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Internal Audit Reports

Report by Director of Care and Learning

Summary

This report provides an overview and update in relation to four reports which have recently
been considered by the Audit and Scrutiny Committee:-

Ben Wyvis Primary School (update on audit actions and lessons learned)
Self Directed Support

Inspection of Equipment in Schools (follow up)

Managing School Rolls
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1.2

2.1

2.2

2.3

Background

On 16 June, the Audit and Scrutiny Committee considered an Internal Audit
Reviews and Progress Report. The four internal audits listed above relating to
Care and Learning were incorporated within that report.

This report provides members of this Committee with copies of the audit reports
attached, and an update on key issues and actions.

Ben Wyvis Primary School

The report to Audit and Scrutiny Committee was to provide a progress update with
implementation of actions within the original audit report (dated September 2015)
and progress with the previous lessons learned report from November 2013.
These are enclosed as Appendix 1 and Appendix 2 respectively.

In relation to the September 2015 audit, the agreed actions were assigned to
officers of both the Care and Learning and Development and Infrastructure
Services to progress. Of the 29 actions, 27 have now been completed, with all
Care and Learning actions completed. Of the two actions that remain outstanding,
these relate to the Clerk of Works staff and are for the Development and
Infrastructure Service to progress. The position in relation to these two outstanding
actions is as follows:-

e Line management of Clerk of Works staff has been changed from Community
Services to Development & Infrastructure. While transfer of some staff has been
effective 1 April, the complete transfer will not conclude until June 2016.

e Clerk of Works. Investigation is taking place into new software that will
support/facilitate the electronic reporting of project information. The target for
implementation for this is September 2016.

In relation to the November 2013 lessons learned report, many of the
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recommendations contained therein are superseded by the recommendations of
the September 2015 audit. The update provided to the Audit & Scrutiny Committee
provides assurance that the lessons learned recommendations have been taken
account of and actioned.

Self Directed Support

The audit report is enclosed as Appendix 3, and was categorised as ‘limited
assurance’.

The purpose of the audit was to carry out a review of the administration of Self
Directed Support for children and young people with disabilities.

The objectives of the review were to ensure that:

a) There is an adequate framework for the administration of Self Directed Support.

b) Appropriate methods have been developed to assess the impact of Self
Directed Support by monitoring how successful the improvements are to
people’s lives.

c) There is a clear plan and effective arrangements for managing the risks to
successfully implementing Self Directed Support.

d) There is a plan of how to allocate money to pay for support for everyone who is
eligible as demand for service increases.

The audit report identified nine recommendations, with these relating to
arrangements for records of clients in receipt of SDS, the associated agreed
budget/costs for those clients, and monitoring arrangements.

Four of the audit recommendations have been completed, and the remaining
actions are on target for completion later this year.

Inspection of Equipment in Schools (follow up)

The audit report is enclosed as Appendix 4 and was categorised as ‘limited
assurance’.

The objective of the audit was to ensure that the recommendations made in the
previous audit report have been implemented and the following objectives can be
achieved:

a) There are appropriate contract arrangements in place for the inspection and
testing of equipment and this is managed properly.

b) The Development and Infrastructure Service maintains up-to-date, accurate and
complete records of all inspections and subsequent reports. Particular
emphasis will be placed upon the process for the inspection of equipment in
Schools.

c) The appropriate action is undertaken and the relevant officers are informed
following receipt of the inspection reports.

d) There are appropriate monitoring arrangements in place to ensure that all
remedial actions are addressed within the relevant timescale. Emerging themes
or issues are promptly identified and escalated in order that any costs can be
identified and notified to Care and Learning (C&L) Management.
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The audit report acknowledged that there are now a broader range of contracts in
place previously, and as has previously been reported to this Committee, the level
of spending against these contracts indicates the actions now in place to identify
and resolve any maintenance issues with equipment in schools. That said, the
audit did identify scope for improvement in the monitoring and recording of these
contracts.

The inspection and maintenance contracts are administered by the Development
and Infrastructure Service on behalf of Care and Learning. Officers of both
Services are working towards implementation of the remaining audit actions.

Managing School Rolls

The audit report is enclosed as Appendix 5, and was categorised as ‘limited
assurance’.

The objectives of the audit were to ensure that:

a) Current arrangements to calculate planning capacity in schools complies with all
statutory requirements. School roll forecasts are calculated in accordance with
the agreed methodology based on best practice and takes account of the
lessons learned arising from pressures experienced in recent years.

b) There are appropriate plans in place to ensure that the new Scottish
Government’s Determining Primary School Capacity Guidance (October 2014)
is implemented by the agreed timetable.

c) Appropriate plans are in place to manage the future demands at Bun-sgoil
Ghaidhlig Inbhir Nis.

The report acknowledges that many improvements and changes to process were
already underway during the period in which the audit was undertaken. Previous
reports to this Committee in relation to capital investment requirements within City
of Inverness schools, and associated refinements to guidance for assessing
capacity, reflect many of the actions already underway, and relevant to the audit
scope.

The main findings of the audit relate to the need for Planning Officers to update
their methodology for estimating the school roll implications arising from housing
developments, and improved feedback and liaison between Planning and Care &
Learning Officers (the latter already being progressed). The report also highlighted
delays in implementing the application of Scottish Government guidance in relation
to determining capacity.

As stated above, a number of improvements have already been progressed as part
of the Inverness schools review, and pre-date the audit recommendations. Routine
monthly meetings between Planning and Care & Learning officers are now in
place, and revised methodology for school roll projections, and implementation of
capacity assessment guidance will be concluded for the school roll projections to
be published late in 2016.



Implications

5.1 Resource — there are no resource implications to highlight. Any agreed
management actions to be progressed will be taken forward within existing
resources.

5.2 Legal implications — there are no implications to highlight.

5.3 Equalities implications — there are no implications to highlight.

5.4 Climate Change/Carbon Clever implications — there are no implications to
highlight.

5.5 Risk implications — the actions agreed and being taken forward will mitigate
against the risks highlighted within the internal audit reports.

5.6  Gaelic implications - there are no implications to highlight.

5.7 Rural implications - there are no implications to highlight.

6. Recommendation

6.1 Committee is asked to consider this report and note progress in relation to the
agreed management action arising from the internal audit reports.

Designation: Director of Care and Learning
Date: 15 August 2016

Author: Brian Porter, Head of Resources
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INTRODUCTION

The purpose of the audit was to carry out a review of the administration of Self
Directed Support for children and young people with disabilities as part of the
2015/16 Audit Plan.

On the 1% April 2014, the Social Care (Self-directed Support) (Scotland) Act 2013
came into force. The Act created a statutory framework to support, promote and
protect the human rights and independent living of care and support users in
Scotland. It aimed to ensure care and support were delivered in a way that
supports choice and control over one’s own life and which respects each person’s
right to participate in society. The Act also imposes a new duty on the Local
Authority to provide four options for provision of support to all children and carers
eligible for support or in receipt of services.

The four options are:

Option 1 - a direct payment as defined under Section 12B of the Social Work
(Scotland) Act 1968.

Option 2- designed to provide greater transparency and control for the
supported person without the requirement to take this support as a
direct payment. There is a degree of discretion for the Local Authority
in how it can develop and deliver this option but it should take steps
to ensure that this differs in nature from both Option 1 and Option 3.

Option 3 - where the authority arranges any services on the person’s behalf.

Option 4 - a mix of the first 3 options for different aspects of the person’s
support.

Currently option 2 is unavailable but a report to the Education, Children and Adult
Services Committee (ECAS Committee) on the 20" January 2016 provided details
of proposed changes in order to support the implementation of improved choice
and access to SDS including tendering for a Brokerage service which would enable
option 2 to be provided. However, this was not agreed and the decision was
deferred until the March Committee. The Council administers Self-directed
Support (SDS) personal budgets for children affected by disability and those in
transition to adulthood. The SDS Team employed by NHS Highland operates SDS
direct payments {Option 1) on behalf of the Council with all other SDS payments
made directly by the Council.

Implementing SDS involves changing the way the Council supports children and
families with staff working together with the clients to support what they want and
what best suits their needs. Children and their families may choose to use new
and different types of support which they had not considered before.

There is no new or additional funding associated with SDS, budgets require to be
transferred from traditional services and resources to support SDS personal
budgets.

REVIEW OBJECTIVES

The objectives of the review were to ensure that:

(i) There is an adequate framework for the administration of Self Directed
Support.

(ii) Appropriate methods have been developed to assess the impact of Self
Directed Support by monitoring how successful the improvements are to
people’s lives.

(iii)  There is a clear plan and effective arrangements for managing the risks to
successfully implementing Self Directed Support.




4.1

4.1.1

4.1.2

(iv)  There is a plan of how to allocate money to pay for support for everyone
who is eligible as demand for service increases.

SCOPE, METHOD & COVERAGE

The audit reviewed the management of SDS from implementation to July 2015.
During the audit the Chair of the SDS Screening Panel, Development Officer
Disability, Children’s Service Managers, Team Managers, Practice Lead Health &
Disability, Legal Manger, Service Finance Team, Business Support Team, SDS
Team (NHS) and Team Leader Projects & Technology (NHS) were all consulted.
An SDS Screening Panel was attended to observe the procedures in place and
access was granted to all of the applications to the Screening Panel for detailed
review.

Guidance referred to during the audit process included The Audit Scotland report
on Self-directed support, published June 2014, Self Directed Support: practitioner
guidance, published by ADSW, the Charted Institute of Public Finance &
Accountancy, Self Directed Support guidance. Statutory guidance to accompany
the Social Care (Self-directed Support) (Scotland) Act 2013, and Guidance Notes
for Self Directed Support for use by Council Staff.

MAIN FINDINGS

The main findings of the review, referenced to the above review objectives, are as
follows:

SDS Framework

This objective was partially achieved, as the client and their family together with
the Lead Professional complete a Child’s Plan which includes the Resource
Allocation System (RAS) section. The RAS is based upon the SHANARRI welibeing
indicators Safe, Healthy, Achieving, Nurtured, Active, Respected, Responsible and
Included and provides a point score and an indicative budget which is agreed
which the local Team Manager. The Lead Professional, client and their family
agree a Support Plan, identifying how they would like to use the indicative budget
to suit their required need. This Plan should detail the desired outcomes against
the SHANARRI indicators, what the outcomes mean for the child and family, how
this will be achieved, who will be involved, cost over 12 months and breakdown of
this against the different options. Once this is agreed with the Team Manager, the
Support Plan is submitted to the SDS Screening Panel for consideration. The SDS
Screening Panel evaluates the supporting evidence to establish whether the needs
identified in the Child’s Plan can be met by the RAS score, Personal Budget and
that the planned outcomes meet the support needs of the child and family. The
Panel is Chaired by an Area Manager with membership comprising of District
Managers and the Development Officer Disability.

Within the Support Plan there is limited information regarding the reasoning
behind the proposed items of expenditure, and on occasions seen out of context,
the expenditure could be seen as inappropriate.  Given the current budget
situation clear justification of expenditure is required. The recent CIPFA guidance
refers to managing public resources, achieving Best Value, ensuring that
accountability for the use of public resources is maintained and service
monitoring.

Review of a sample of approved SDS packages proved problematic as there is no
single record. Instead, three spreadsheets with details of applications to the SDS
panel exist; one used up to the end of 2014, a new spreadsheet used from
January 2015 to the present day and a spreadsheet used for a desktop exercise.
The earlier spreadsheet is particularly ambiguous, some clients were
unidentifiable, it was unclear under which options the funding had been approved




4.1.3

4.1.4

4.1.5

4.1.6

and if there would be an effect on an existing service. All clients receiving a
Direct Payment (option 1 & 4) could be traced through the SDS Team, however,
there was no central record of all children and young people with an SDS Personal
Budget. Therefore, it could not be established how many children were receiving
SDS Personal Budgets, the total value of funding committed, and under which
option they were funded. The SDS Screening Panel up until this point had
received no Business Support time and Area and District Managers were
attempting to administer and record the Screening Panels with no assistance. The
recent allocation of Business Support time to the SDS Screening Panel should
assist in ensuring that a complete and accurate record of SDS Personal Budgets
exists.

Direct payments were already provided under section 22 (1) of the Children
(Scotland) Act 1995. Report number ECAS 34/14 to the ECAS Committee on 28™
August 2014, paragraph 1.4 stated "Priority is being given to a review of all cases
where there is an existing Direct Payment, including the number of very
exceptional cases. This will provide a reasonable sample in order to gauge the
cost implications of the choices being made and project potential cost for 2015
and beyond”. However, during the audit a comparison between the list of clients
receiving SDS through Direct Payments against the two spreadsheets of clients
with approved SDS packages identified 54 clients still receiving Direct Payments
but had yet to be assessed using RAS and approved by the SDS panel. This point
has been acknowledged and these are recognised priority cases but there is
currently a back load of such cases priority.

From attendance at a meeting of the Screening Panel an issue was identified with
the Council directly purchasing services/activities on behalf of clients. Following
advice from the Council’s Legal Manager, staff have been informed they should
ensure that the service/activity is suitably registered and their staff have
undergone the appropriate Protecting Vulnerable Groups checks, before these are
used. Where families are directly purchasing services/activities, they should also
be advised to make the same checks. This would also apply to any potential
Brokerage Service.

Under option 3 and as part of option 4, the client’s services are organised on their
behalf using existing Council resources or a combination of this and purchasing
services from other providers. In the South Area, due to the variety of services
available to clients, the District Child Health and Disability Team are responsible
for administering an ever increasing number of payments from the client’s
personal budget to a variety of suppliers. Currently no electronic records are
maintained; instead a hard copy expenditure record is kept on the case file.
However, this is updated after the invoice has been paid, therefore it would be
possible to overspend the available budget. Although Carefirst Finance has been
in place for a number of years only the payments made through the SDS Team
are recorded in the system. It was confirmed with the NHS Highland’s Team
Leader (Projects & Technology) there is a module available where all balances and
payments are shown specifically for SDS and they are looking to use this module
in the future but there is no firm date for implementation.

The maximum level of funding available through the RAS process is £21,000.
However, a number of clients are in receipt of personal budgets over this limit
where Direct Payments were already provided to the client under the section 22
(1) of the Children (Scotland) Act 1995. These individuals have very complex
needs and it is considered that their budgets cannot be reduced to the threshold.
However, there is no formal process in place for staff in how such exceptions
should be addressed both to assess and process new applications over the
£21,000 threshold or for existing personal budgets over £21,000.




4.2
4.2.1

4.3
4.3.1

4.4

Monitoring Arrangements

This objective was not achieved as there is no system in place to record and
monitor how successful the improvements are to people’s lives from receiving
SDS. Whilst the SDS support plan identifies the desired outcomes and what these
mean to the family, the actual outcomes are not recorded and evidenced although
this will be known to the staff working with families. The actual outcomes could
be recorded in the SDS support plan and used if there was a system in place to
monitor the impact of SDS. The Audit Scotland report on Self-directed Support
included a self-assessment checklist for Council Officers which identified
monitoring the impact of SDS as an important issue for Councils when
implementing SDS.

The need for monitoring is also emphasised by the CIPFA guidance which states
"A key focus for service monitoring will be the extent to which the support plan is
supporting the achievement of outcomes. This implies that outcome for the
supported person will be monitored and reported over time” “All staff involved,
with the financial and non-financial responsibilities for the supported person,
should liaise to ensure that the monitoring undertaken js co-ordinated,
comprehensive and fully informed”. However, the only financial monitoring of
payments is for Direct Payments which is carried out by the NHS SDS Team.

Managing the risks of implementing SDS

This objective was partially achieved as the implementation of SDS is included as
an Improvement Priority within “For Highland’s Children Four”. The corresponding
work plan has 5 target areas, outlined below, and 11 action points:

A - identify future funding requirements for SDS and options for budgetary
reconfiguration within Children’s Services.

B - develop clear processes and governance structures to ensure consistency,
financial assurance and monitoring of SDS.

C- engage with service providers to ensure greater choice but continue to
support and safeguard individuals and their families.

D - ensure staff involvement, commitment and competence in SDS.

E- alignment of assessment, support and payment processes with adult
services.

Whilst there is a clear plan in place, 7 of the actions are “RAGGED” as Amber (a
little behind time) and 4 as Green (on time). In addition, it is unclear who is
responsible for the implementation of the plan as the original Implementation
Group is no longer in existence and now any issues arising are dealt with at the
end of the SDS Screening Panel.

Financial planning

This objective was partially achieved. The Statutory Guidance that accompanies
the Act states “the Local Authority can take into account its overall resources
when determining eligibility criteria. However once it has decided that the
person’s needs are such that they require provision of services (i.e. are ‘eligible
needs’) the authority cannot then refuse to meet those needs because of
budgetary constraints”. The report to the ECAS Committee on the 20t January
2016 outlined the need to move money from traditionally provided Council
services into more flexible SDS individual budgets. The three main changes
proposed and agreed to be introduced incrementally over the next 3 financial
years are: reconfiguring the use of residential respite and reconfiguring the
Resource Allocation System from April 2016: introducing the true cost of services
when calculating Support Plans from April 2018. From April 2016, service users
will have information provided regarding agreed true costs of services and it is
intended these will be phased in over a 3 year period.




4.4.1 The Council’s guidance notes for staff highlight that under the Section 22(4) of the
Children (Scotland) Act 1995, local authorities have discretionary powers to
charge contributions for children’s services where the means of the family are
sufficient. To date no charges have been applied for children’s services, however
given the current budget situation this should be investigated fully.

5. CONCLUSION

This audit has highlighted a number of issues with the administration of SDS for
children and young people with disabilities. In particular, the absence of a single,
complete and accurate record of clients and in receipt of SDS and the associated
agreed budget/ costs and the absence of any monitoring process are of concern.

There are 9 recommendations made as a result of this audit, 5 high, and 4
medium grades. All of these have been accepted by management who have
already completed some actions with the final one due to be completed by
30/11/16.

6. AUDIT OPINION

The opinion is based upon, and limited to, the work performed in respect of the
subject under review. Internal Audit cannot provide total assurance that control
weaknesses or irregularities do not exist. It is the opinion that Limited
Assurance can be given in that Weaknesses in the system of controls are such as
to put the system objectives at risk, and/ or the level of non-compliance puts the
system objectives at risk.




*Aem juapiys ue uj ‘pautelulew s) $924n0sad

uonewJojul ayj} plodas o3 ‘ueld poddns | ongnd Jo asn ayy Joy Ajjiqelunodde

UHoN Jabeuel | sn ajqeus |im yoiym soed | ayy  ul pajensuowap  puads | jeyy Bunnsus pue anjep

S?IAISS | Ul mou Loddns ssauisng | Joy uonedynsnf Jesp pue 03 | 3sag Buiasiyoe  ‘seounosas  ojgnd
paja|dwo) S,Ualpiiyd | papodal sy  ‘sAoqe sy | passype aq pjnoys aouepinb SIyL | Buibeuew o3 suajas duepINb y4dId wnipa 1y

'pPaysligeiss aq jou pjnod ‘(s)uondo

Buipuny jueAsjal syl pue JUBWNIWIWOI

[epueuy  pajeposse syl  ‘syusip

40 Jaquinu ayy ‘ynsal e sy -3abpng

1234 |ePpURUY ‘PauUlRjURW pue poleaLd 3q | |RUOSIad SAS ue bBuiaEdas sjdoad

ISuUed [ yoes oy  3@3yspealds | pjnoys s3ebpng |euosiad SAS jo | BunoA pue uaJp|iyd ay3 ||e jo pJodal
paiejdwo) | bujusaids sqgs | suo uo e MON | 1033 3jedndde pue 339|dwod v | 339jdwod pue 3jbuis ou s aJaylL ybiH ZTd

*MBIADI J3pun
3dey g |im syl puads

doj uoneoyisnl pue anjea ‘Paulejulew s| sad1nosad J1gnd

3seq 1noge uedpp bBuiaq 40 8sn 3y} Joy Ayjgejunodde jeyy

40 anss| ayy sossalppe siyL Buunsus pue anjep 3sag Bumaiyoe

‘lleyap Jojeasb ul pauiano ‘ueld | ‘saounosad dlignd Buibeuew 03 si9ad

9Q 3Isnul paAsiype 3q 03 [ poddng Byl ul  pajesisuowap | yoiym aduepinb V441D 2u3 03 Adeljuod

SaWwodNo ay) 1eyl saylep | aimipuadxa paaJbe | s| siyl  ‘uesp sAemie jou sI sueld

MBIAD 10J dnous | yoiym PSjeullsssip | a3 Joy uonesynsnl Jea pue o3 | Hoddns |enpialpul uyIMm ainjlpuadxa
9T/0T/1€ | uonejuswsajdw] | pue psyelp adURPIND MaN Pa4aype 3q pinoys sdouepinb siyL | paalbe ayy Joy uonesynsn(  ayp ybiH T'T'd
ilva ¥IDI440 NOILDVY NOILVANIWNWODIY ONIANIZ aavyd *43Y
139dVL | ITEISNOCSIY | A33UYOV INIWIDVYNVK Ld0d3y

NOILVINIWITdWI

6 suonepuaWWod34 [e30L
0 Mo 'SsaJppe pinoys suabeuew 3nq [e211D Jou B4e Jey] SANSS| JoUll
v wnipap "PRjuaWRdwW! J1 uones|uebiQ sy) JY2Uaq [IM pue ssalppe pinoys ssabeuew jeyy sanss| Juepiodwi
S ubiH "Aduabun jo Jayjew e se ssalppe 03 pasu stabeuew aey3 sanssj Jofep
JaquinN Aonad uondinsag

:SMO||04 se suoljepuawwolal g SUIeIUOD ue|d uondy syl

NV1d NOILDV L




UHON Jobeuely

‘[sued 8y e pPISIUNNIIS

'03 paJaype Buiaq s)

301M9S abeuadjoug ay) 03 Aldde os|e
M SIY3 pays)|iqeisa aduQ ‘sailAlde
/SVIAIBS Byl IJRYl INS  New
pINOYS A3Y) paLulojul Uuda(d aARY JJelS
S,|PUNO) 3y} woldy diApe Buimojod

"HPIYD HAd derdoidde auj pey yeis
pue pasasibal A|gelins aJam asaLl

SIIAIRS | Jayuns pue  yeis 03 | ad1Ape siyl a4nsud 03 udxeupun | 3ey) Bulnsua INOYIM SIURIP JO Jleyaq
paa|dwo) s,uaipliyd | uaalb aouepinb pue aoApyY | @9 pinoys Syoay> dn  mojjo4 | uo paseyoind bHulaq 3tom  SIDIAIRS ybiH ST
*A|buipiodoe
pauoiioe 3q m “uoddns
Uoiym sased bBuipueisino | Jjo |9A3] 3eridoidde ue Buializdal
Aue Ajizuapi 0] uepspun | ale sjualp ayj ainsud 03 Ajloud | '|sued Buiusauds ayy Aq paaoidde pue
ynoN Jabeuely | ag 1M ypne Uy | & se Syy a3 buisn passasse aq | Svd ayy buisn passasse uaaq 324 jou
SWIAIDS | "squdip  asayy  Buimalaal | pinoys judwAed 10941q Buisixa | aaey pue sjuswAed 30a4i1q Jo jdisdad
91//0/1¢€ S,uaJpliyd | yaum apew ssalboud | ue Buiaiddal due oym SJUBIP |1V | Ul ||3S oM SJudiD $S AjPrewixoiddy wnipap A
aiva Y3IDI440 NOILOVY NOILVYAN3IWKWODO3Y ONIANId Efe}2-D) ‘434
13I9AVL JT9ISNOdSIY | AIFAOY LNIAWIOVNVHW L40d3y

NOILV.LINIWITdWI




NOILVLNIWITdWI

‘Pamoj|o4
S| 90i3pedd JuIalsisuod e ey
ainsud p|noys siIyl ‘paroidde

*S1S0D | 3q Im suondadxa yons '000'123F 4210 s396pNnqg

leuoiippe Joy uoneoynsn( ( Aue moy pue pjoysaiyy WNWXew | yyum Buyeap 4o} soeld ur ssanoud

MOUS 3snw Uiym ueld | ayl pasoxa s3abpng  jeuossad | ou S| auayl Wi SIyl J9A0 s39bpnq

S.PIYD yam Buoje |sueq | asaym  pamojioy  aq  pjnoys | [euossad 40 1disdas ul aue sjuslpd Jo

M3JADL 10) Je pajuasald mou os|e aJe | Jeyy ssadoud sy JNO SIBS yolym | Jaqwinu e ‘siyy jo ayds ul ‘000’13

91/01/1€ siobeuely | sesed asayl  “SaINpad0Ud | RIS JueAdjad ay3 Joj paonpoud | si ssed04d Sy By3 ybnoayy s|gejieae
pa3ajdwo) PLISIF | 343 03Ul USIIM Mo S| SIYL | Ut g pinoys ainpadodd uapum v | Buipuny o [9A9]  wnwixew  ayL ybiH L'T'd

"}9A se pa|npayds

ussq Jou sey sSIyy 3ng  [unny

‘sabexoed yons 3yl ul s|npow siyy asn 03 bupjoo| sI

[le Joj walsAs pajeulplood puelybiH SHN pue sQs J10j Ajjeayads

e Buidojanap yim umoys aJe sjuswAed pue saduejeq

djsy o031 ypoddns ssauisng lle a43ym ajqejieAe sjnpow B SI aJdayt

yim uolssnostp usaq ‘weal Sas SHN ay3 Ag suop si siy3

sey alsyy pue sabexoed pue ‘isiijaie) ul jusyd 8yl jsulebe

yons 4oy dn 3135 usaq papiodal ale sjuswAed 31034iq AjUuQ

sey peay asuadxa ajesedas

e ‘uonippe ul ‘sabexoed ‘aoue|eq puny a|qeieAe

Sds sa|npe pue s,uaJpjiyd ayy Buppdayd auo0jaq pied aue sadi0Aul

ssoJoe ssaoo.d Sy} jeyy sueaw ssano.ld juswAed jussaud

40 yonw saocsdw) Jayuny ay3 ‘adowusyung “ajep 03 puads pue

0] SWea.ls y40Mm Jo Jaquinu 396pnq |euosiad panoidde sjusipp oy

e paynuapi sey doysylom ‘PUBYBIH SHN | U0 3d3) pJ0d3J 21UOIIIS OU S| BIBY3

jJuswanosduiy SS20.d | Yum pansind aq pnoys 3|Npow | pue pauleluleW 3l UIP YOBed loy

pidey 3jusdal vy "396png | 1suyesed syy bBuisn 40 uondo | spyodau |enuew ‘yaAsmoH siaiddns

s}l puoAaq auob sey yolym | ay3 pue asapdaysul S| ssadoud Jo Auean e o3 39bpng |euossad

obexped ou usaq sey | jusesaud 3yL -pied ase sadjoAul | sjusid ayy wody syuswAied Jo Jaquinu

913y} pue Ajeoiuosi9ie | Aue  auojeq  spuny  sjqejieAe | Buiseauoul JaAs  ue Bunaisiujwpe

MB3IABI J0J siobeuel [ play jle  ase  s3@ays | sey (s USID Byl jeyy aunsud | 4o s|qisuodsas S| wea]  Ajjiqesiq
91/01/1¢€ PUISIA | 3500 3s8Y) ‘STOZ AINC d0UIS | 03 uayeuspun aq pjnoys s}y | pue UjlesH  pPHYydD  pHISIa |yl wnipap 9'T'd
alva ¥3ID1440 NOILDV NOILVYAN3IWWOOIY SNIANId Ele] 2. D) 43
139¥vl J19ISNOdSIY | AIFYOY LNIWIDVYNVIW LdOd3d




NOILVIN3IWITdWI

"$3S0D
asay] esw 03 3196png |euonippe
ou S| aJ13y3 pue buisealdu| e IJIAIBS
SIy} uo spuewsp se Apendiped
‘sgsS J10J 3|ge|IeAR SpuUNy 3y} dsealoul
03} |IDUNo) 3yl a|qeua pinom siamod
196png sas aya | asayy bulA|ddy -quspns aue Ajwey
Uo 9ABY pinom SIUY 1Y) 0343 | Byl 4O suedw Byl BJSYM SIIIAULSS
‘uolstdap | ayy pue Buibieyd jo suopedydwy | s,usipliyd> 10) suoinquiuod 3bieys o0}
B 10} sSJaguaw pald9le | ayy ssesse 0] juswabeuew | siamod Aueuopssdsip aAey sapuoyine
01 pajuasald pue passasse | Aq paiebisaaur Ajny 29 pinoys | |20} Jeyl saiels S66T PV (puejiods)
91/1T/0E | 921AISS Jo pedH | aq I uondo syl | $921AIs Joy sbueyd oy uonido dyL [ uaippyd 3yl Jo  ($)Zz  uolpasg wnipsi Tvd
'9T0¢ Adenue(
w0Z ¥yl U0 dBPWWOD SYI3 's351X9 496uU0| ou siy3 Ing dnous
2y je poasbe sabueys ayi yum | uopejuswsdwi 3syz Ajeulbo sem
Adejnoiued ‘psuyep Adesp 2q | siyl  tueld ddom siyl bupjepspun Jol
0} spaau s@s Jo diysiapes| ayl | a|qisuodsal S| oym Jeajpun os|e sl i1
*dnoJus uolzejuawa|duw] ‘U315 $ pue 1dquIy
ue woy 01 Jes se pabbes aie asayl jo £ pue suolpe
1ayjo dn buisayy ‘siaquuiawl TT sey yoiym aoseid ui si uejd diom y
SETYET aney a4nany ano4 ualpiiyd s,puejybiy Jo4 uiyIm
|aued | Ul |Im pue Ppasiaal u23q ‘23e4ndoe pue ajep 03 dn | Ajuold JuswaAoldw] ue se paplodal
91/,0/1€ | Buiusans sqas | sey |sued bBuiussids ayl | ale suoipe ueid $OH4 AUy adnsuz | St SAS  Jo  uoneyuswadwt  ayy wnipap 'S
‘Buiiojiuow jepURUY 104 ‘wea] sas
‘paljI3uspl sawodino | ssadold ayy spnjoul os|e pjnoys | SHN 2yl AgQ ua)epdapun si siyy pue
U] JO MIIADL B 3pnpul |IM | aunpaoodd siyl  'paAaiyde bujaq | buuojuow |epueuly 03 3dslgns aue
yoiym ‘obexped sgs syj Jo | aue  sas  woly sjuawanoldw | syuswAed padig Ajuo  ‘alowsypng
MdlABL U0y 93ep 8yl dn Beyy | sy} pue sawodino  paradxa 'SAs buiadas woly
0] 15414 aJeD) uo paoe|d aue | 3yl JSYIdYM SSBSSE 0) Japlo Ul | SaAl s,9idoad 03 aue sjuswanosduw)
siabeuely | SaIAIPE pue SM3IASL 0] | pajuawaidwl pue padojpAsp aq | Byl |NJSSIONS MOy Jojluowl  pue
buiobuo ouIsIqg | buirow mou ade swead) 3yl | pinoys aanpasold Bupojuow vy | plodalt 03 aoe|d Ul W2)SAS OuU S| 243yl ubiH 'y
aiva d3ad1d40 NOILOV NOILVANIWWODJ3IY SNIANI4 aawvid 43
13DdVL ITGISNOdS3IY | 3DV LNIWIOVYNVYH L3d0d3y




A/Mer 4(—

INTERNAL AUDIT
FINAL REPORT

CARE & LEARNING/ DEVELOPMENT & INFRASTRUCTURE

SERVICES

INSPECTION OF EQUIPMENT IN SCHOOLS (FOLLOW-UP)

AUTHOR

Edward Towers
Internal Audit
Finance Service

REF: HAB01/004

DISTRIBUTION

Director of Development and Infrastructure

Director of Care and Learning

Head of Property, Development and Infrastructure Service

Acting Property Manager, Development and Infrastructure Service
Head of Resources, Care and Learning Service

DRAFT DATE: 30/03/16
FINAL DATE: 06/06/16




INTRODUCTION
REVIEW OBJECTIVES
SCOPE, METHOD AND COVERAGE

MAIN FINDINGS

4.1
4.1.1
4.1.2
4.1.3
4.1.4

4.2
4.2.1
4.2.2
4.2.3
4.2.4

4.3
4.3.1
4.3.2

4.4
4.4.1

CONCLUSION
AUDIT OPINION

ACTION PLAN

Contents

CONTRACT ARRANGEMENTS
Corporate policy

Guidance for Client Service representatives

Referencing within Gym contract scope of works

Contract variation supporting records
RECORDS OF INSPECTION AND TESTING

Accuracy of asset registers

Property policy

Completion of interim inspection contracts
Completion of current inspection contract
FoLLOW-uUP OF INSPECTION AND TESTING REPORTS
Remedial work approval

Service contract listing

MONITORING ARRANGEMENTS

Monitoring of remedial works

O 0 0 N O o W W NN

L T e
= = O O




INTRODUCTION

This audit was undertaken as part of the 2015/16 audit plan and records the
findings of a recently completed follow-up audit in respect of the inspection of
equipment in schools.

The original audit report was issued on 10/06/14 and had the audit opinion of
“Limited Assurance”. The report contained a total of 13 recommendations which
were classified as follows: 2 high, 10 medium and 1 low grades. In response,
there were 26 management actions, 4 of which were completed at the time of the
previous audit. The majority of the remaining actions were due to be completed
by the end of September 2014 with 1 longer term action for Fixed Electrical
Inspection and Test reports to be held for all council buildings by the end of July
2016. Due to the number of recommendations and the audit opinion, it was
decided that a follow-up audit should be undertaken.

The Property Management Section within the Development & Infrastructure
Service are the contract administrators on behalf of other Council Services with
the main client being Care and Learning.

There are 3 contracts for inspection of equipment in Schools:

e SER062 - Inspection & Testing of Plant & Equipment including Staging &
Lighting, which commenced in August 2014.

e SERO065 - Fixed Electrical Installations, which commenced in May 2014, and
SERO76 - Sports & Gym Equipment, which commenced in August 2014.

REVIEW OBJECTIVES

To ensure that the recommendations made in the previous audit report have been
implemented and the following objectives can be achieved:

(i) There are appropriate contract arrangements in place for the inspection and
testing of equipment and this is managed properly.

(i) The Development & Infrastructure Service maintains up-to-date, accurate
and complete records of all inspections and subsequent reports. Particular
emphasis will be placed upon the process for the inspection of equipment in
Schools.

(iii) ~ The appropriate action is undertaken and the relevant officers are informed
following receipt of the inspection reports.

(iv)  There are appropriate monitoring arrangements in place to ensure that all
remedial actions are addressed within the relevant timescale. Emerging
themes or issues are promptly identified and escalated in order that any
costs can be identified and notified to Care & Learning (C&L) Management.

SCOPE, METHOD AND COVERAGE

The audit reviewed the systems and databases used by the Development and
Infrastructure Service to ensure these were up to date, complete and accurate.
Again, this audit placed particular emphasis upon the process for the inspection of
equipment in schools.

During the audit, officers within the Care and Learning Service were contacted in
order that their current procedures and processes in relation to inspection
contracts could be reviewed.




4.1

4.1.1

MAIN FINDINGS

The main findings of the review, referenced to the above review objectives, are as
follows:

As this is a follow-up report, the audit recommendations, agreed actions,
responsible officer(s) and target date for implementation (in brackets)
from the previous audit report are provided in the shaded boxes. The
findings from the follow up audit are then detailed below. Where the
findings have shown that the agreed actions have not been fully
implemented, a further audit recommendation has been made.

Contract Arrangements

This objective was substantially achieved as 9 out of the 13 agreed actions across
the 5 audit recommendations had been implemented.

Previous Audit Recommendation 3.1.1 (Medium grade)

The Property Management Section should ensure that:

(1) Appropriate polices are in place, up to date and reviewed regularly.

(2) I&T guidance is in place to ensure all involved individuals are aware of their
role and responsibilities.

(3) All appropriate contract documentation is held, including any changes such as
contract extensions.

Previous Management Agreed Actions

(1) All existing and future Inspection and Testing policies will be updated and
subsequently reviewed annually or in response to legislative or other
requirements.

Responsible officer: Property Risk Management Officer, Development &
Infrastructure Service (29/08/14)

(2) Inspection and Testing procedures for contract management arrangements
will be further developed to ensure individuals are aware of their role and
responsibilities. New, robust management arrangements will ensure that this
recommendation is achieved.

Responsible officer: Property Manager, Development & Infrastructure Service
(26/09/14)

(3) Appropriate contract documentation is now held electronically in individual
contract files.

Responsible officer;: Property Manager, Development & Infrastructure Service
(Complete)

Action (3) has been satisfactorily implemented as individual service contracts are
arranged by contract humber and type on the property drives, and contain the
appropriate contract documentation.

Actions (1) & (2) have not been implemented as agreed and details are provided
in sections 4.1.1 and 4.1.2 below.

Corporate policy

The corporate Health, Safety and Wellbeing policy contains references to all
associated policies. However the Electricity at Work guidance still requires to be
updated and guidance on the use, inspection and maintenance of gym equipment
requires to be developed. To aid the Property Management Policy (see section
4.2), the Property Management Section are working towards documenting the
Services’ responsibilities for all the service contracts and this will include




4.1.2

4.1.3

information such as the duty holder, their responsibilities, budget holders,
involved officers and guidance. This will also require the Care & Learning Service
to develop the guidance for gym equipment following the pilot undertaken within
Inverness schools to enable the Property Management Section to ensure
compliance to this.

Guidance for Client Service representatives

The Responsible Premise Officers (RPO) Manual documents the Property
Management Section’s responsibilities and there is a flow chart for the Contract
Administrators to follow. However, there is no guidance in place for the Client
Service representatives. The Property Management Section has advised that it is
for the Care & Learning Service to lead on this and define the roles and
responsibilities for the Client Service representatives.

Previous Audit Recommendation 3.1.2 (Medium grade)

The Property Management Section should ensure that:

e Future contracts have agreed monitoring measures in place from the outset
and these are adhered to.

e Any non-conformance with the contract is addressed with the contractor in a
prompt manner.

e Where Contract progress meetings are held, the Service should ensure that
appropriate records and minutes are held for future reference.

Previous Management Agreed Actions

Contract monitoring measures for contract out-puts are now in place.
Contract management meetings are now in place for service contracts. Non-
conformance issues when identified will be dealt with in timeous manner.

e Contract progress Meeting Minutes are being held and minutes are being
taken and recorded in relevant project files.

Responsible officer: Property Manager, Development & Infrastructure Service
(Complete)

The above agreed actions have been implemented as contract progression
meetings are held and minutes are retained. The performance of contractors is
reviewed and they are held to account for any unsatisfactory performance issues.

Previous Audit Recommendation 3.1.3 (Low grade)

The Property Management Section should ensure that future contracts explicitly
highlight what is required from the contractor in terms of reporting requirements,
including compliance with statutory legislation and quality control requirements.

Previous Management Agreed Action

All future contracts will be explicit on what outputs are required from the
appointed contractor and this will be enforced by the responsible Contract
Administrator.

Responsible officer: Property Manager, Development & Infrastructure Service
(Complete)

This agreed action has not been implemented as detailed at section 4.1.3 below.

Referencing within gym contract scope of works

The Council’s instruction to the gym contractor on inspection reports is included
within the scope of works. Paragraph 3.1 states "the format and content of the
report shall be submitted on OFTEC reports as detailed in paragraph 2.4 above”.

3




4.1.4

However, there is no such paragraph number which could lead to confusion for the
contractor. However, all 3 inspection contracts detail what is required with regard
to compliance with legislation, reporting by the contractor and progress meetings.

Previous Audit Recommendation 3.1.4 (High grade)

The Property Management Service should ensure that contractual arrangements

are adhered, in that:

¢ All contract variations should be recorded, reconciled to contract annual sums
and once submitted to contractor, the contract variation checked to ensure
the appropriate action has been taken.

e Contractors supply the appropriate schedule of works and all payments should
be reconciled to this before authorisation.

e Any annual price increase should be applied as set out in the contract and
confirmed in writing.

Previous Management Agreed Actions

Additional resources have been allocated and will be supplemented when
necessary to ensure that Contract Administrators are able to:

e Record all variations

¢ Reconcile contract payments

e Apply annual contract price increases.

Responsible officer: Property Manager, Development & Infrastructure Service
(31/07/14)

Actions (2) and (3) have been satisfactorily implemented as contract payments
submitted by the contractors are supported by application summaries. These
summaries reconcile payment for the sites inspected to the tender amount. No
contract price increases were required.

Action (1) has not been implemented as agreed and details are provided in section
4.1.4 below.

Contract variation supporting records

Despite variations being held for all 3 inspection contracts, the records were not
sufficiently accurate to clearly evidence the changes to 2 contracts.

All 3 contracts had variations where sites/ equipment additions had the cost
recorded as "To be confirmed/ TBC". As a result, the contract sum is inaccurate.
Only the Plant and Equipment (P&E) Contract Administrator undertakes a
reconciliation exercise to confirm the cost of the contract variations and update
the contract value. For the Fixed Electrical Inspections (FEI) contract, variations
are recorded on the "SER065 Fixed Electrical Inspections Progress Summary”
spreadsheet but this did not contain the confirmed site addition costs. For
example, contract variation CAI-02-14 only recorded the costs for 4 out of 65 sites
and only these costs were included on the spreadsheet. The Property
Management Section has since confirmed that the progress spreadsheet is now up
to date.

Furthermore, there is no record documenting changes to the contract sum. The
latest variation provided (CAI-09-15) quoted the contract sum as £279,955 but
the Acting Head of Property stated that the contract sum was £303,733.

For the Gym contract, during the audit review, the monitoring spreadsheet used
for site visits was out of date by 2 to 3 months and it was stated that this was due
to limited staffing resources. The Property Management Section has since
confirmed that this is now up to date.




4.2

Previous Audit Recommendation 3.1.5 (Medium grade)

The Property Management Service should ensure that there are appropriate

arrangements in place for the payment and recharge of contract sums, in that:

e Where they administer contracts then they have the corresponding
responsibility for the authorisation and payment of any sums due to the
contractor.

e Payments are reconciled and agreed to the contract sum including any
additions/ deletions and annual uplifts.

e Recharges are on the basis of work undertaken rather than insurance
premiums.

Previous Management Agreed Actions

* Responsibility for payment of contracts has now been transferred to the
Development and Infrastructure Service and payments are being administered
in accordance with contract conditions.

» Contract payment mechanisms have been reviewed and payments are being
reconciled.

» The recharging process has been realigned and will be applied to take account
of actual costs incurred per Service.

Responsible officer: Property Manager, Development & Infrastructure Service
(Complete)

All of the above actions have been satisfactorily implemented:

(1) The responsibility for payment of inspection contracts was transferred to the
Development and Infrastructure Service.

(2) Contract payments are made following review of the application for payment
and receipt of all inspection reports. However, as stated at 4.1.4 above, at the
time of the audit the overall contract amount was not updated to show the full
cost of any contract variation.

There was also an issue where remedial works had been requested by the site
RPO following receipt of the inspection report and the Contract Administrator
was unaware of this. The Client Service representatives should approve any
remedial works and instructions to the contractor should be issued by the
Contract Administrator. The contractor has been reminded of the correct
process that should be followed.

(3) The recharging process has been realigned and takes account of actual costs
incurred by Services.

Records of Inspection and Testing

This objective was partially achieved as only 4 out of the 8 agreed actions in
response to the 5 audit recommendations had been implemented.

Previous Audit Recommendation 3.2.1 (Medium grade)

The Property Management Section should ensure that future contracts include the
explicit condition that contractors include the Unique Council Site identifiers, as
provided within the contract in any correspondence and/ or reporting.

Previous Management Agreed Action

All recent and future contracts have or will include the Council’s own unique
property code for each property.

Responsible officer: Property Manager, Development & Infrastructure Service
(Complete)
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The agreed action has been implemented as the contract documentation requires
contractors to use the Council’s coding. However, an example gym inspection
report viewed during the audit did not have this. The Property Management
Section confirmed that the standard of reporting was an issue and a meeting was
held with the contractor to address this. The contractor has agreed to make
improvements in software and equipment by March 2016 in order to include the
Council’s coding information in future reports.

Previous Audit Recommendation 3.2.2 (Medium grade)

The Property Management Section should ensure that:

(1) The Property Management Section should work with Services to ensure that
an accurate asset register is produced and verified with respective site
Responsible Premise Officers.

(2) Services should then ensure that this information is kept up to date and can
be verified to any inspection reports.

Previous Management Agreed Actions

(1) Consultation with Council service RPOs will take place to ensure that asset
registers are verified.

Responsible officer: Property Manager, Development & Infrastructure Service
(31/03/15)

(2) Property Policy will require Client Service Managers to ensure that service
specific asset registers are verified and maintained at all times.

Responsible officer: Property Risk Management Officer, Development &
Infrastructure Service (29/08/14)

Both actions have not been implemented as agreed and details are provided in
sections 4.2.1 and 4.2.2 below.

Accuracy of asset registers

The Property Management Section had provided the contractor with asset lists

which were based on available information including that supplied by the Services.

The contractor should inspect all items found on site but the Acting Property

Manager and the P&E Contract Administrator highlighted that RPOs did not always

present all relevant equipment for inspection. It could not be established that

accurate asset registers were maintained as:

e For the FEI contract, a spreadsheet asset list is maintained by the Property
Management Section. The Acting Property Manager was requested to confirm
what steps were taken to confirm the accurate and completeness of this
information but no response has been provided despite a reminder.

e For the Gym contract, the Property Management Section stopped recording
items on the asset list due to the size and quantity of items being recorded,
including irrelevant items. Therefore, it is not known what equipment is held
by the Care & Learning Service.

e For the P&E contract, the asset lists are recorded on a web based portal. Any
items which cannot be not found and so not inspected, are recorded by the
contractor, and reported to the Contract Administrator and the RPO using the
inspection reports.

It is a requirement of the Council’s Financial Regulations to maintain asset lists
and is also included within the RPO manual. The Property Management Section is
developing procedures for risk assessments/ pre-inspection with school staff,
aimed at promoting self inspection and ensuring that all equipment is available for
inspection however this requires full engagement from the relevant Services.
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Property policy

The Property policy has not been finalised and is currently out for consultation
with the Development & Infrastructure Service Management Team. It was stated
that this requires more work required before it is completed and then sent to the
by the Central Safety Committee for approval.

Previous Audit Recommendation 3.2.3 (Medium grade)

The Property Management Section should undertake a review to discover the full

impact of:

e The under-inspection of fixed electrical inspection. There is a risk that sites
are not compliant with inspection and testing regulations and risks are posed
to individuals operating within the sites.

» The expanding programme of inspection and testing of equipment. There is a
financial risk as additional expenditure may be incurred as a result of
additional inspection & testing and remedial works.

Services should be notified of any risk highlighted from this review.
Previous Management Agreed Actions

* A review of inspection records has been undertaken and interim Inspection
and Testing contracts have been put in place to resolve any risks that may
exist due to any omissions of the previous Inspection and Testing contractor.

Responsible officer: Property Manager, Development & Infrastructure Service
(30/09/14)

e Contract payments to the previous poor-performing contractor were reduced
to mitigate the need to engage new contractors to carry out an enhanced
programme of inspection and testing. Council Services are being notified
where site risks are identified and any failed equipment/ installations are now
taken out of operation until they can be repaired or replaced.

Responsible officer: Property Manager, Development & Infrastructure Service
{Complete)

These actions have been implemented as agreed as the Property Management
Section advised that interim contracts were put in place and known properties
missed by the previous contractor have been inspected by the current contractor.
In addition, monthly meetings are held with the Care & Learning Service to review
expenditure and current progress of service contracts.
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4.2.4

Previous Audit Recommendation 3.2.4 (High grade)

The Property Management Section should ensure that:

(1) The downloaded Crimson data is cleansed to provide an accurate picture of
when sites were last inspected. Any sites not listed on Crimson and those
with inspection periods exceeding standard guidelines should be prioritised for
inspection.

(2) Services are notified that a back-up of Crimson inspection & testing reports is
held.

Previous Management Agreed Actions

The Crimson data cannot be relied upon for the purpose described. More effective

actions are:

e 2 interim Fixed Electrical Inspection and Testing contracts were tendered and
let in March 2014 in order to have sites that had gone out of date re-inspected
and tested. These 2 contracts will conclude in September 2014.

Responsible officer: Property Manager, Development & Infrastructure Service
(26/09/14)

e A further Fixed Electrical Inspection and Testing contract for all remaining
Council Property has been awarded which will ensure that all council buildings
will have a valid Fixed Electrical Inspection and Test report available by the
end of July 2016.

Note: Services have been notified that Crimson reports are available but due to
their lack of validation the reports are deemed as being unreliable

Responsible officer: Property Manager, Development & Infrastructure Service
(29/07/16)

These actions have not been implemented as detailed at sections 4.2.3 and 4.2.4
below.

Completion of interim inspection contracts

The 2 interim FEI and testing contracts are finished however, 1 was not fully
completed so the current contractor was instructed to inspect all outstanding sites.
The FEI progress spreadsheet (see section 4.1.4) maintained by the Contract
Administrator to monitor the contract did not record which sites were missed from
the interim contract. However, the Acting Property Risk Manager has advised that
there is now only 1 site awaiting inspection.

Completion of current inspection contract

Completion of the FEI contract is monitored by the Property Management Section
through progression meetings with the contractor. Review of the meeting minutes
show that progress was slower than expected and this was addressed with the
contractor. In response, the contractor has taken on additional staff to increase
the rate of site inspections in order to ensure that these are undertaken within the
contract period.

In addition, to meet the Health and Safety requirement for a Corporate Safety
Management system (to monitor and ensure that all property related statutory
inspections are undertaken for all Council premises), a Monitoring Inspector is
undertaking a review of all inspection contracts. A report was prepared; Electrical
Risk Review (dated June 2015) which highlighted that completion of works across
the contract as a whole stood at just 31%, there were a significant number of
remedial works required and if these were undertaken, could result in a potential
overspend on the available budgets across the Council. The Property Management
Section has advised that a number of steps have been taken to address the report
points and an action plan is being developed.
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4.3

Previous Audit Recommendation 3.2.5 (Medium grade)

The Property Management Section should ensure that the inspection periods are
monitored to ensure that these are in accordance with the contract’s schedule of
works and required standards. Any variances should be promptly addressed with
the contractor.

Previous Management Agreed Action

Regular contract progress meetings are being held with the appointed service
contractors to ensure that contract programmes are adhered to and that contract
specifications are being foliowed.

Any deviation from contract specifications would be discussed and resolved during
regular progress meetings with the service contractors.

Responsible officer: Property Manager, Development & Infrastructure Service
(26/09/14)

This action was fully implemented as contractor deviations and performance are
discussed at regular contract progression meetings.

Follow-up of Inspection and Testing Reports

2 audit recommendations were made and this objective was partially achieved as
2 out of the 4 agreed actions had been implemented.

Previous Audit Recommendation 3.3.1 (Medium grade)

The Property Management Service should remind Service contract representatives
that the review and forwarding of all testing and inspection reports should be
undertaken in a reasonable timeframe and the appropriate records updated to
evidence this.

Previous Management Agreed Action

Service contract reports will be circulated timeously to Client Service Managers.
Contract Administrators will monitor and record the circulation of inspection
reports to Client Service Managers. The new Inspection and Testing contract has a
web based portal which provides Council Premises Managers access to copies of all
inspection certificates. In addition to this all inspection certification is now e-
mailed out to Premises Managers for their review.

Responsible officer: Property Manager, Development & Infrastructure Service
(26/09/14)

This action has been implemented as agreed.

Inspection reports are sent to relevant officers however a delay in the FEI reports
being received by the RPO was reported within the Electrical Risk Review. The
RPO does not receive a copy of the electrical report until all the C1 (danger
present) and C2 (potentially dangerous) category faults have been rectified.
However, the Property Management Section advised that where serious faults are
identified these are made safe and reported. In future it is expected that the
inspection reports will be recorded on the K2 asset management system which is
available to all RPOs,




4.3.1

4.3.2

Previous Audit Recommendation 3.3.2 (Medium grade)

(1) The Property Management Section should:

¢ Remind the relevant Services to ensure that appropriate information is held
to evidence any remedial works authorised.

e Ensure appropriate guidance is distributed on how to operate the new
contractor’s inspection and testing management system.

(2) The procedure for requesting remedial works should be documented and
distributed to relevant Services. This should include links to the Framework
Agreement or Service contracts.

(3) Where Services identify the absence of specialist contractors on the
Framework Agreement, they should notify Development & Infrastructure
Service staff accordingly in order that an appropriate solution can be
identified.

Previous Management Agreed Actions

(1) Instructions from Client Services to proceed with remedial works will be
recorded in each service contract file.

Responsible officer: Property Manager, Development & Infrastructure Service
(Complete)

Guidance will be distributed to Client Services to ensure that they are able to
operate and interrogate the records held in the inspection and testing database.

Responsible officer: Property Manager, Development & Infrastructure Service
(26/09/14)

(2) A procedure for requesting procurement and completion of remedial works will
be established and communicated to Client Service Managers.

Responsible officer: Property Manager, Development & Infrastructure Service
(29/08/14)

(3) Development and Infrastructure Service will procure specialist contracts on
behalf of Client Service Managers via the Councils Quick Quote process or
alternatively under the full tendering procedure.

Responsible officer: Property Manager, Development & Infrastructure Service
(Complete)

Action (1) has been satisfactorily implemented as authorisation is obtained from
the Client Service. Actions (2) and (3) have not been implemented as agreed and
details are provided in sections 4.3.1 and 4.3.2 below.

Remedial work approval

A procedure is in place for all 3 contracts for the approval of remedial works by
email. However, the Contract Administrator flow chart only provides guidance up
to the point of arranging remedial works with the contractor rather than taking
this to the completion of the works. The Property Management Section is working
on documenting the respective Service responsibilities for all contracts which will
include updating the guidance (see section 4.1.1).

Service contract listing

The Property Management Section maintains the “Service Contract Listing” which
details all available service contracts and uses this to monitor and record the
contract status. During the original audit, the Client Service representative stated
that some remedial work was not undertaken due a lack of specialised contractors
on the Framework Agreement. Therefore, during this follow-up, the Care and
Learning Estates Officer was contacted to check whether appropriate contracts are
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4.4

4.4.1

now in place. It was confirmed that these reflect the main areas where inspection
arrangements are required. There is also an on-going process with further
inspection arrangements being developed including water management,
mechanical ventilation and addressing concerns following fire risk assessments.

It was also noted that the RPO manual incorrectly quotes contract SER068 as “LEV
testing (School)” whereas this actually relates to the contract for non-domestic oil
boilers.

Monitoring arrangements

This objective was not achieved as the agreed action was only partially
implemented as detailed at 4.4.1.

Previous Audit Recommendation 3.4.1 (Medium grade)

The Property Management Section should remind the relevant Services to ensure
that appropriate information is held to evidence that remedial works are actioned
and completed.

Previous Management Agreed Action

A process of monitoring and reporting that contract remedial works are being
completed to the required standards and timescales will be developed and
implemented.

Responsible officer: Head of Support Services and Head of Property, Development
& Infrastructure Service (26/09/14)

Monitoring of remedial works

Some measures to improve the monitoring of service contracts have been

implemented including the introduction of a contractor performance sheet which

records performance and contract compliance, monthly meetings with the Care &

Learning Service to review expenditure and current progress of service contracts,

and spot checks which review the standard of work performed by the contractor

are undertaken by an appropriate officer. However, there are still a number of
issues relating to the monitoring of remedial works which require to be addressed:

(1) The current process of addressing remedial works is to “batch” various works

together and put these out to tender. The progress summary should then be
updated with financial information and repair findings. A review of the details
held on the progress summary showed that entries were not fully completed,
with information missing such as remedial cost, confirmation that inspection
report sent to RPO and whether faults were fully rectified.
The Acting Property Manager advised that the monitoring and recording
completion of remedial works is a fluid process which is still being developed
To assist with this a review of reporting is being undertaken with the Care &
Learning Service. Also, as part of the migration to the K2 asset management
system a review of tracking arrangements is being undertaken to improve the
monitoring of remedial work.

(2) The Electrical Risk Review report states that from the properties surveyed
“Documentation is not readily available to verify that remedial works have
been completed”. The Property Management Section has advised that the new
remedial works framework has taken this into account, and that minimal
information is to be held on site. In order to receive payment the remedial
repairs reports will have to be completed by the contractor and submitted with
the payment application to the Property Management Section.

(3) The FEI Contract Administrator advised that there is a lack of resource to
manage issues such as the back-log of electrical reports required for public
entertainment licenses. In addition, the lack of electrically trained staff/
maintenance officers was also highlighted. To address these issues, the
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Property Management Section has reallocated staffing resource to assist in
managing the back-log and proposing to create a contractors remedial works
framework to enable a quicker resolution to outstanding remedial works.

(4) The Gym Contract Administrator commented on an issue surrounding the
management of equipment including what happens to defective items. It
would be expected that this would be addressed with relevant procedures for
staff but no such guidance has been produced by the Care and Learning
Service. It was advised that the contractor should either mark items as to be
removed from use and/or pass details to school staff for them to action. As
previously stated, the output from the Inverness schools pilot will be used to
develop guidance for all schools.

(5) The Gym and P&E Contract Administrators advised that there was no process
for monitoring the completion of approved works. The Property Management
Section confirmed that this is outstanding, however, advised that some
measures have been taken by improving the recording of remedial works,
addressing resourcing issues and documenting the process. In order for this
to be completed, the input from the Care and Learning Service is necessary.

CONCLUSION

It is recognised that efforts have been made with the Development &
Infrastructure Service to address the findings from the original report. However,
this is still a process in transition and there is still room for improvement in the
way the inspection and testing contracts are recorded as a whole. Furthermore,
there is a broader range of contracts in place than before and the Care & Learning
Service is expending significantly above budget on these contracts which reflects
the measures put in place and the maintenance being undertaken. To ensure that
the contracts operate smoothly requires engagement from all Services to ensure
roles and responsibilities are documented, accurate supporting documentation is
held and appropriate monitoring is in place to hold contractors to account where
necessary.

As a result, there are 2 high and 2 medium grade recommendations in this report.
AUDIT OPINION

The opinion is based upon, and limited to, the work performed in respect of the
subject under review. Internal Audit cannot provide total assurance that control
weaknesses or irregularities do not exist. It is the opinion that Limited
Assurance can be given in that weaknesses in the system of controls are such as
to put the system objectives at risk, and/ or the level of non-compliance puts the
system objectives at risk. The levels of assurance and their definitions can be
found at Appendix 1.
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Internal Audit Opinion

Appendix 1

Level

Definition

Full Assurance

There is a sound system of control designed to achieve the
system objectives and the controls are being consistently
applied.

Substantial Assurance

While there is generally a sound system, there are minor
areas of weakness which put some of the system objectives
at risk, and/ or there is evidence that the level of non-
compliance with some of the controls may put some of the
system objectives at risk.

Reasonable Assurance

Whilst the system is broadly reliable, areas of weakness have
been identified which put some of the system objectives at
risk, and/ or there is evidence that the level of non-
compliance with some of the controls may put some of the
system objectives at risk.

Limited Assurance

Weaknesses in the system of controls are such as to put the
system objectives at risk, and/ or the level of non-compliance
puts the system objectives at risk.

No Assurance

Control is generally weak, leaving the system open to
significant error or abuse, and/ or significant non-compliance
with basic controls leaves the system open to error or abuse.
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4.1

INTRODUCTION

The purpose of this report is to record the findings of a recently completed audit
review of managing school rolls. The audit was undertaken as part of the annual
plan for 2014/15 but delays in obtaining the necessary information has meant
that the audit could not be completed during this year.

Having the correct capacity and school roll forecasts figures is vital in ensuring we
can plan to provide the right number of school places in the right locations and
where this is not the case, put both temporary and permanent solutions into place
to achieve this.

In order to promote a more consistent approach to school capacity modelling
amongst Local Authorities in Scotland, the Scottish Government produced
guidance on “Determining Primary School Capacity” in October 2014. The
Education, Children and Adult Services (ECAS) Committee of 12/11/14 agreed
that the Council would adopt the Guidance.

REVIEW OBJECTIVES
The objectives of the review were to ensure that:

(i) Current arrangements to calculate planning capacity in schools complies
with all statutory requirements. School roll forecasts are calculated in
accordance with the agreed methodology based on best practice and takes
account of the lessons learned arising from pressures experienced in
recent years.

(ii) There are appropriate plans in place to ensure that the new Scottish
Government’s Determining Primary School Capacity Guidance (October
2014) is implemented by the agreed timetable.

(iii) Appropriate plans are in place to manage the future demands at Bun-sgoil
Ghaidhlig Inbhir Nis.

SCOPE, METHOD AND COVERAGE

The audit reviewed the arrangements for school roll forecasting and the
calculation of planning capacity in schools. The main focus was on Inverness
primary schools - Bun-sgoil Ghaidhlig Inbhir Nis, Holm, Kinmylies, Lochardil,
Merkinch, Milton of Leys, and Smithton. This was due to issues which were
reported to the City of Inverness Committee on 02/12/14 relating to increasing
school rolls. Primary schools outwith Inverness with projected over-capacity were
also looked at, namely Aviemore, Ben Wyvis, and Knockbreck (Tain).

The audit also examined the arrangements in place setting out short and long
term plans to address roll pressures at Bun-sgoil Ghaidhlig Inbhir Nis.

School roll forecasting is within the remit of the Development Plans section,
Development & Infrastructure Service (D&I) and the calculation of school planning
capacity is within the remit of the School Estates section, Care & Learning Service
(C&L). Both Services were consulted during the course of the audit.

MAIN FINDINGS

The main findings of the review, referenced to the above review objectives, are as
follows:

School roll forecasting and planning capacity calculations

This objective was partially achieved. School roll forecasting is carried out by the
Development Plans section (D&I) using a documented methodology. The
forecasting technique used is a ‘single year of age cohort survival model’ in which
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4.1.1

4.1.2

4.1.3

pupil numbers recorded in the annual school census are rolied forward by one
school year in the following September, with the Primary 1 intake forecast based
on records of children registered with GPs. Other factors are taken into
consideration such as placing requests, the number of new houses likely to be
built, and population and birth rate projections. It is consistently applied apart
from denominational and Gaelic schools where a different model is used due to
the lack of a traditional catchment area.

The methodology is based on best practice guidance set out in the Department of
Education and Skills (DfES) “UK Best Practice - Pupil Projection Guide”, the aim of
which is to assist Local Authorities to make accurate projections of pupil numbers
in individual schools. There is no known standard roll forecasting technique
recommended for use in Scotland.

One of the significant factors that affect school enrolment is the number of new
build houses, and calculated pupils per new build house ratios which are used for
different areas of the Highlands. These ratios are based on a 2008 Highiand
Council study which identified pupils living in 60 recently built developments
across Highlands and provided 3 different ratios as follows:

e Major family friendly, edge of town, developments and new townships - 0.25
primary pupils per new house and 0.13 secondary pupils per new house

* General developments in all areas apart from Sutherland - 0.20 primary pupils
per new house and 0.10 secondary pupils per new house

e Sutherland - 0.12 primary pupils per new house and 0.08 secondary pupils per
new house.

However, as these ratios were last calculated in 2008, they may no longer refiect
the current number of pupils per new house in the Highland Council area which
could result in inaccurate school roll forecasts.

Draft school roll forecasts are supplied to the Care & Learning Service for
comment prior to being finalised. However feedback from the Service and
individual schools is by exception rather than on a more formal basis which would
give assurance that forecasts are as accurate as possible. The Research Officer
(D&I) has stated that more feedback would be welcomed as this would further
validate the forecasts. It is understood that a review is already underway,
involving officers of both Services, to review and improve the process relating to
preparation and scrutiny of school roll forecasts.

Prior to the adoption of the Scottish Government Guidance in November 2014,
school capacity calculations were based on work undertaken by an external
Consultant, which was before the current Estate Strategy Manager was in post.
The view of this Manager is that there was scope to improve consistency in the
way in which they had been calculated, and better reflect the true capacity of a
large number of schools.

Following the adoption of the Guidance, school capacity calculations were revisited
by the Schools Estates section (C&L), starting with Inverness primary schools.
The Guidance recommended that there should be no more than 2 measures of
primary school capacity: Planning Capacity and Working Capacity. Planning
Capacity is calculated as follows:

(i) Determine which teaching spaces will be included. The Planning Capacity
should only include class bases and should not include ancillary or general
purpose (GP) areas. The Guidance recommends that each primary school
should have one GP per stream, with streams being calculated in multiples of
7.

(ii) Determine the size of selected class bases.




4.2

4.3

(iii) Determine the maximum number of pupils which could be accommodated in
each class base by dividing total class size by 1.7m? and apply class size
maxima (the Planning Capacity for each class base is capped by either the
size of the room or the class size maxima, whichever is less).

(iv) The total Planning Capacity of the school can be found by adding together the
Planning Capacity of each class base involved in the calculation.

Working Capacity is calculated in the same way as Planning Capacity but takes
into account the organisational needs of a particular school session.

However, the Guidance does state that it remains a Local Authority’s responsibility
to choose how to calculate capacity in their area. Therefore, in light of lessons
learned from the review of Inverness primary schools, approval was sought to
further refine the guidance and methodology in a report to the ECAS Committee
on the 18/05/16. It was felt that the revised approach would provide a more
realistic measure of the likely impact on schools of fluctuating rolls and that this
would be particularly useful in future investment planning, determining if school
rolls should be capped and in establishing where developer contributions are
justified. The following revisions were agreed and will now be used for capacity
calculations:

e The focus should be on the likely number of classrooms required in the future
based on the roll projections rather than a notiona! capacity figure

e Streams should be calculated in multiples of 8 in relation to GP rooms as
opposed to 7 as suggested in the Guidance.

Revised capacity calculations were examined for Bun-sgoil Ghaidhlig Inbhir Nis,
Lochardil and Milton of Leys. Planning and Working Capacity had been calculated
as per the Guidance. In addition the optimal pupil distribution had been
calculated, based on school roll forecasts, and the required number of classrooms
for each year had been determined as per the agreed revisions noted above.

Scottish Government’s Determining Primary School Capacity Guidance

This objective was not achieved. It was agreed at a meeting of the ECAS
Committee on 12/11/14 that the Highland Council adopt the Scottish Government
Guidance on Determining Primary School Capacity. The Guidance recommended
that if Local Authorities chose to adopt the Guidance, it should be implemented
from January 2015 for the start of the new school session in August 2015 where
possible. The Council’s intention was to have revised capacity figures in place for
most Highland Council primary schools by August 2015.

Additional resources (a Graduate Estates Officer) were put into the Estates Team
in order to update the capacity figure calculations and facilitate implementation of
the Guidance by August 2015. However, in July 2015 the Estate Strategy
Manager stated that the process was more complicated and time consuming than
envisaged and was taking longer to complete than planned. Therefore, revised
primary school capacity figures were not available in August 2015 as intended. In
a further update in December 2015, it was stated that limited progress had been
made since August 2015 and that the proposal was to complete and publish the
revised capacity figures at the same time as updated roll projections although no
timescale was given.

Subsequent changes to the way in which primary school capacity figures will be
calculated (4.1.3) has meant that work is currently ongoing to revise these figures
with a view to publishing them later in 2016 along with school roll forecasts.

Management of future demands at Bun-sgoil Ghaidhlig Inbhir Nis (BSGI)
This objective was fully achieved as officers are aware of the pressures facing
BSGI and are pro-active in attempting to find a long-term solution. A review of
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ECAS Committee minutes showed that regular updates to Members were
provided. It was agreed at the ECAS Committee of 20/05/15 that a feasibility
study would be undertaken into the implications of either remaining on the current
site or building a new school on a different site as a long-term solution. Moving
classes off-site was also identified as a possible short-term solution. The current
position, as reported to the ECAS Committee on 18/05/16, is that options for
increasing the capacity of BSGI are currently being considered as part of the wider
review of investment requirements across Inverness schools.

CONCLUSION

Whilst the school role forecasting undertaken by the Development Plans section
uses a methodology compliant with best practice, one of the factors used for new
builds was calculated 8 years ago and it is questioned whether this reflects the
current position. This process could also be improved further if formal feedback
was provided from the Care & Learning Service, though it is recognised that both
Services have already initiated a process review in advance of the completion of
this audit.

Revised primary school capacity figures, based on the Scottish Government
Guidance, have not been completed within previously agreed timescales.
However, as a result of lessons learned from the review of Inverness schools, a
revised approach was agreed by Committee and work is ongoing to update
capacity figures accordingly.

As a result of the audit, 1 high grade and 2 medium grade recommendations have
been made. All of these have been accepted by management and the final agreed
action is due to be implemented by 31/10/16.

AUDIT OPINION

The opinion is based upon, and limited to, the work performed in respect of the
subject under review. Internal Audit cannot provide total assurance that control
weaknesses or irregularities do not exist. It is the opinion that Limited
Assurance can be given in that weaknesses in the system of controls are such as
to put the system objectives at risk, and/ or the level of non-compliance puts the
system objectives at risk.
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