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Promoting higher standards of consumer protection
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What is the 
Consumer Duty? 

The Consumer Duty sets higher expectations for the standard of care firms give to consumers 
in retail financial markets, and is potentially the biggest piece of regulation to hit the financial 
services industry for some time. 
Ultimately, it aims to ensure that existing best practice around good client outcomes is applied consistently across 
the industry.

In the advice sector, good client outcomes should already be wired into day-to-day operations. Many firms will already 
be delivering on what the new regulation aims to achieve by virtue of existing regulatory alignment and the very 
processes that are needed to give ‘good’, suitable client-specific advice.

New rules and guidance
The FCA’s final rules for the Consumer Duty have been 
published along with key timescales. The regulator has 
also provided a clear suite of rules and practical guidance 
to support firms in meeting the Consumer Duty. 

You now need to start drafting your implementation plans 
and be able to evidence your firm has scrutinised and 
challenged the plan to ensure it is deliverable and robust. 

This needs to be completed by the end of October 2022. 

The Senior Managers & Certification Regime (SM&CR) 
establishes clear senior management responsibility for 
complying with the requirements and standards under the 
Consumer Duty too – so you cannot afford to ignore this – 
you need to take action. 

Firms should also be prepared for spot checks from the 
regulator, and be ready to share their implementation 
plans, board papers and minutes, and be challenged on 
their contents. 

Practical step-by-step support
Timescales are tight but your plan doesn’t need to be 
perfect and you don’t have to implement the Consumer 
Duty by that date. However you do need to be able to 
demonstrate that you’ve thought about any critical gaps, 
what you need to do to fill these gaps and that you’ve 
allocated enough time and resource to do it by the end of 
July 2023. 

As a firm, you need to decide on your key controls and 
how you meet them. Only you know what steps you need 
to make to give you comfort you are complying with the 
Consumer Duty. If this seems daunting, we can help guide 
you through the process with some simple practical steps 
to get you started. 

Finalised  
Guidance 

Consumer Duty

Finalised Policy  
statement  

Consumer Duty
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The Consumer Duty

What does the Consumer Duty 
mean for your business?

The Consumer Duty aims to fundamentally improve how firms serve consumers. It will set 
higher and clearer standards of consumer protection across financial services and requires 
all firms to put their customers’ needs first.

The Consumer Principle 
The Consumer Duty has introduced a new Consumer 
Principle, Principle 12. Its purpose is to elevate the 
existing Treating Customers Fairly (TCF) framework, by 
requiring firms to act to deliver good outcomes for their 
retail customers.

It imposes a higher standard of conduct than existing TCF 
Principles 6 & 7 and FCA is looking for you to go further 
by clearly ‘documenting’ and ‘evidencing’ how you are 
meeting good outcomes for your clients in all parts of your 
proposition, to ensure you think through all the implications.

Senior managers will need to ensure that their products 
and services meet the needs of clients by considering 
every step of the consumer journey, throughout the 
product lifecycle, and assess any areas which may give 
rise to consumer harm.

Products 
and services

01

Price 
and value

02

Consumer 
understanding

03

Consumer 
support

04

Four Outcomes

Products 
and services
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Cross-cutting Rules
Firms must

Act in good faith towards retail customers.

Avoid foreseeable harm to retail customers.

Enable and support retail customers to  
pursue their financial objectives.

Consumer 
Principle

A firm must act to  
deliver good outcomes  

for retail customers.
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Establishing a framework 
for success

The purpose of the Consumer Duty is to provide a framework to ensure your firm has suitable 
controls in place to check good outcomes are being delivered. 
Most of the implementation process will be about identifying the key controls your business has in place, who manages 
these, where they are reported, evidencing how they are monitored, identifying any gaps and agreeing the actions 
required to resolve. 

Underpinning this are three ‘cross-cutting’ rules. Again, all of these are core to a personal recommendation – but note the 
rule about avoiding foreseeable harm – that is key as it means the FCA expect you to think about what could happen that 
could harm clients and take steps to avoid this. It doesn’t mean you need to have a crystal ball – its foreseeable harms 
after all – but can be a useful test for you to consider in the design and monitoring of your products and services.

An outcome-based approach
The Consumer Duty also outlines four key outcomes which provide a framework with practical guidance. These set out in 
some detail the regulator’s expectations of a firm’s behaviour in relation to: 

 

Each of these are key elements of a firm’s client relationship, and are instrumental in driving good customer outcomes. 

How much work will this entail?
While all adviser firms have the same responsibility to act to deliver good client outcomes, there will clearly be differences in 
the capabilities of each firm depending on its size. The FCA recognises this and references ‘proportionately’ throughout the 
rules and guidance. 

Therefore it will require a degree of judgement from you, as to the level of detail you will need to apply in meeting the 
Consumer Duty. 

We’ll now take you through each ‘outcome’ and highlight what you should consider when preparing to comply.

01
Products and services

02
Price and value

03
Consumer understanding

04
Consumer support
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Products and 
services outcome

The products and services outcome is central to firms acting to deliver good outcomes, and 
sets out a range of requirements including the need for adviser firms to: 

 � Ensure the design of their products and services meets 
the needs, characteristics and objectives of their clients 
in the identified target market. 

 – For the majority of adviser firms that’s their 
advice service.

 – Firms offering a separate DIM service in-house, will need 
to capture this in addition to the advice service.

 � Ensure the intended distribution strategy for the 
products or services (their advice) is appropriate  
for the target market.

 � Carry out regular reviews to ensure the products or 
services continues to meet the needs, characteristics 
and objectives of the target market.

These should be familiar given their similarity to the PROD 
rules, which require firms to ensure the products they 
recommend meet the needs of one or more identifiable 
target markets. 

Adviser firms should already be complying with the PROD 
rules. So, meeting the requirements for the products 
and services outcome should be relatively simple for the 
majority of firms to:
 . document what service you offer
 . document the type of customer its suitable for 

(target market)
 . check customers in the service are in the correct 

target market.

Finalised Guidance 

Products and 
services outcome

Chapter 6

6Consumer Duty - an overview and timescales

http://www.fca.org.uk/publication/finalised-guidance/fg22-5.pdf


Price and value 
outcome 

The FCA’s intention is not to set prices, and the rules do not have this effect. However 
the FCA does expect firms to be able to show them that they’ve undertaken a value 
assessment and can demonstrate why they consider that the relationship between  
the price and benefits is reasonable.
With this in mind, the price and value outcome requires adviser firms to ensure clients get value for money, meaning 
the amount a client pays for a product or service must be reasonable when compared with the benefits on offer.

Is your advice fee suitable?
For the majority of adviser firms, value for money will mean 
performing a value assessment on their advice fee. And for 
those offering a Discretionary Investment Management 
(DIM) service, they will also need to perform a separate 
value assessment on the DIM fee.

Remember, this is about value – not price. Low prices do 
not always mean fair value, as a cheaper, but unsuitable 
product or service is still unsuitable.

What about value for money on platform and  
investment fees?
Advice firms are not responsible for carrying out value for 
money assessments on these, as that is the responsibility 
of the platform provider and investment manager. 

However, firms do need to look at the overall charge their 
clients pay across all fees in the distribution chain, to check 
the total is reasonable and still provides value for money. 
That’s – advice, platform and investment charges. 

Finalised Guidance

Price and value  
outcome 
Chapter 7
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Consumer understanding 
outcome

Giving customers the information they need
This outcome effectively asks firms to put themselves in their clients’ 
shoes when considering whether their communications equip clients 
with the right information, at the right time, to:
 . understand the product or service in question
 . make effective decisions and take appropriate action. 

As such the consumer understanding outcome requires firms to: 

 � identify the key information clients need
 � identify when they need it and make sure they get it at the 
right time

 � ensure that they can understand it – this ‘understand’ word is key – 
the comms must be in a style that clients understand and can and 
will act where they need to

 � test that understanding and that clients are taking action.

As part of your initial and annual suitability you are likely to be doing 
much of this already. So make sure you identify any gaps and 
document existing processes to ensure its consistently delivered. 
Particular care should be taken with vulnerable customers.

Finally, it’s worth noting that whilst it’s not your direct responsibility 
to ensure communications produced by platform providers or 
fund managers meet the expectations of the duty, if you identify or 
become aware of a communication causing confusion, you need 
to notify the firm producing the communication. It’s good practice 
to consider this as an important part of your due diligence. And 
you should certainly hold providers to account to ensure that their 
communications to your clients are not only clear but also timely.

Finalised Guidance

Consumer 
understanding outcome

Chapter 8
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Consumer support 
outcome

Meeting consumers’ needs
There is a close relationship between this outcome and the 
consumer understanding outcome. Under the consumer 
understanding outcome, firms should communicate with 
clients in a way that equips them to make effective, timely 
and informed decisions. 

Under the consumer support outcome firms should 
enable customers to act on those decisions without facing 
unreasonable barriers, whether that’s face-to-face, on the 
phone, web cam, or online. 

As such the consumer support outcome effectively 
requires firms to: 

 � give clients support to act when they need to
 � stop clients from acting in a way that is detrimental to 
their best interests (put friction in when it is good for the 
client to stop and think)

 � don’t put barriers in the way of clients doing what they 
should do (avoid friction when its bad)

 � test this is working.

Again, it’s not the responsibility of the adviser firm to 
manage the providers service but it’s an important factor 
to consider as part of your due diligence and review of the 
suitability of the product for clients on an ongoing basis.

Similar to consumer understanding you are likely to be 
doing much of this already.

Finalised Guidance

Consumer  
support outcome

Chapter 9
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Culture, governance 
and accountability

The Consumer Duty aims to make good consumer outcomes a key business objective, giving 
it the same focus from the Board as financial performance, risk and strategy. 
As a result, it is the responsibility of the firm’s Board (or equivalent management body if you don’t have a Board) to ensure 
that the Consumer Duty is properly embedded within the business. The FCA will hold senior managers accountable for 
doing this through SM&CR. 

Appointing a Duty Champion
The guidance also includes an expectation that firms will 
appoint a ‘Duty Champion’. Preferably an independent 
Non-Executive Director (NED), to ensure the Consumer 
Duty is being discussed regularly in meetings.

In practical terms, this means the firm’s Board (or 
equivalent management body) will need to review and 
approve an assessment of whether you are delivering 
good outcomes for their clients, and capture this in the 
Board report. This should be done at least annually.

Board reporting
The FCA has been helpful by clearly setting out in  
the guidance how the report should be constructed.  
It should include: 
 . The results of the monitoring that the firm has 

undertaken to assess whether products and services are 
delivering expected outcomes in line with the Consumer 
Duty, any evidence of poor outcomes, including whether 
any group of customers is receiving worse outcomes 
compared to another group, and an evaluation of the 
impact and the root cause. 

 . An overview of the actions taken to address any risks 
or issues.

 . How the firm’s future business strategy is consistent 
with acting to deliver good outcomes under the 
Consumer Duty.

This assessment and the Board report will be part of the 
evidence the FCA will use to assess your compliance 
with the Consumer Duty. As such, the FCA will expect 
to be provided (on request) with the report and the 
management information (MI) that sits behind it (See 
FG22/5 Final non-Handbook Guidance for firms on the 
Consumer Duty, Chapter 10.14 for more information). 

You don’t need to do this for signing off the implementation 
plan by end of October 2022. 

But you do need to think how you will do this and set out 
the steps to achieve it.

Finalised Guidance

Culture, governance 
and accountability

Chapter 10
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What is the implementation timeline?

There is a relatively short window for firms to achieve compliance 
with the Consumer Duty rules. However, you shouldn’t find it too 
onerous as you should be doing most of this already as part of 
your existing processes on personal recommendations.

Implementation plans to be agreed 

Firms have to the end of October for their Boards (or equivalent) to have agreed 
their implementation plans and be able to evidence they have scrutinised and 
challenged the plans to ensure they are deliverable and robust. Firms should be 
prepared, if asked, to share their implementation plans, Board papers and minutes 
with the regulator and be challenged on their contents. So if firms haven’t already 
started to draft their plans – they need to get started. 

Product providers to complete their reviews 
Manufacturers then have to the end of April 2023 to complete those parts of 
their reviews that you will rely on for any products and services open to sale and 
renewal. This is so they can share key information with adviser firms to allow them 
to meet their own obligations under the new rules. However don’t wait for that as in 
this sector you are likely to have most of this already because of PROD rules – like 
published target markets.

Implementation ends 
Firms then have to the end July 2023 to apply the Consumer Duty to new and 
existing products and services that are open to sale or renewal. 

Closed book implementation ends 
And for closed book product or services firms have to the 31 July 2024, to apply the 
Consumer Duty. Don’t get distracted by this though – it is unlikely to be relevant to 
timescale for implementing your own policies.

End October  
2022

27 July 
2022

31 July  
2024

31 July  
2023

End April  
2023

Final 
rules published
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Next steps

A paradigm shift, not a tick box exercise
The FCA want to see a significant shift in both the 
culture and behaviour of firms, with a consistent 
focus on consumer outcomes, and most importantly 
putting consumers in a position where they can make 
effective decisions.

While the Board report is a useful tool, it’s not intended to 
be the only mechanism when it comes to delivering good 
consumer outcomes. 

The rules will require firms to embed the Consumer Duty 
into the culture and behaviours of the business to ensure 
their purpose (or strategy), governance, leadership and 
people all lead to good customer outcomes:

 . Purpose – the firm’s purpose (or strategy) should 
be consistent with the Consumer Duty. Staff should 
understand how the firm’s purpose is relevant to 
delivering good outcomes for consumers.

 . Leadership – the firm’s leaders (and other individuals 
within the firm) should understand their role in delivering 
the Consumer Duty.

 . People – delivering good outcomes for consumers 
should be reflected in the way in which people are 
managed and rewarded. They should be trained to be 
able to deliver good outcomes for consumers.

 . Governance – the firm’s controls and key processes 
should be set up in a way which enables it to identify 
where the firm is not delivering good outcomes for 
its clients.
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The Consumer Duty presents an 
opportunity for adviser firms 

It is clear the FCA is keen to move away from rule-based processes, and focus on a more 
outcomes-based approach. This should be seen as a real positive move for firms, and give 
greater flexibility to adapt and innovate going forward. 

What are the next steps?

For more information on the Consumer Duty as well as our practical step-by-step support to get you started,  
visit our website at abrdn.com/consumer-duty

1.  Deliver good outcomes
For firms carrying out 
suitability reporting and giving 
personal recommendations, 
they’ll already be focused on 
delivering good outcomes.

3.  Identify your key controls
So most of the implementation 
process will be about identifying 
the key controls the business 
already has (for each outcome) 
and how they are reported.

2.  Establish your framework
In that context, the purpose of the 
new Consumer Duty is to provide 
a framework to make sure the 
firm has suitable controls to check 
this is being delivered.

4. Document your processes
This should then lead to:
a. a concise document setting out  

the key controls, who manages  
these on an ongoing basis and 
where they’re reported

b. evidencing how they’re monitored
c. identifying any gaps in controls that 

then need to be actioned.

It’s clear most firms will have some work to do to satisfy the Consumer Duty. However, all firms need to start drafting 
(if they haven’t already) their implementation plans, and start to gather or create the evidence required to ensure it is 
deliverable and robust.

Make sure you know your responsibilities
Ultimately the responsibility for determining how you meet the Consumer Duty, and the actions that need to be taken, sit 
with the Board (or equivalent). This paper and our other supporting material is intended to get you started. However it’s 
important to read the full Policy Statement and Guidance to ensure you cover all parts of the Duty.
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