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Internal Audit Update GAS Committee

1.

Internal Audit Plan 2015/16 — Progress Update

This report provides a progress update of 2015/16 Internal Audit activity against the agreed
plan. A summary is provided at Appendix 1 which shows that the fees and charges review
(covering ‘other’ income but excluding HFR Solutions) has been reported (Appendix 2 refers)
with the main issue being around the clarity and formality of the Service's approach to levying
fees and charges. The overall objective was to assess the Authority’s fees and charges
procedures for ‘other income’ to ensure there is an effective approach to cost recovery and
income generation, whereby all appropriate charging opportunities are taken. This review took
an advisory approach and therefore did not assign an assurance level.

Appendix 3 reports on the project governance element of the change readiness review which,
owing to the evolutionary nature of this area, concludes on the overall direction of travel and
provides a baseline assessment further to which future challenge activity can and should be
undertaken around project management methodology, reporting, risk management and role
clarity.

Follow Up of 2014/15 Recommendations
Appendix 4 provides details of follow up activity in respect of 2014/15 reviews of:
e non-allocated support vehicles
e business community safety and technical fire safety
This shows that some recommendations for these reviews have been addressed but some
remain ongoing.

Recommendations

That the GAS Committee:
¢ Notes the progress against the 2015/16 Internal Audit Plan and issues arising.

Page |1
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Internal Audit Update

Internal Audit Control Schedule 2015/16

GAS Committee

Appendix 1

Review Title/Ref Delivery Timescale | Date Opinion | Outcomes/Comments
Issued
Ql | Q2 | Q3 | Q4
Finance & Resources
Combined Financial Review to cover:
Systems e  Financial Ledger
160600 PY
. Budgetary Control
. Payroll and Pensions
Fees & Charges/Trading 19" Jan Complete. Report provides
Arrangements 2016 recommendations around
160601 ° N/A arranger.nents in place for ider]tifying
and levying fees and charges in
respect of ‘other income’ excluding
HFR Solutions.
Procurement ° In progress
160602
Performance
Partnership In progress
[ ]
Arrangements
160603
Operational Compliance
IT Critical Applications ° Review scoped and due to commence
160604
Training ° Fieldwork complete and report being
160605 drafted
Operational Review ° Risk management workshops planned
160606 for TDG and CMT
Governance, Risk & legality
Change Readiness ° 19" Oct Significant | Complete. Staff engagement,
160607 2015 (Interim thematic feedback to inform action
Report) planning and granular data to inform
values exercise.
19" Jan Complete. Report provides baseline
2016 N/A assessment of project governance
L arrangements for SRP and including
areas for development and future
challenge.
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Review Title/Ref Delivery Timescale | Date Opinion Outcomées/Comments
Issued
Ql | Q2 | Q3 | Q4
Strategic
Follow up ° ° ° ° Ongoing
150608
@
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Appendix 2

HUMBERSIDE

Finance and Resources: Fees and Charges

Assignment Report 2015/16

Humberside Fire Authority

MiAA
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Finance and Resources: Humberside Fire Authority
Fees and Charges

KB/160601

1. Introduction, Background and Objective

This review of Fees and Charges has been conducted in accordance with the requirements of the
2015/16 Internal Audit Plan, as approved by the Fire Authority. The optimisation of income from fees
and charges represents an important element of the Authority’s financial planning; the policy around
which needs to adequately reflect the organisation’s range of business activities. Ensuring an effective
approach to cost recovery and income generation demonstrates effective financial and operational
control and appropriate partner relationships.

The overall objective was to assess the Authority's fees and charges procedures for ‘other income’ to
ensure there is an effective approach to cost recovery and income generation, whereby all appropriate
charging opportunities are taken. This review takes an advisory approach and therefore does not
assign an assurance level.

The financial context of this review (‘other income’) is around £1.1m (2% of total). It should also be
noted that income generated by the Community Interest Company, HFR Solutions, is excluded from
the scope.

Based on this review, recommendations are provided around arrangements in place for identifying
and levying fees and charges in respect of ‘other income’ excluding HFR Solutions. Conclusions are
not intended to reflect the wider income systems of the Authority.

. Conclusions

There is the lack of a full and formal policy and approach to charging for services where emphasis is
on officer discretion (often informed by associated assumptions around impact) coupled with a
suspected lack of awareness of some officers as to the agreed charging framework and underlying
process. Accordingly, in addition to there being potential inconsistencies in approach likely to result
in under-recovery of agreed income areas, there is also the lost opportunity to levy additional fees for
some services currently provided without charge, whether or not this aims to fully or partially recover
costs.

In summary the over-arching findings of this review are:

e The need to review, refresh, formalise and relaunch the strategy for fees and charges to
ensure there is clarity and agreement of the approach compared with other services, in light
of budgetary pressures and considering ethical arguments for charging/not charging;

e Improving in-year monitoring processes of other income including ensuring consistency and
completeness of identifying and levying fees and charges.

Review findings are detailed in section 3 which provides an evaluation of the key controls reviewed
and a summary of the main themes arising with recommendations and agreed actions documented in
section 4.
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Finance and Resources: Humberside Fire Authority
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3. Systems Evaluation & Supporting Narrative

OBJECTIVE EVALUATION & TESTING RESULTS REC
An approved fees Humberside Fire & Rescue Service do not have a specific and formal fees and
and charges charges strategy for those elements falling under ‘other income’. Discussions with Rec 1

officers have confirmed that HRFS would only seek to recover costs (although this in
itself does not clarify if it is on a marginal or absorption basis), with any commercial
activities being directed through its Community Interest Company - HFR Solutions.
This is referenced in the Strategic Plan under “Exploring ways to generate income”.

strategy for ‘other
income’ is in place
and underpinned by

adequate HFRS have a 'Special Services' price list which was submitted to the February 2015

Fire Authority meeting for approval. (Fire Authority minutes were reviewed to
guidance confirm this). 'Special Services' include activities such as professional advice, vehicle
and equipment use/testing and training. There are also non-operational services for
which recharges are made such as providing copies of fire reports, interviews with
officers and maintenance of fire equipment.

procedural

However, clarity of what services will/will not be charged for and those where
discretion may be applied is not evident in the Authority's documentation over and
above the special services price list. Whilst an informal strategy to levying fees and
changes as part of ‘other income’ is apparent through the generally accepted
approach of what is charged for and not, this is not supported by any recent
comprehensive analysis/business case which would support this rationale across all
areas. Without this clarity, there is the risk of inconsistent application of currently
informal principles and associated lost opportunities to recover costs.

When a chargeable ‘Special Service' has been delivered, the relevant officer should
complete a “Request to Raise Account” form which is available on the portal. This
form needs to be completed with the relevant address, service description, fee value
and income financial codes and then be dated and approved. The completed form
is then forwarded to the finance department where an invoice is raised. [The
invoicing process was not part of this audit]. Unless there is clarity over when to levy
fees and charges, such account requests may not be completed. The income
generated from Special Services was £271 in 2013/14, £594 in 2014/15 and £113 in
2015/16 which could infer limited opportunity exists or that minimal activity is
recharged. These low values could be a reflection that front line staff are not aware
of the ability to charge for some duties they undertake.

The Financial Procedure Notes outline the process for raising and posting income.
However, there is nothing specific around routine invoicing of regular services or
periodic income sources - the budget monitoring section of the procedures
addresses expenditure, but not income.

The Authority's approach to levying fees and charges should therefore be
considered and clearly documented to ensure that the scope and basis of levying
fees and charges is refreshed and which will facilitate the consistent interpretation
and application of policy in this area. The policy should set out those services where
there will be a charge, where there will not be a charge and areas of discretion
including associated criteria. An example of such an approach by Norfolk Fire and
Rescue Service is attached at Appendix 1 by way of illustrating this point and to
assist in the construction of a similar document by HFRS. This document is intended
to furnish the report recommendation around comparative process rather than
comparative substantive detail.

’ MiAA
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OBJECTIVE EVALUATION & TESTING RESULTS REC
Other income is A spreadsheet was produced during the course of the audit to show a breakdown of

routinely monitored | the various fees and charges sources within ‘other income’. HFRS finance staff do not
deem it necessary to regularly maintain such an analysis in light of the values
involved. The original budget was £643k and this has been revised to £1,151k.

A full reconciliation of all other income received to the revised budgets was
performed by Internal Audit. This highlighted the following issues worthy of note
and appropriate action:

for completeness Recs 2 &

e There are several income lines within the overall budget without budgets
set. One of these is the EMAS Medical Response service for which the
service was not defined at the start of the year.

e The revised budget for income is derived from increases for Community
Fire Safety and Management and Support Services. However there is no
specific explanation provided in the quarterly accounts to explain
significant increases (being from recharges to HFR Solutions for the cost of
equipment use and the secondment of HFRS personnel).

e Community Fire Safety income of £253k (M7) already significantly exceeds
the £73k budget as BTEC and Princes Trust income is not included in the
budget calculations (as this is not guaranteed). £106K has been received
from the Princes Trust so far this year. It is important that budgets are
realistic and aligned to actual sums received. There are also some
prepayments in this account which require transfer.

e There is no budget allocated for Fire Service Emergency Planning resilience.
The current balance of £449k is an accumulation of prior year income.

e The income generated from the installation of telecommunication masts on
fire stations has reduced in 2014/15 to £89k, from £125k in 2013/14. This is
said to have been caused by the merger of T-Mobile and 02
communication companies and thus the need for only one mast per site
and the removal of a mast from Scunthorpe fire station.

e The current income for 2015/16 is shown as £81k as prepayments were
received in December 2014 for the current year to date. The Finance
Manager explained that the invoices are raised annually in December and
thus the remaining income has not yet been requested.

e Medical response income from Yorkshire Ambulance Service (YAS) and East
Midlands Ambulance Service (EMAS) is allocated to separate financial codes
(although EMAS does not have an allocated budget) — necessary to monitor
this new area to underpin service development decisions. The ledger
shows that £42k and £8k were received from YAS and EMAS respectively
during 2015/16. However, no reconciliation is undertaken between
performance reports and invoiced activity to ensure all costs are being
recovered. (Officers subsequently confirmed this is under review).

e Although the individual agreements were not reviewed, the Finance
Manager explained that the aerial rental amounts are documented in the
separate contracts and these are subject to three yearly rent reviews when
costs are increased for inflation. It is therefore acknowledged that although
the information exists, collation of the data into one document would
enable more effective monitoring of the process. The same could then be
applied to other sources of income which would enable the creation of a
basic periodic income register to formalise the process.

' ’ MiAA
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OBJECTIVE EVALUATION & TESTING RESULTS REC
All business As part of the review, Group Managers were contacted to provide information
activities are regarding any Special Services or potential income generating services in their areas.

This request only highlighted the Emergency First Responder Service as chargeable,
although bariatric patient response and animal rescues were also discussed but
expressed as ‘non-chargeable’. The application of charges is understood to be at
the discretion of the officer(s) involved. Anecdotal evidence provided during the
review showed that in some cases, such as work on the ports, income may not be
invoiced if, for example, the activity is considered to be a beneficial training exercise
not otherwise easily created.

considered for cost
recovery and
income generation.

Other discussions identified shared premises at Preston, Pocklington and Howden.
At Preston, the land belongs to HFRS but there is a shared access road for which Rec 2
repairs and maintenance are said to be jointly funded. Howden and Pocklington fire
stations are YAS standby points but no charges are levied for this use.

Shipping incidents can be treated as ‘Special Services' depending on where they
occurred and the nature of the incident. Internal Audit obtained a report of such
activity from the Incident Reporting System (IRS). This showed 4 incidents in the
latest six month period and a total of 7 in the last 2 years. This activity has not been
recharged and is evidence of potential unbilled activity.

An area of potential income generation is the recharge for some animal rescues. In
the 6 month period 1.4.15 - 30.9.15, HFRS attended 61 animal rescue incidents for
which no fees have been levied. It is understood that these rescues are made as a
preventative intervention in that if the public are left to rescue the animals they
could endanger themselves resulting in a greater emergency. However, it is
recommended that this potential income source (and circumstances around possible
charging) be formally considered by the Fire Authority. (Rec 1 refers)

In the absence of any formalised benchmarking information (previously obtained by
HFRS through CIPFA) Internal Audit obtained income strategies and accounts from
other Fire Authorities (Appendix 2 refers) and the contents of these were discussed
with the Finance staff to determine if all potential sources of income had been
identified. Key areas arising from this exercise where further investigation could
usefully be made around potential charging include:

o AFAs

e Shipping incidents

e Animal rescues

e  Shared premises

e Advertising hoardings

London Fire Brigade began charging for automatic fire alarms (AFAs) in January
2014. They charge £295 plus VAT for the tenth and each subsequent call out to the
same premises in a 12 month period (excludes domestic dwellings and care homes).
A report of all AFAs attended by HFRS between 1.4.15 — 30.9.15 requested by
Internal Audit showed that in 6 months there had been 1,251 cases. A brief overview
of addresses promptly identified two organisations which had more than 10
attendances and a further 11 with more than 5 in the 6 month period. Further
review of AFA trends may indicate a clear business case for levying charges.

’ MiAA
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OBJECTIVE EVALUATION & TESTING RESULTS REC
Outstanding debts | In 2014/15 the total debt written off amounted to £513. At the end of September
are controlled and | 2015 the total amount of outstanding debt amounted to £327k. £98k (30%) of this
is current, £218k (67%) is 1 to 2 months old and £20k (6%) is 2 to 3 months old. Of
the £218k which is 1 to 2 months old, £137k (63%) is owed by HFR Solutions in
relation to the first quarter’s recharge for secondment and equipment costs. Of the Rec 4
£20k debt that is 2 to 3 months old, £16k is owed by DCLG Finance. Every effort
should be made to ensure that balances are paid on a timely basis.

not excessive.

4. Recommendations and Action Plan

Review findings are provided on a prioritised, exception basis, identifying the management responses
to address issues raised through the review. To aid management focus in respect of addressing
findings and related recommendations, the classifications provided in Appendix B have been applied.
The table below summarises the prioritisation of recommendations in respect of this review.

Critical High Medium Low Total

0 0 2 2 4

Detailed Recommendations

1. Risk Rating: Medium

Issue Identified — Lack of formal policy to underpin a coherent and consistent service stance to levying fees and
charges for services.

Specific Risk — Income generation approach may not present a ‘current’ view and be interpreted and applied
correctly/consistently with income opportunities under-achieved or lost.

Recommendation — Formal fees and charges policy with underpinning business rationale to be developed
(with reference to comparative analysis), formally ratified and appropriately and consistently implemented.
Awareness training should be provided to Station Managers regarding which activities are deemed as 'special
services' and how these should be recharged. Circulation of the 2015/16 Fire Authority price list should also be
completed.

Management Response (Remedial Action Agreed) — Agreed. A communication will be provided for Station
Managers to disseminate to junior fire officers to increase awareness. The communication will include guidance
and the price list. The price list will be reviewed during this process to ensure that it reflects the current
technology on the appliances. For example bariatric equipment.

Responsibility for Action — Steve Topham, Paul McCourt and Jason Kirby, Group Managers, Emergency

Response.

Deadline for Action — March 2016

' ) MiAA
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2. Risk Rating: Medium

Issue Identified — Monitoring and budgeting arrangements for other income do not comprehensively cover
all aspects to ensure completeness. Examples include no reconciliation performed of activity to invoices for the
medical response activity, no budget allocated for the EMAS Medical Response Service nor for a further ten
income lines of nominal value. BTEC income is not included in the calculation of the Community Fire Safety
budget. Management accounts for the period ending 30" June 2015 show a revised income budget of £1,151k
from an original budget of £643k with no explanatory note for the significant increase. Also£35,000 of the
£67,283 (M7) interest receivable shown relates to 2014/15.

Specific Risk — HFRS may not be recovering all costs associated with the provision of services.

Recommendation — Monitoring arrangements for other income should be reviewed to ensure processes are
in place to identify appropriate budgets and actuals. For example a report should be generated from IRS to
show all medical response activity and reconciled to the amounts invoiced to ensure that all activity is being
recharged. A budget should be set for the EMAS Medical Response service and considered for the routine
income streams, regardless of value. The calculation of the Community Fire Safety budget should be reviewed.
The quarterly accounts should be annotated with a note to explain the increase in expected income. A journal
should be prepared to transfer the interest receivable income to the appropriate account and the system
reviewed to prevent a recurrence.

Management Response (Remedial Action Agreed) — Agreed — budget monitoring will be undertaken every six
months and will also provide assurance to the Authority members. Certain budgets were initially not included as
the values were unknown. The September accounts are now complete so this cannot be added, but this will be
considered for the December 2015 onwards. There is a review underway of EMAS cost recovery.

Responsibility for Action — Martyn Ransom, Finance Manager and Shaun Dyke, Senior Finance Officer.

Deadline for Action — January 2016

3. Risk Rating: Low

Issue Identified — Financial procedure notes do not detail the processes in place regarding periodic income or
income budget monitoring. The information available for periodic income (aerial mast rentals) is held in several
places regarding agreements, rent reviews, amounts due and payments received.

Specific Risk — Lack of information of process for raising periodic income leading to risk of under recovery.

Recommendation — The finance procedures should be enhanced to include a section on periodic income and
budget monitoring. This should be accompanied by a basic periodic income register to combine the records in
relation to aerial mast rentals. A similar record could then be developed for other regular source of income as
they arise.

Management Response (Remedial Action Agreed) — Agreed re policy update, however there is insufficient
resource to maintain a periodic register for the relatively low value income.

Responsibility for Action — Martyn Ransom, Finance Manager and Shaun Dyke, Senior Finance Officer.

Deadline for Action — December 2015
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4. Risk Rating: Low

Issue Identified — HFR Solutions owes £137k for the first quarter recharge for secondment and equipment
costs. Of the £20k debt that is 2 to 3 months old, £16k is owed by DCLG Finance.

Specific Risk — Negative impact on cash flow

Recommendation —Effort should be made to ensure that outstanding balances are paid on a timely basis.

Management Response (Remedial Action Agreed) — Finance Manager to inform the Director of
Commercial services (who is also a Director of HFR Solutions) to ensure that these payments are made on a
timely basis. All outstanding debts are followed up on a regular basis by the finance team and the minimal write
off in 2014/15 shows that income recovery is good.

Responsibility for Action — Martin Ransom, Finance Manager

Deadline for Action — November 2015

’ MiAA
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Appendix A: Terms of Reference

Introduction and Background

This finance and resources review of fees & charges/trading arrangements will be conducted in
accordance with the requirements of the Internal Audit Plan, as approved by the Fire Authority. The
optimisation of income from fees and charges represents an important element of the Authority’s
financial planning; the policy around which needs to adequately reflect the organisation’s range of
business activities. Ensuring an effective approach to cost recovery and income generation
demonstrates effective financial and operational control and appropriate partner relationships.

Objective

The overall review objective is to assess the Authority's fees and charges procedures to ensure that
this adequately reflects agreed policy in terms of scope and level of charging and to ensure all
appropriate charging opportunities are taken.

Review Elements

Key issues for review and evaluation include:

» Adequacy of and compliance with Authority policies and procedures in relation to fees &
charges

» Review and challenge of scope and level of charging to ensure cost recovery and income
generation is in line with the underpinning business case(s)/cost benefit analysis

Scope of Work

We will evaluate the objective and review elements above, but will exclude HFRS Solutions.

Limitations inherent to the internal auditor's work

We have undertaken the review of process, subject to the following limitations.
Internal control

Internal control, no matter how well designed and operated, can provide only reasonable and not
absolute assurance regarding achievement of an organisation's objectives. The likelihood of
achievement is affected by limitations inherent in all internal control systems. These include the
possibility of poor judgement in decision-making, human error, control processes being
deliberately circumvented by employees and others, management overriding controls and the
occurrence of unforeseeable circumstances.
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Future periods

The assessment of controls relating to the process is that at October 2015. Historic evaluation of
effectiveness is not always relevant to future periods due to the risk that:

e The design of controls may become inadequate because of changes in the operating
environment, law, regulation or other; or

e The degree of compliance with policies and procedures may deteriorate.

Responsibilities of management and internal auditors

It is management's responsibility to develop and maintain sound systems of risk management,
internal control and governance and for the prevention and detection of irregularities and fraud.
Internal audit work should not be seen as a substitute for management's responsibilities for the
design and operation of these systems.

We shall endeavour to plan our work so that we have a reasonable expectation of detecting significant
control weaknesses and, if detected, we shall carry out additional work directed towards identification
of consequent fraud or other irregularities. However, internal audit procedures alone, even when
carried out with due professional care, do not guarantee that fraud will be detected. The
organisation’s Local Counter Fraud Officer should provide support for these processes.

’ MiAA

69



Finance and Resources: Humberside Fire Authority

Fees and Charges

KB/160601

Risk Rating

Critical

High

Medium

Low

Assessment Rationale

Control weakness that could have a significant impact upon, not only the system,
function or process objectives but also the achievement of the organisation’s
objectives in relation to:

o the efficient and effective use of resources

e the safeguarding of assets

e the preparation of reliable financial and operational information

e compliance with laws and regulations.

Control weakness that has or is likely to have a significant impact upon the
achievement of key system, function or process objectives. This weakness, whilst high
impact for the system, function or process does not have a significant impact on the
achievement of the overall organisation objectives.

Control weakness that:
e has a low impact on the achievement of the key system, function or process
objectives;
e has exposed the system, function or process to a key risk, however the
likelihood of this risk occurring is low.

Control weakness that does not impact upon the achievement of key system, function
or process objectives; however implementation of the recommendation would improve
overall control.

MiAA

70



Finance and Resources:

Fees and Charges

KB/160601

Report Distribution

Report Distribution

Name
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Mr C Blacksell

Mr K Wilson
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Title
Chief Fire Officer & Chief Executive

Deputy Chief Fire Officer
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Review Completion

Action Planned Date Actual Date
Fieldwork Starts July 2015 July 2015
Discussion Document to Client ~ September 2015 October 2015
Responses by Client November 2015 November 2015
Final Report December 2015 January 2016

Review prepared on behalf of MIAA by

Name: Ms B Jones

Title: Audit Manager
Telephone: 01482 866800

Email: benitajones@nhs.net
Name: Mrs K Burns

Title: Senior Internal Auditor
Telephone: 01482 624384

Email: Kim.burns@nhs.net

Acknowledgement and Further Information
MIAA would like to thank all staff for their co-operation and assistance in completing this review.

This report has been prepared as commissioned by the organisation, and is for your sole use. If you
have any queries regarding this review please contact the Audit Manager.

L, MiAA
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Special services charqging

Incidents or occasions when Norfolk Fire and Rescue Service may
make a charge for supply of services.

Introduction

All Fire Authorities are given powers by law® to use resources for services other than
firefighting. This type of work is called Special Services.

The Act says that an Authority may recover its costs for special service work that
does not involve the protection of life or the environment.

In general terms, the person who may be asked to pay is:

The owner, occupier or operator of any premises in relation to which the service is
provided or the person who requests the service or to whom the service is
provided.?

1. Special Services that DO NOT carry a charge

Norfolk Fire and Rescue Service will always attend incidents where there is a threat
of harm to people, animals and the environment or a general threat to public safety.
It will not seek to recover costs for any element of emergency work at this type of

incident.

Road traffic collisions are a statutory duty® and therefore not a special service. This
includes clearing the road or making vehicle(s) safe after road traffic collision

You will not be charged for the following types of special service:

e Rescues of animals in situations where there is a serious and immediate
threat to their safety

e Rescues involving people (excluding persons shut in lifts) see section 3
e Bomb explosions/standbys

e Collapsed buildings/structures/trenches

! Section 19 of the Fire & Rescue Services Act 2004
2 Statutory instrument 2004 no.2305, The Fire and Rescue Services (England) Order 2004
3 Section 8 of the Fire & Rescue Services Act 2004
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e Leaks of flammable/explosive fuels or gases (excluding diesel spilt on
roadway unless requested by Police)

e Persons trapped in lift mechanisms

¢ Aircraft/rail crashes or emergencies

e People trapped in mud/ice/water

e People trapped in confined space/silo/ trench etc.

e Leaks of hazardous materials threatening public health or the environment
(emergency phase only)

¢ Incidents involving radioactive materials

e Requests for assistance from other emergency services ie Police, Ambulance,
Coastguard and the RSPCA

e Salvage work following a fire

e Flooding due to weather/rain/tidal conditions and burst major water mains
(Costs may be recovered from a water authority for burst major water mains.)

e Domestic fridge leaking

e A confirmed prison disturbance

2. Special Services that DO carry a charge

We will always seek to recover our costs for attending at the following types of
incident. You will be advised at the time of requesting the service that there is a
charge. You will be told this before assistance is sent to you.

You will be charged for the following types of special service:
¢ Flooding in premises resulting from burst pipes, leaking roofs or contractors
working. If electrical apparatus is affected by flooding the caller will be
advised to contact a qualified electrician in order to avoid the risk of fire or

electric shock.

e Rescues of animals not in serious/immediate danger (except RSPCA
requests see section 1.)
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e Requests to pump out flooded cellars, structures, trenches, etc not resulting
from widespread heavy rainfall/tidal conditions/ burst major water main.

e Standing by for helicopter landings when no emergency exists with the cratft.

e Requests to assist with persons locked in or locked out, unless fire is very
likely to occur. See section 3 ‘Exceptional Circumstances’ for further
guidance.

e Removal of locks.
e Removal of rings unless NHS requests attendance.
3. Discretionary Special Services that MAY carry a charge

There is a further category of special service work for which we will make an
automatic response, but may later seek to recover our costs if appropriate to do so.

You may be charged for the following types of service.

e Person(s) shut in a lift as a result of a system fault (not trapped in
mechanism).

As a general principle we will always seek to recover costs from the owner/occupier
of the building. This service is provided by Norfolk Fire and Rescue Service as an
alternative to using a lift engineering contractor by the owner/occupier. We will
always release people shut in lifts even if the owner/occupier or their representative
states they will not pay the charge.

e Cleaning of highways (non-hazardous substances or loads).

If the offender can be identified, NFRS will seek to recover costs from them. NFRS
will provide an emergency response to non-hazardous spillages on the highway if
requested by the Police. However, the task should properly be undertaken by the
local authority contractor and if appropriate their assistance should be summoned.
Control will hold contacts for this service and requests from the public should be
forwarded to the Highways contractor/department responsible.

e Storm damage.

We will provide an emergency response to situations involving structures made
unsafe by storm damage, including trees falling on buildings. We will undertake
work that we are skilled and equipped for in order to remove the threat to safety. In
some circumstances this will be limited to evacuating the public to a safe area and
seeking Police help to establish a safe cordon.
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e After a hazardous materials incident.

Cleaning up/standby or recovery operations after the emergency phase of an
incident involving hazardous materials will normally be chargeable.

e Exceptional Circumstances.

An appliance will be mobilised to assess the situation in two exceptional
circumstances:

a) When an elderly, infirm or ill person is locked out late at night or in
inclement weather and no other help is available.

b) When very young children are locked in and there are reasonable grounds
to believe the children are at risk.

4. Goodwill Services that MAY carry a charge

There are some other types of service where charges may be made, these are
known as goodwill services.

A goodwill service is something that is a non-operational activity e.g. Community Fire
Safety events, fetes etc. Attendance of crews and appliances for these types of
events will be discretionary.

Consideration may be given to waiving the charge where a service is provided to an
organisation or company that either provides or has provided assistance to Norfolk
Fire and Rescue Service. This is also discretionary.

5. How we will inform you about charges

On receipt of a call for a special service which is chargeable, Control will inform the
caller that:-

“‘NFRS is willing to attend the incident; however, it is a non-emergency situation for
which a charge will be made to cover costs.”

You can be advised of the scale of charges that will be applied, but it will be made
clear that the final cost will depend on how much work is done. You will be advised
that you will be asked to sign a form before any work is undertaken.

We are unable to advise on any questions about whether your insurance will cover
the costs. As each insurance policy differs, we are not able to give guidance on
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specific cases and policies. Whilst insurance policies may cover many situations
there will be other incidents where they do not.

You would need to contact your own insurer to seek clarification.

If after understanding that there will be a charge you still require the assistance of
Norfolk Fire and Rescue Service an appliance will be sent to you.

For all special services you will be asked to sign a special service form before any
work is undertaken, however, we will not delay emergency assistance in order to
complete the form.

6. Scale of Charges

The standard scale of charges follows as Appendix A on the next 3 pages.
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Appendix 3

HUMBERSIDE

Change Readiness — Project Governance
Arrangements

Assignment Report (Part 2) 2015/16

Humberside Fire Authority

MiAA
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Change Readiness Humberside Fire Authority

Project Governance

1. Introduction and Context

The ability of the Fire and Rescue Service to effectively plan, manage and deliver on its change programmes
is essential to the Authority’s business strategy.

A review of change readiness has been conducted in accordance with the requirements of the 2015/16
Internal Audit Plan, as approved by the Fire Authority. The review consisted of two parts and  was
conducted jointly by Internal Auditors (MIAA) and the Authority’'s Communications team to:

e Part 1 - Gather/assess evidence around the effectiveness of change readiness through a
series of voting exercises across the Service to test understanding and perceptions
surrounding change management; and

e Part 2 - Briefly overview the project management infrastructure surrounding the Service
Redesign Programme.

The workshop outcomes have already been reported and a series of actions agreed. In addition to the
workshops, a review of the project management infrastructure was also carried out alongside officers from
the Service Redesign Programme (SRP) Team. This review work recognised the ongoing developments in
this area and as such this separate (part 2) report offers supplementary information to the workshop
outcomes in a form which provides a baseline assessment further to which future challenge activity can and
should be undertaken.

The interim report issued on the ‘Workshop Outcomes’ highlighted issues around project governance
arrangements as follows:

 The need for wider understanding of the SRP Team role, process, planning and
accountabilities

« Clarity of roles and responsibilities in relation to change

+ Change management process — (i.e. project management approach)

Given the developing project governance arrangements around SRP at the time of producing the interim
report of workshop outcomes, a further review of newly established processes was agreed for separate
reporting.

2. Overall Conclusion

There is evidence of a clearer direction of travel in developing the SRP governance arrangements than was
evident at the start of this review (at the time of the change readiness workshops). Pace has gathered in
developing an appropriate governance structure which is separate to the well-established programme and
project governance infrastructure in place for non-SRP projects (but which may benefit from adopting some
key attributes of this process).

The developing governance arrangements have sought to take account of workshop feedback with regard to
issues of transparency and forward view of programme areas. Also, the changing dynamics of strategic and
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Change Readiness Humberside Fire Authority

Project Governance

tactical management fora influences the governance framework and the ownership of service redesign with
the responsibility for transformation clearly shifting to functional leads and thereby releasing the SRP team
to take a facilitative and supporting role.

The SRP governance framework is not yet fully operational and thereby not embedded. The success of the
developing arrangements must be subject to critical evaluation of project management ‘players’ as they
develop and then undergo a more holistic challenge and review after a trial period. A list of key questions
which might be used to frame a future challenge session is provided at Appendix A.

3. Key Issues

KEY ISSUE ' EVALUATION  Rec
Project Management | It is understood that some of the SRP projects may be sensitive in Rec1

Approach nature and require a flexible approach to delivery, but they still
require transparent and comprehensive forward planning and
governance arrangements. Clarity and transparency of SRP projects
was an area raised through a number of change readiness workshops.

Prince 2 is being replaced by 'Agile’ which is said to be a less rigid
project management tool allowing greater flexibility in application.
Whilst SRP projects do not currently follow the same project
management approach as other projects (regarding evaluated project
approval, initiatives register recording and associated monitoring
documentation and process), there are plans to develop an
appropriate governance pathway to approve and launch schemes
involving the development of outline business cases and baseline
reviews for approval by the Programme Board (Executive Directors), a
‘register’ denoting project status and monitoring dashboards and
exception reporting ‘triggers’. This new process for SRP projects
needs to be documented and one way of achieving this in a
streamlined way is to append a flow chart and essential narrative to
the current project management PGN. Officers have confirmed this is
in progress.

o, ’ MiAA



Change Readiness Humberside Fire Authority

Project Governance

KEY ISSUE EVALUATION Rec
Risk Management There is no specific strategic risk around programme management Rec 2

and the SRP on the Corporate Risk Register. Such a risk may
challenge the level of assurance around project interdependencies to
ensure that implementing SRP has an acceptable impact on ongoing
operations as well as considering risks associated with planned
delivery and timely achievement (or otherwise) of SRP outcomes.
Officers have confirmed this is in progress.

A working version of a project interdependencies matrix was
demonstrated and which could form the basis of managing both
project and programme level risks along with a project dashboard
which may also capture key risks. A key forum for reviewing risks
may be at the Tactical Delivery Group which could then escalate any
issues to CMT.

It is acknowledged that the risk management processes have been
streamlined and the cessation of the Boards has redefined the
approach to strategic management and oversight of the risk register.
The risk management infrastructure should be reviewed to ensure all
necessary elements are reflected, particularly in respect of the SRP.
Officers have confirmed this is in progress.

’ MiAA

89




Change Readiness

Project Governance

KEY ISSUE
Roles and

Responsibilities

Humberside Fire Authority

EVALUATION
A PGN is in place for project management generally and this has

recently been revised to reflect the Agile approach and removes
references to the previous Board structures. The parent or change
board is cited as CMT but the involvement of TDG needs to be
effectively built into the project management infrastructure. In
particular the PGN needs to articulate the governance infrastructure
for SRP where it varies from general project management.

Whilst officers have confirmed that review roles are defined for each
review during the scoping phase, project roles and responsibilities, in
general terms, need to be clarified in relation to SRP. For example,
review leadership may not always be positioned within the SRP team,
with SRP officers well placed to facilitate and co-ordinate rather than
directly deliver. However, redesign projects can take many forms and
so the role of the SRP team needs to be flexible but set within a very
clear organisational context.

CMT appeared to be both a project and programme board for SRP
but officers have clarified this as CMT being the ‘Project Board’, with
the Executive Directors being the ‘Programme Board' It is
acknowledged that the governance arrangements are still developing
but the Tactical Delivery Group (TDG) could assume a greater role in
respect of Project Board functions thereby leaving CMT to provide
programme oversight.

Rec 3

Scrutiny/Accountability

With regard to project scrutiny and approval processes there is
quarterly reporting to HFA and CMT on the current status of strategic
projects (defined as over £150k and meeting the objectives of fire
service) with the Programme Board for SRP meeting every 2 weeks.
Whilst CMT have discretion over what is reported to the HFA, it would
be beneficial to all parties to understand, where possible, the
intended scrutiny arrangements of projects as part of the business
case in order that such accountability can be effectively planned for
and delivered.  The overall SRP scrutiny and accountability
arrangements can also be reflected in the PGN.

Rec 5

) MiAA
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Project Governance

KEY ISSUE EVALUATION Rec
SRP Visibility The portal has 2 SRP areas — shared (nothing populated on this to

date) and secured. Project documentation including SRP project
objectives, risks, status and timescales are planned to be available in
the shared area. Officers intend for the shared information to be live
on the Portal after the Programme Board approve it. An expanded
PGN to include SRP processes will also help to create visibility of both
the project processes and the SRP team roles and responsibilities.

4. Areas for Further Development

Rec 1

SRP project management methodology to be finalised (taking aspects of non-SRP project management
processes as necessary) and documented through an appendix to the PGN with clarity over the relative roles
of key officer groups (CMT and TDG).

Rec 2

SRP risks should be appropriately identified and managed through the risk management framework.

Rec 3

Project roles and responsibilities to be clarified in relation to SRP including the SRP team, CMT and TDG.

Rec 4

SRP scrutiny and accountability arrangements to be set out in overall terms in the PGN with more specific
arrangements for each project being captured in the business case.

Rec 5

Project documentation including SRP project objectives, risks, status and timescales to be made available in
the shared area of the project portal.

o, ’ MiAA
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Project Governance

Appendix A

Challenge Questions for User Evaluation

e Are there threshold criteria used to escalate significant issues, risks
and their management?

e Are key project success measures SMART, in place and monitored?

e |s there sufficient information on significant project-related risks and
their management?

e /s there timely, relevant and reliable information of project progress
and forecasts?

e Are key project governance roles and responsibilities clear and in
place?

e Does the project team have access to sufficient resources with the
right skills to deliver projects?

’ MiAA
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Report Distribution

Report Distribution

Name Title

Mr D Sanders Chief Fire Officer & Chief Executive

Mr C Blacksell Deputy Chief Fire Officer

Mr K Wilson Executive Director of Service Support & s151 Officer
Mr S Rhodes Corporate Planning and SRP Manager

Review prepared on behalf of MIAA by

Name: Ms B Jones

Title: Audit Manager
Telephone: 01482 866800

Email: benitajones@nhs.net

Acknowledgement and Further Information

Humberside Fire Authority

Report Distribution

PDF (Final Only)
PDF (Final Only)

Word (Draft) &
PDF (Final)
Word (Draft) & PDF

(Final)

MIAA would like to thank all staff for their co-operation and assistance in completing this review.

This report has been prepared as commissioned by the organisation, and is for your sole use. If you have any

queries regarding this review please contact the Audit Manager.
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	GASupdate010216
	Internal Audit Update to GAS Committee
	For information and discussion

	HFA - KB160601 - FINAL REPORT -FEES  CHARGES - appendix 2
	Special services charging - NORWICH appendix 2.1
	Copy of HFRS INCOME BENCHMARKING - appendix 2.2
	Sheet1

	HFA  - Change Readiness Part 2 v2
	Appendix 4(1)
	To continue to monitor fire safety inspection rates.
	N/A 
	Need evidence of communication and circulation internally. 
	The Community Safety and Inclusion Strategy is now accessible via the Internet.
	Officers explained no progress has been made – this shall be developed during/following the forthcoming 2015/16 internal audit of Partnerships.

	appendix 4(2)
	The PIR has commenced – update to be provided in January 2016.  
	Start delayed due to IT issues and capacity. 
	Not implementing.  No evidence to formalise decision.
	Officers confirmed that this is now the case.  CO2 data set has now been activated and can be used to look at fuel use.
	The systems will not integrate. There is nothing in writing however; John Askew explained that he has been reliably informed that it is impossible given that access by HFRS would be curtailed if a joint interface was placed on the Police pnn security system.
	Officers experienced difficulty in locating business case and contractual information.  
	Investigated highlighted inaccurate data originally supplied. Data provided was for 7 days versus 5 days, therefore not like for like.  Subsequent checks carried out showed no/little difference.
	Log books have been removed (May 2015).
	This is ongoing.  The data is being reviewed and some cars removed from service.  They have been sold elsewhere (3 Skoda Fabias December 2014 auction) but consideration is being given to selling them to staff.
	Re usage of personal cars this option would alleviate the need to use appliances and specially fitted cars when unnecessary.
	No purchases of non-allocated support vehicles have been made since the audit.  
	All vehicles like this are/have been removed.  Low usage ones either relocated or removed.
	The trackers are not installed in all appliances.  This would cost £220 for the appliance and a monthly cost of £8.49 for each of the 54 appliances.
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