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Introduction

An audit review of the Human Resources Centralisation Flagship Project was
undertaken as part of the 2008/09 annual Internal Audit Plan at the request of the
Corporate Director Resources to identify lessons learned that can be applied to future
programmes of this nature.

Following the BCBC culture review in conjunction with the Wales Audit Office in
2005, feedback was provided to Council in July 2005. The Chief Executive at the time
of the review presented a response framework to this meeting which identified a
number of issues which included undertaking three flagship projects one of which
being a review of Human Resources within the Authority.

As a consequence of this, SOLACE Enterprises were commissioned to undertake a
review of the Authority’s arrangements for the provision of HR services. The findings
and report of SOLACE was initially presented to Council on 19™ April 2006.

The key findings of the report were that there was an absence of strategic direction in
the Council’s approach to managing HR issues. Devolved HR units were operating
within individual Directorates with there being a lack of corporate direction. Another
key issue was the “high touch” nature of the devolved services with an over reliance on
HR staff to support managers. The report states that this had led to a high dependency
culture where managers would not develop the confidence and knowledge to deal with
HR issues.

The SOLACE report recommends that the Council should implement an internal
Shared Service centre involving a web enabled low touch low cost service. The report
identified that the service at that time was costing BCBC approximately £3 Million per
annum, and that implementation of the proposed solution could result in savings of
between £500K and £1.3M per annum. On 24" May 2006 the Council resolved to
accept the findings of the report. Council also resolved that Martin House of Solace
Enterprises Limited be contracted to undertake the role of Programme Change Manager
to support the Council in implementing the proposed changes; the specific terms to be
agreed by the Chief Executive and the WLGA with Solace Enterprises Limited.

During late 2006, an efficiency savings target for the financial year commencing April
2007 was set at £369K. The appointment of a new Assistant Director of Human
Resources on 1% January 2007 saw work on a detailed staff structure accelerate. The
final centralised structure was set in place effective from 1% April 2007 and the required
savings referred to above were exceeded.

The proposed internal web enabled shared service centre was not implemented.
However, BCBC are to be involved in a pilot scheme for payroll shared services as part
of the South East Wales Shared Services project.

The audit findings are based on discussions with staff involved in the programme,
observations, and the review of programme documentation.

This report sets out the findings of the review and makes recommendations, where it is
felt that improvements in the administration of the programme could have been made
and can also be considered for future projects and programmes of this nature.
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2. Objectives of the Audit

2.1. The main objectives of the audit were as follows:

e To assess whether the project was based on a sound business case which interlinks with
BCBC objectives.

e To identify whether an appropriate project management methodology was applied and a
suitable project team set in place with clearly defined roles and responsibilities.

e To assess whether appropriate deliverables and timescales were set at the outset to enable
performance management at each stage of the project.

e To review that appropriate planning was undertaken for the project inclusive of
identification of risks and forecast project costing.

e To identify whether a risk register was established and to evidence its use as a live
document throughout the project.

e To review arrangements adopted for change management and the consultation with key
stakeholders.

e To evaluate whether suitable performance monitoring arrangements were in place at key
stages of the project with clearly defined, and appropriate reporting lines.

e To establish whether stakeholders were informed and consulted as the project was
implemented.

e To determine if a post project evaluation was conducted to review outcomes against
objectives and to identify good practice and lessons learned.
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3. Audit Opinion
3.1 During the audit a number of strengths, areas of good practice and positive outcomes

32

33

34

3.5

were identified as follows:

e Initial forecasts of financial savings by the external consultant ranged from
£500,000 to £1.3 Million per annum. This was felt to be an unrealistic target
and an efficiencies target of £369,000 was settled on and this target was
exceeded.

e A rationalised & centralised HR Service. This represented a major cultural shift
for BCBC.

e  Regular communication with stakeholders from the Senior Responsible Officer.

Although the project achieved its aims in terms of financial savings and a centralised
HR function, based on the limited audit work carried out, it is felt that the Programme
Management exhibited inadequate controls in place to minimise potential risks to the
authority and to ensure that the programmes objectives were met. It is our overall
opinion that the project was not managed as well as it should have been. It is
acknowledged that the requirement to centralise the service and downsize
simultaneously represented a significant challenge to the authority and it is submitted
that the original targets proposed were overly ambitious.

The following key issues were identified during the audit and should be considered on
future projects and programmes of this nature:

e No baseline assessment of standards of service was undertaken at the outset of
the project to allow demonstration of service improvements at the conclusion.

e Several people whom we interviewed questioned whether the full
implementation of the shared service centre was the correct solution for BCBC
and it is unclear whether any substantive evidence was ever presented to
support the proposed cost savings or indeed the relevance of the proposal to
BCBC as an organisation. However, this was agreed by the Programme Board
as a deliverable on the Project Initiation Document (PID).

Insufficient resources allocated to meet the deliverables agreed in the PID.

e No post implementation review was conducted. Such a review will allow
demonstration that the investment in the business change was worthwhile.

e  No definitive project management methodology appears to have been applied
to the project. It is felt that the adoption of a methodology such as the BCBC
toolkit would have allayed many of the issues identified in this report.

At the time of the project taking place, it was a period of significant change for BCBC
at Senior Management level. In the period between commencing the project and the
centralised service going live in April 2007, three different Chief Executives (one
interim) were employed by the authority. In addition to this, there was a change in the
Head of Human Resources with the new Head of Service taking position in January
2007.

It is acknowledged that, as stated above, the centralisation project represented a major
shift in culture for the authority and our review indicates lessons to be learned for
future projects and programmes. BCBC now have a project/programme management
toolkit in place based on Office of Government Commerce guidance.
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3.6

3.7

3.8

3.9

3.10

We were advised that at the time of the project there was insufficient capacity within
BCBC for managing a project of this nature. Where projects are deemed to be of such
complexity as to preclude BCBC internal Project Managers from running such a
project, serious consideration should be given to appointing such an internal Project
Manger to shadow the “bought in” Manager and facilitate the sharing of knowledge and
experience within the authority. It is acknowledged that this internal expertise is now
being developed via the Centre of Excellence. One of its functions is to provide support
for programme and project managers.

It is felt that, as a result of the toolkit and Centre of Excellence, BCBC is now in a far
stronger position with respect to programme and project management than it was at the
time of this project taking place. However, the key challenge now is to embed the
principles of the toolkit into the way projects and programmes are managed within
BCBC. Doing so will provide greater assurance that associated risks are managed. This
will not happen without the commitment of all managers, also with particular reference
to Project Sponsors and Project Managers, within the Authority to mandate compliance
with the toolkit.

We have also made a number of recommendations related to the above issues and other
areas. These are detailed in the main report and accompanying action plan. These
recommendations were referred to the BCBC Centre of Excellence for Programme and
Project Management for consideration. This will allow lessons learned from this project
to be fed into future projects of this nature. It is pleasing to note that the response from
the Centre of Excellence indicates that the issues identified during the course of this
review are addressed by the BCBC Project Management Toolkit.

It was noted from Cabinet minutes that the Board was to operate with a “light touch.”
We would question whether this was appropriate given the Flagship status of the
project.

This report is a report of exception and therefore only where issues have been identified
have they been commented on.
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Explanation of Categorisations for Audit Reports

Individual Recommendations

For each control reviewed, where it was established that the control is either not in place or is
in place but not being adhered to, a recommendation will be made. Each recommendation
will be given a categorisation based upon the severity of the missing control. The
categorisations are as follows:

Fundamental - action that is considered imperative to ensure that the Authority is not
exposed to high risks;

Significant - action that is considered necessary to avoid exposure to significant
risks;

Merits attention - action that is considered desirable and should result in enhanced control
or better value for money (VFM).

Individual Controls & Overall Report

The objective of an audit is to evaluate the system with a view to delivering reasonable
assurance as to the adequacy of the application of the internal control system. The control
system is put in place to ensure that risks to the achievement of the Authority’s objectives are
managed effectively.

Based upon the recommendations made, the categorisation of them and the areas that they
relate to, an overall conclusion as to the level of assurance that can be provided will be given,
as below:

Substantial Assurance
e Key controls exist and are applied consistently and effectively; and,
e Objectives are being achieved efficiently, effectively and economically (VFM).

Adequate Assurance
e Key controls exist but there may be some inconsistency in application;
e Compensating controls operating effectively; and,
e Objectives achieved after a fashion, e.g. VFM could be improved.
(some risk of loss, fraud, impropriety, or damage to reputation)

Limited Assurance
e Key controls exist but they are not applied, or significant evidence that they are not
applied consistently and effectively; and,
e Objectives are not being met, or are being met without achieving VFM.
(a high risk of loss, fraud, impropriety, or damage to reputation)

No Assurance

e Key controls do not exist; and,

e Objectives are either not met, or are met without achieving VFM.
(a very high risk of loss, fraud, impropriety, or damage to reputation)



