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	Executive Summary
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	OVERALL ASSURANCE ASSESSMENT
	OVERALL CONCLUSION
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		The Car Fleet Control fleet management system provides the ability to monitor the Force’s fleet. Controls could be further strengthened by:

	
	Improving MOT monitoring to ensure that all vehicles are tested at the required time. Two vehicles were found to have not been tested in a sample of 26 reviewed.

	
	Monitoring contractor parts costs. Variances in charging for parts by one contractor was identified, which highlighted different prices being charged for the same parts, which were invoiced within a similar period of time.

	
	Contractor review meetings should be held on a formal basis with minutes and an action log being produced.




	SCOPE
	ACTION POINTS

	
The review considered the processes operating for the maintaining and repairing of fleet vehicles and fuel use. The review also considered the effectiveness of the arrangements operating for fuel usage in order to provide value for money.
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	Management Action Plan - Priority 1, 2 and 3 Recommendations
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	Risk Area
	Finding
	Recommendation
	Priority
	Management
Comments
	Implementation
Timetable
(dd/mm/yy)
	Responsible
Officer
(Job Title)

	2
	Compliance
	A sample of 26 vehicles, which equated to circa 25% of vehicles older than three years of age, was selected for review to confirm that MOT requirements had been met. 
Four vehicles were identified as exempt under Category I (Vehicle provided for police purposes and maintained in an approved workshop) and evidence to support these vehicles being checked by an approved workshop was provided. 
Two certificates were not initially able to be evidenced, although CFC had dates recorded as being completed in May 2017 and July 2017. Further investigation confirmed that although the vehicles had been booked in for an MOT, they were not available on the appointed day, and were therefore not done. 
	The process for the identification and completion of MOTs be reviewed to ensure that all vehicles are tested within the required timescale and that certification is received.
	2
	Agreed - MOT/Service report to be run for 3 months, rather than single month, which will capture any missed. In addition further structured reports to be run at agreed bi-monthly periods to chase MOT certificates which will provide an added layer of checks.
	01/01/18
	Technical Fleet Officer/Buyer/Fleet Assistant

	3
	Compliance
	A review of recent invoices submitted by each contractor was undertaken. A number of anomalies were noted from the sample of invoices submitted by Simon Bailes., which included the same part codes being charged at different prices for work undertaken within days of each other. 
	A review of charges for key/regular items be undertaken periodically to ensure that consistent pricing is being applied by the suppliers.

	2
	Agreed- spot checks to be carried out on parts pricing during invoice processing.
	01/01/18
	Buyer/Fleet Assistant

	1
	Directed
	Key Performance Indicators (KPI) are standard across all contracts and are included in the contract documentation. 
Quarterly KPI review meetings are required to be held, however these are not documented and it is understood that they have not been held at the expected frequency. It is acknowledged that there is regular contact with contract providers through which minor issues are resolved. 
	Formal review meetings with each contractor be undertaken with minutes and actions agreed being recorded.
	3
	Agreed – Quarterly contract management meetings to be held to include, agenda, minutes and actions.
	31/03/18
	Category Buyer

	4
	Compliance
	The contract for tyres is let to Central Tyres who provide the service across the Force area. The Technical Fleet Assistant advised that all tyres that are replaced, whether due to damage or wear, are retained by the contract provider to facilitate a review before disposal. It was noted that the records used to undertake and record this check are not retained.
	The records of checks undertaken in replacement tyres be retained to provide a more detailed audit trail.
	3
	Agreed – check sheets to be scanned into Fleet Drive.
	01/01/18
	Technical Fleet Officer
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	PRIORITY GRADINGS
	
	
	
	
	

	1
	URGENT
	Fundamental control issue on which action should be taken immediately.
	
	2
	IMPORTANT
	Control issue on which action should be taken at the earliest opportunity.
	
	3
	ROUTINE
	Control issue on which action should be taken.
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	Operational Effectiveness Matters
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	Risk Area
	Item
	Management
Comments

	1
	Compliance
	A regular review be undertaken on fuel outlet usage to identify where better use of the potential discounted price could be utilised when the All Star report is made available.
	Agreed -  Use of Key fuel sites are still embryonic, however Allstar are able to provide within the quarterly reviews details of missed opportunities etc.

	2
	Compliance
	Consideration be given to implementing the IT telemetric software that would allow the data to be collected in an efficient and effective manner, thereby utilising the technology that is already installed in vehicles.
	Agreed – budget available to move this forward, however needs Senior Force support to enable this piece to be included as a priority on ICT work plan.
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	ADVISORY NOTE

	Operational Effectiveness Matters need to be considered as part of management review of procedures, rather than on a one-by-one basis
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	Detailed Findings


[bookmark: section5]INTRODUCTION
1. This review was carried out in December 2017 as part of the planned internal audit work for 2017/18. Based on the work carried out an overall assessment of the overall adequacy of the arrangements to mitigate the key control risk areas is provided in the Executive Summary.
BACKGROUND
2. The Police and Crime Commissioner for Cleveland and the Chief Constable Cleveland Police operate over 300 vehicles and has contracts in place across the Force's area to facilitate servicing, repairs and tyre replacement. Fuel cards are allocated to vehicles to allow for the fuel requirements.
MATERIALITY
3. The annual budget for Fleet for 2017/18 is £552,274, of which £476,350 is attributable to maintenance costs (Oil, Tyres and Vehicle Repair and Maintenance - parts and labour). At the end of period six a total of £247,960 was spent/committed against the budget for maintenance costs.
KEY FINDINGS & ACTION POINTS
4. The key control and operational practice findings that need to be addressed in order to strengthen the control environment are set out in the Management and Operational Effectiveness Action Plans. Recommendations for improvements should be assessed for their full impact before they are implemented.
SCOPE AND LIMITATIONS OF THE REVIEW
5. The review considered the processes operating for the maintaining and repairing of fleet vehicles and fuel use. The review considered the effectiveness of the arrangements operating for fuel usage in order to provide value for money.
6. The definition of the type of review, the limitations and the responsibilities of management in regard to this review are set out in the Annual Plan.
DISCLAIMER
7. The matters raised in this report are only those that came to the attention of the auditor during the course of the internal audit review and are not necessarily a comprehensive statement of all the weaknesses that exist or all the improvements that might be made. This report has been prepared solely for management's use and must not be recited or referred to in whole or in part to third parties without our prior written consent. No responsibility to any third party is accepted as the report has not been prepared, and is not intended, for any other purpose. TIAA neither owes nor accepts any duty of care to any other party who may receive this report and specifically disclaims any liability for loss, damage or expense of whatsoever nature, which is caused by their reliance on our report.


RISK AREA ASSURANCE ASSESSMENTS
8. The definitions of the assurance assessments are:
	Substantial Assurance
	There is a robust system of internal controls operating effectively to ensure that risks are managed and process objectives achieved.

	Reasonable Assurance
	The system of internal controls is generally adequate and operating effectively but some improvements are required to ensure that risks are managed and process objectives achieved. 

	Limited Assurance
	The system of internal controls is generally inadequate or not operating effectively and significant improvements are required to ensure that risks are managed and process objectives achieved. 

	No Assurance
	There is a fundamental breakdown or absence of core internal controls requiring immediate action.


ACKNOWLEDGEMENT
9. We would like to thank staff for their co-operation and assistance during the course of our work.
RELEASE OF REPORT
10. The table below sets out the history of this report.
	Date draft report issued:
	20th December 2017
	

	Date management responses received:
	21st December 2017
	

	Date final report issued:
	3rd January 2018/
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11. The following matters were identified in reviewing the Key Risk Control Objective:
	Directed Risk: Failure to direct the process through approved policy & procedures.


11.1 The Fleet Strategy was last reviewed and updated in April 2017 and covers the five-year period up to 2022. The strategy acknowledges that the effective and efficient use of Fleet is an enabling platform to deliver Policing Priorities. The objectives of the strategy are clearly defined in the document, which include “Maintain vehicles and cause minimum disruption to operational policing and comply with legislation and Regional/National guidance” and “Demonstrate that the Fleet is cost effective and delivers value for money”.
11.2 The strategy requires that the Force will have an on-time service and maintenance programme to enhance effective operational policing supported by a comprehensive accident management process and that all scheduled servicing is carried out in accordance with vehicle manufacturers recommended service intervals and service times.
11.3 The Force uses the Car Fleet Control (CFC) fleet management system, which is supported by the developer. The system is subject to regular updates and the current version in operation is 75.3.0. The system is used to record details for all vehicles on the Force's fleet, from the point of order through to disposal. Details recorded for each vehicle are comprehensive and initial data includes the following information: 
· Make and Model; 
· Registration Number and Registration Date; 
· Engine Number; 
· Chassis Number; and 
· MOT Date.
11.4 Servicing schedules are also documented and are input at the time a vehicle is added to the fleet. It was noted that some fields can be amended post addition, however some fields cannot be changed, such as the Chassis Number. 
11.5 The system also records all works undertaken on a vehicle, along with the actual costs incurred, thereby building up a comprehensive record during the lifespan of a vehicle.
11.6 The Head of Procurement and Fleet has overall responsibility for the fleet management arrangements and is supported by the Senior Fleet Assistant, the Technical Fleet Assistant and the Buyer and Fleet Assistant, who provide the day-to-day support.
11.7 The Force contracts out all repairs and maintenance works and currently has five contracts, which are located geographically to assist with delivery. Covert vehicles are maintained through neighbouring Forces' own workshops.
11.8 Contracts for all five current providers were let in April 2013 on a three year basis with the option for an additional two years. It was noted during discussions with the Head of Procurement and Fleet that all contracts were extended by the two years in 2016, to allow the Force to explore if efficiencies could be gained from collaborating with the Fire Service. The contracts are next due for procurement in 2018.
11.9 Contracts were let on a fixed hourly maintenance cost basis for the initial three years along with agreed discounts on parts, dependent on the vehicle manufacturer. The costs for the two year extension were agreed when the contracts were originally let and included a small increase in the labour costs.
11.10 Key Performance Indicators (KPI) are standard across all contracts and are included in the contract documentation. There are five performance indicators that come under the following headings: 
· Timescale/Turnaround of Vehicles; 
· Collection/Delivery of Vehicles with a two hour timeframe; 
· Submission of Invoicing; 
· First Time Fix - Repeat Repairs; 
· Unscheduled Works - Down Time.
Each KPI is scored against documented criteria with a target score for each indicator. 
11.11 Quarterly KPI review meetings are required to be held, however, these are not documented and it is understood from discussions undertaken during the audit that they have not been held at the expected frequency. It is acknowledged that there is regular contact with contract providers through which minor issues are resolved.
	 Recommendation: 1
	Priority: 3

	Formal review meetings with each contractor be undertaken with minutes and actions agreed being recorded.





11.12 Downtime, the time a vehicle is unavailable due to service/maintenance, is monitored at review meetings, although again this is not formally recorded. The calculation used is based on the hours a vehicle is not available against the number of vehicles assigned to each contract, with the assumption that a vehicle is available for 24 hours per day. Figures were produced for the audit that covered each contract provider for the current year to date and can be seen in the table below. 
	Contract Provider
	Downtime Year to Date (%)
	Downtime Year to Date (hours)

	Drive Vauxhall
	1.94
	2314

	Jennings Middlesbrough
	1.17
	7051

	Jennings Stockton
	2.52
	6168

	Simon Bailes
	2.95
	8888

	Denney's
	0.9
	2671


	Compliance Risk: Failure to comply with approved policy and procedure leads to potential losses.


11.13 All vehicles in the Force's fleet are serviced in accordance with the servicing schedules set by each manufacturer. Details are recorded on Car Fleet Control when the vehicles are first taken into the fleet. The mileage interval as well as the period interval is recorded. This ensures that vehicles that do lower mileages can be flagged for their periodic service.
11.14 A report was generated to identify vehicles that had a predicted service date that had passed. There were a total of 32 vehicles that were identified as such, of which, 14 were flagged as 'For Disposal'. This was confirmed with records held.  
11.15 A sample of 15 of the remaining vehicles on the list was selected for review. The following was noted: 
· Ten vehicles were not due based on the current mileage and/or the previous service date; 
· One vehicle was due within 20 days based on the previous service date; 
· One vehicle due within next two weeks based on mileage recorded; 
· One motorcycle had an incorrect mileage recorded (corrected during audit visit); and 
· One off-road motorcycle that had only covered 412 miles was due a health check, but had not been identified.
11.16 A further sample of 10 vehicles that where not flagged as overdue was reviewed. For each vehicle reviewed there was evidence to support that the service had been carried out at the correct interval, with the contractor 'In' and 'Out' dates according with the service date held on CFC. Invoices had been received and paid for all but the two most recent services in the sample, which had been carried out in the two weeks prior to the audit visit.
11.17 The date that the MOT falls due is recorded on CFC based on the date of original registration.  MOTs are undertaken externally by the same contractors appointed for maintenance provision. Exempt vehicles are maintained using approved centres at neighbouring Forces.
11.18 A report to identify vehicles within expired MOT date was not able to be generated from CFC. As such, a sample of 26 vehicles, which equated to circa 25% of vehicles older than three years of age, was selected for review. There were four vehicles that were identified as exempt under Category I (Vehicle provided for police purposes and maintained in an approved workshop). Evidence to support these vehicles being checked by an approved workshop was provided.
11.19 Two certificates were not initially able to be evidenced, although CFC had dates recorded as being completed in May 2017 and July 2017. Further investigation confirmed that although the vehicles had been booked in for an MOT, they were not made available on the appointed day, and were therefore not done. This had not been identified by the Fleet team. Appointments were immediately made for the vehicles to have an MOT and it was confirmed that they were collected by the contractor for testing during the audit visit.
	Recommendation: 2
	Priority: 2

	The process for the identification and completion of MOTs be reviewed to ensure that all vehicles are tested within the required timescale and that certification is received.


11.20 Vehicle users can email the Fleet inbox to record any issues with vehicles. The inbox is monitored throughout each week day with appointments made with the contract provider to undertake any necessary repairs. Direct contact with the Fleet team via telephone is also an option for reporting or discussing potential issues.
11.21 All repairs are logged on CFC, which generates an order number for the contract provider to proceed. The process then follows the same as the servicing.
11.22 A review of recent invoices submitted by each contractor was undertaken. It was noted that for Denney's, parts were recorded at the full price and the discounted price, whereas the other contractors just quote a single price. The following anomalies were noted from the sample of invoices submitted by Simon Bailes. The invoices all related to recent works.
· Code ADBLUE280 charged at £2.00, £1.50 and £0.55 per unit on invoices 21114875, 21114768 and 21114769 respectively; 
· Part reference SK5562 charged at £5.18 on invoice 21114872 and £8.87 on invoice 21114769; 
· Part reference BM9969 charged at £49.51 on invoice 21114459 and £44.02 on invoice 21114247.
11.23 Discussions with the Fleet team noted that whilst there are 'sense' checks on the invoices submitted there is no detailed scrutiny of individual prices, as there are over 100 invoices processed each week.
	Recommendation: 3
	Priority: 2

	A review of charges for key/regular items be undertaken periodically to ensure that consistent pricing is being applied by the suppliers.


11.24 The contract for tyres is let to Central Tyres who provide the service across the Force area. Parameters for replacing worn tyres are in place, with a change not being permitted until there is 3mm remaining. The Technical Fleet Assistant advised that all tyres that are replaced, whether due to damage or wear, are retained by the contract provider to facilitate a physical review before disposal. It was noted that the records used to undertake and record this check are not retained.
	Recommendation: 4
	Priority: 3

	The records of checks undertaken in replacement tyres be retained to provide a more detailed audit trail.


11.25 The Force has a contract with All Star for the provision of fuel, oil and car washes. The contract is due to end in May 2018 and an OJEU procurement exercise is to be undertaken. At the end of September 2017 there were a total of 443 live cards, of which 324 were assigned to vehicles and 119 were assigned to individuals.
11.26 A weekly transaction report is provided by All Star that itemises all transactions, which is imported into CFC. An exceptions report is generated by the system that highlights any lines that can't be matched, as well as any mileage variances in excess of a 5,000 difference. The exceptions report is subject to review with all highlighted issues investigated and resolved. The corresponding invoice is received the following week.
11.27 A quarterly summary report is provided by All Star that provided detailed information on the use of the cards. This includes benchmarking against national average prices and a breakdown of fuel by type, brand and most used cards. Information on carbon footprint is also included. The contract includes a discount of up to 3 pence per litre at 17 designated outlets. At the time of the audit, the All Star reporting did not include any data to identify what percentage of the fuel purchased was through theses outlets. It is understood that this facility is to be introduced shortly.
	Operational Effectiveness Matter: 1

	A regular review be undertaken on fuel outlet usage to identify where better use of the potential discounted price could be utilised when the All Star report is made available.


11.28 The Force has telemetric devices in its vehicles, however, it is understood that the data needs to be collected on an individual vehicle basis and cannot be automatically collected to a central source. Discussions held during the audit highlighted that the software required to allow automatic central collation of the data was originally planned and budgeted for, however, other IT projects had then taken precedence and no further progress was made.
11.29 Several Forces have introduced telemetric technology into fleet vehicles.  The technology usually provides real time tracking of vehicles and can reduce fuel and labour costs. The system provides an automated vehicle log book by recording the start date/time, end date/time, driver, mileage, speed and location route of each vehicle trip and provides vehicle utilisation reports. The reports can be used to identify the optimum number of vehicles required to meet demand, driver behaviour and many more features.  One Force, who operated circa 430 vehicles, introduced the technology in late 2015 and a review in 2016 identified that the Force had used 58,126 less litres of fuel at an estimated cost of £91,328 compared to 2015.  The organisation’s Fleet Manager also noted significant underspend in tyres and servicing costs in 2016/17, which could also be connected to the technology. 
11.30 In its current format, to collect this information would be an onerous task, which would likely outweigh any benefits that may be derived from an analysis of the data collected. Consideration should be given to implementing the IT software that would allow the data to be collected in an efficient and effective manner, thereby utilising the technology that is available.
	Operational Effectiveness Matter: 1

	Consideration be given to implementing the IT telemetric software that would allow the data to be collected in an efficient and effective manner, thereby utilising the technology that is already installed in vehicles.



---------------



image2.png
REASONABLE

ASSURANCE





image1.jpeg




image3.jpeg
tiaa




