrumcareconsulting.com
enquiries@fulcrumcareconsulting.com
020 34114014

m @fulcrumcare

chandlerandco.co.uk
finance@chandlerandco.co.uk
01622 817484

m @chandler-&-co
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