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Value for Money and Customer Services

Overview and Scrutiny Committee

Working Group Members:

Councillor Mike Band (Chair)

Councillor John Williamson

Councillor Richard Seaborne (Housing Overview and Scrutiny Committee Representative)

Councillor John Gray (Audit Committee Representative)

Chair’s foreword

The final Waverley Borough Council accounts for the 2016-17 year showed significant 
slippages to the capital expenditure programmes of both the general fund and the housing 
revenue account. As a result, the Value for Money and Customer Service Overview and 
Scrutiny Committee agreed that a working group should be set up to undertake an in-depth 
review of capital expenditure management and processes with the objective of establishing 
what had been happening and what lessons could be learnt.

This report sets the working group’s findings and recommendations out in detail. It 
recognises the improvements already made to systems and processes since the 2016-17 
year but recommends that there is scope for further development in several key areas, 
namely project initiation, budget management and project management. To this end, the 
report makes 19 separate recommendations.
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1. Executive summary

Background

1.3 In light of significant slippage of capital expenditure observed in the budget 
expenditure reports for 2014-15, 2015-16 and 2016-17 by the Value for Money and 
Customer Services Overview and Scrutiny Committee (the Committee), it was 
agreed that a working group (the group) should be set up to review the process and 
management of the capital expenditure programme and identify improvements to 
the process to ensure value for money is being maximised.

1.4 The review addressed both General Fund and Housing Revenue Account (HRA) 
capital projects.

1.5 With the objective of understanding the cause of the slippage observed, the purpose 
of the review was to make recommendations which, if adopted, would contribute to 
more efficient use of approved capital funds.

Key findings

1.6 The key findings listed from 1.5 – 1.11 are all addressed in further detail in the 
report. 

1.7 The major responsibility for overseeing the justification of projects, including their 
budgets, was not formalised by an official process. This not only made a 
comprehensive view of all projects difficult but it also increased the risk relating to 
estimations and justification of funds.

1.8 Some budgets were prematurely approved, resulting in funds being reserved for 
projects, the viability of which had not been fully assessed, or initial foundation work 
had not been carried out. The inconsistent approach to business cases meant that 
not all projects benefitted from thorough feasibility considerations.

1.9 The lack of adequate officer resource was a recurring theme throughout the review. 
The demand on officer resource was not given sufficient consideration when 
planning projects, resulting in unrealistic expectations of officer capacity at the 
project planning stages.

1.10 Early on in the review the group learnt that as a result of the way funds for projects 
are budgeted and approved, what looks like slippage is often intentional re-
scheduling of funds from one year to another. This commonly used way of 
rescheduling funds resulted in budget reports, which gave the impression of 
slippage even though funds were being used in an appropriate manner.

1.11 For some projects the underspend of budgets was not always reported in a timely 
manner due to the fact that unspent funds would be automatically re-scheduled into 
the next year. Although genuine savings on a budget were not to be rescheduled 
they were not always reported in time for the savings to be used to fund another 
project.

1.12 Despite the review’s scope focusing on budget management, the group identified 
that variability in the effectiveness of project management was another recurring 
theme. The lack of a standard approach to the documentation for projects meant 
that methods of project management were inconsistent.
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1.13 Ownership of projects was not always clear and appropriate, resulting in a reduction 
in the effectiveness of delivery of projects due to the fact that overall responsibility 
was ambiguous.

2. Report

Background

2.1   In considering capital budget expenditure reports from 2014-15, 2015-16 and 2016-
17 the Value for Money and Customer Service Overview and Scrutiny Committee 
members observed significant slippage. Whilst the committee accepted there may 
be reasonable grounds for some slippage in relation to the size of the programme, 
the extent observed caused the Committee some concern. Further, the Committee 
believed that the lateness in identifying the slippage may be inhibiting the 
introduction of replacement items and making full use of the resource approved by 
Council.

2.2 The Committee agreed to set up a working group to review the process and 
management of the Council’s capital expenditure programme. The scope of the 
review is attached (Appendix 1).

2.3 The overall aims of the review were to:

 Understand the process and management of the capital expenditure 
programme as it currently stood;

 Identify potential improvements for the programme’s process and management 
with a view to, if appropriate, introducing replacement items when there is 
significant slippage.

2.4 To achieve this, the group scrutinised the following elements of the capital 
expenditure programme process:

 Identification and selection of capital expenditure items.
 Commitment of funds on capital expenditure items.
 Management of capital expenditure items.
 Allocation and use of contingent funds.
 Identification and reporting of slippage.
 Identification and approval of substitute capital expenditure items.

Conduct of the review 

2.5 The group invited officers managing various projects from across the Council to 
attend the group meetings. The projects being reviewed were chosen from the 
2016/17 capital expenditure outturn reports by the Chair of the group, in liaison with 
Heads of Service (HoS). A wide range of projects were chosen to ensure the most 
representative sample. 

2.6 Factors taken into account when choosing the projects were:

a) Size of project (budget/spend),
b) Length of project (seasonal/multi-year),
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c) Nature of project (recurring/one off).

The projects chosen for review are listed in table 1 below:

Service Project Year

Gostrey/Memorial Hall

Higher Level Stewardship (HLS) 
capital works

Communities

Frensham Common

IT mobile working solutions

Housing Software Systems 
interface

Pump House business continuity 
arrangements

Manfield Park

General fund

Customer and 
Corporate Services

Gostrey Meadow Pavilion

Asbestos removal

Windows and doors

Housing Operations

Estate works

Station Road

Wey Court

Housing Revenue 
Account (HRA)

Housing Development

Binhams Lea

2016/17

Table 1 Capital projects chosen for review 

2.7 The group met a total of five times and heard from officers from various services. 
Each meeting was dedicated to a particular service and the chosen projects that fell 
within that service area. The purpose of the first meeting was for the working group 
to understand the process of the capital expenditure programme from justification 
through to delivery as it was in 2016/17.

2.8 Officers were invited to present documents they used to help them manage the 
delivery of the chosen projects from 2016/17, in order for working group members to 
gain a better understanding of the process of project justification and project 
management.

2.9 The review was supported by the Accountancy Manager, who provided information 
to the group about the capital expenditure programme, outlining the process in the 
first meeting and answering more specific points in subsequent meetings.
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2. Findings

Project initiation

Independent oversight
2.3 The group reviewed the process for establishing the annual capital expenditure 

programme.

2.4 The issue of the limited amount of independent oversight and the need for it in terms 
of validation arrangements, estimation of budget figures and setting of project 
milestones was identified by the group.

2.5 The group expressed concern about the validation process of projects at this early 
stage. It was understood that Heads of Service were expected to validate their own 
project justification forms, with no independent oversight until seen by a Director. 
This placed significant reliance on HoS to provide accurate figures and on the 
Director to judge which projects should be included in the programme. For example, 
an initial budget of over half a million pounds had been approved for a project, only 
for over £700k to be added to the budget a year later.

2.6 It was the responsibility of HoS to ensure projects were brought in on budget and 
issues reconciled at an early stage.

2.7 For major projects an employer’s agent would be procured to verify the figures and 
that support from the Procurement Officer would help ensure the figures are as 
accurate as possible. 

Ownership of projects and budgets
2.8 Clarity on ownership of projects and budgets is vital to their success. Without a clear 

owner, projects are at risk of losing focus and therefore budgets are at risk of 
slipping.

2.9 One of the projects chosen for review was the development of the Orchard-Agresso 
interface. Due to the cross-service nature of the project it relied on several services 
for implementation. The group learnt that while the IT team had completed the 
technical element of the project, they had been waiting for confirmation from 
Finance and Housing before the system could go live.

Recommendations:
1. It is recommended that a greater level of independent oversight and review of 

projects in terms of validation arrangements, estimated figures and project 
milestones is introduced. A formal process on a rolling basis for supervision and 
review of projects would ensure they are subject to thorough oversight, possibly 
by Management Board.

2. It is recommended that a mechanism to reduce the heavy reliance on HoS to 
ensure projects are brought in on budget, and that resources are sufficient, is 
considered and introduced.
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2.10 The IT Manager referenced another cross-service project that involved 
Environmental Services. This project had run much more smoothly due to there 
being one project manager with overall responsibility.  The group felt that cross-
service projects with IT support belong in the capital expenditure programme of the 
service using the system, and should not be included in the IT capital expenditure 
programme. This would result in the user-service owning the project, and clearer 
project responsibilities being defined.

2.11 The group also felt that there needed to be an organisation-wide mechanism for 
managing interface projects that involve more than one service. This would improve 
project management as clear responsibilities would be assigned.

2.12 The group reviewed several projects relating to property. Members expressed the 
feeling that due to their nature, projects involving capital investment should be 
recorded differently from standard capital expenditure projects. The group 
suggested separating investment properties from other capital projects. It was noted 
that the remit of the Investment Advisory Board (IAB) is due to be reconsidered and 
the group suggested the remit should include consideration of capital expenditure on 
investment properties already owned in addition to the purchase of additional 
properties.

Viability assessments and business cases
2.13 Viability assessments and the generation of business cases can be important 

elements at the beginning of projects, depending on their nature. 

2.14 The purpose of a business case is to explain the need for the project and set out its 
design and evaluation. Having robust business cases lessens the risks already 
identified regarding independent oversight and reliance on HoS.

2.15 Viability assessments are particularly important when there is significant budget 
assigned and there are a number of factors at play including external factors which 
could threaten the success of the project, for example projects involving the 
investment in, or use of, property.

2.16 There was not a corporate process by which business cases were reviewed 
alongside the budget bid and viability assessments were sometimes made after the 
full budget had been requested.

Recommendations:
3. The ownership of projects concerning property needs to be clearly defined 

to ensure clear lines of responsibility. 

4. Cross-service projects need robust project management arrangements to 
avoid fragmentation of ownership which can impact negatively on project 
delivery. 

5. Ownership of projects which are facilitated by supporting services, such as 
IT, should sit within the initiating department.
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2.17 For example, in 2016/17 a project had been agreed, with a budget of £79k, only for 
the contract underpinning the project to be terminated shortly afterwards due to lack 
of confidence in the provider.

2.18 Further, the group noted the ‘document management’ project of 2016/17, for which 
the budget was agreed at £60k before a business case was prepared. After 
approval the viability of the project was evaluated and it was felt that this project was 
not viable resulting in its cancellation. 

2.19 The group felt, particularly in relation to property projects, that some of the projects 
were speculative, with the budget being agreed before a thorough viability 
assessment was completed and business case produced. The group suggested that 
a fund be allocated specifically for feasibility studies on larger projects before the full 
budget is agreed.

Officer resource 
2.20 All projects, to varying extents, rely on officer time to be delivered. The level of 

officer resource can directly affect the number and progress of projects. Therefore 
officer resource is a key consideration when reviewing the process and 
management of capital expenditure projects.

2.21 Not all projects benefitted from project baselines. Project teams often relied on 
prioritisation of tasks to meet project deadlines and bringing in extra resources was 
not common practice at Waverley. Although there was a mechanism for requesting 
temporary resourcing support this is not a commonly used option.

2.22  Members expressed concern about the lack of provision for additional resources, 
particularly for major projects. The group felt that some project teams, such as the 
Memorial Hall team, were being stretched to achieve deadlines that were unrealistic 
with the current resource level. It was stressed by the group that there was an 
opportunity cost to projects not being fully resourced. Members emphasised that 
whilst officers were stretched working on one project there could potentially be other 
projects that are not receiving appropriate attention. It was agreed that it might be 
more financially beneficial in the long term to fully resource projects by drafting in 
temporary support, rather than stretching officers and putting delivery of projects 
and day-to-day work at risk.

2.23 Difficulties in recruiting to some technical posts in Housing led to additional 
pressures on resources and in some cases directly impacted the delivery of some 
projects, for example the windows and doors programme of the 2016/17 HRA. The 

Recommendations:
6. A need is identified for a robust justification process, bringing together a clear 

business case with sufficient detailed costings to ensure transparent decisions 
are made.

7. Where feasibility is less certain, viability assessments and robust business 
cases need to be prepared before bids are made for funds for larger projects. A 
fund for feasibility studies was suggested. This would include undertaking all 
preparatory work to fully understand the requirements of a project before budget 
is sought.
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challenge of recruiting even agency staff is one experienced across a number of 
Council services and adds to the pressure on stretched officer resource more 
generally.

Budget setting

Budget phasing 
2.24 Throughout the review Members emphasised that when Council approves budgets 

the expectation is that they will be spent in the time period agreed.

2.25 Because budgets could only be approved for a year at a time, project managers 
were hesitant to phase spending due to the perceived risk of not having the 
necessary funds later in the project. Therefore, despite the process allowing for 
phasing, budgets for entire projects were being scheduled and agreed for one year.

2.26 The Memorial Hall project, for example, scheduled over £1.5m in 2015/16 despite 
the expectation that significant spend wouldn’t occur until 2017/18.

2.27 Members showed concern that the process did not reflect realistic expenditure for 
multi-year projects. The lack of provision for phased budgets to be agreed all at 
once meant that what officers saw as routine re-scheduling by slipping, Members 
perceived as a delay in the project. The group also expressed its disappointment in 
the transparency of this process and endorsed the changes made by the Finance 
team to allow for phased budgets, detailed further in section 4.

Contingency
2.26 The need for contingency budgets varies depending on the nature of the project. 

Some recurring projects with low risk do not require contingency budgets whilst 
bigger projects, with higher levels of risk, need a contingency provision.

2.27 Some of the projects, particularly the larger ones, had their own contingency 
budgets built into the agreed overall budget, for example the Memorial Hall project. 
Members asked if the contingency budgets are adjusted as the projects progress 
and the risk of unexpected costs decreases. It was recognised that projects tend to 
maintain sizeable contingency budgets. Savings might be found if contingency 
budgets are reassessed as the projects progress.

2.28 The possibility of a corporate projects contingency budget was raised for major 
projects rather than each individual project having its own separate budget. 

Recommendations:
8. Officer resource needs to be properly measured and factored when 

agreeing projects to ensure both delivery on projects and day-to-day work is 
covered. A time based resource plan including milestones would enable easier 
identification of a potential strain on resources.

9. A mechanism for flagging significant pressure on resources needs to be 
included in a time based resource plan. This could also be addressed through 
modification of the new budget-setting forms to include estimated resource 
requirements.
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Delivery

Project management 
2.29 The group was told that project management abilities vary across the organisation 

and that steps were being taken to ensure there was a consistent approach. Officers 
told Members that work is being done to review and refresh project management 
documentation.

2.30 The review raised various concerns about project management practices relating to 
project ownership and documentation.

2.31 Members felt that the development of the Orchard-Agresso interface suffered from 
problems with project management. As mentioned in section 3.7 of this report, the 
interface project did not have a dedicated project owner with overall responsibility. 
This resulted in delays to the implementation of the interface despite the earlier 
completion of the project’s technical elements. Members made the point that the 
money had been spent to complete the technical side of the project but the benefit 
to the service was not felt until later.

2.32 Members asked project managers about their use of baselines of original timescales 
and budget spending. There was an inconsistent approach to how baselines were 
used, with some created in Microsoft Project and others in Microsoft Excel. Reliance 
on these original plans also varied, as did the use of risk registers and action 
plans/logs. Members felt the issues around officer resource related to project 
management. If projects had a clear initial timescale with allocated resources and 
action plans then it would be easier to identify when projects were in need of 
additional resource. Without these project documents officers are working to 
complete projects without yardsticks to measure success.

2.33 Depending on the size of the project there will be a project working group monitoring 
its progress. For the Memorial Hall this group met weekly with the attendance of the 
Head of Finance. The notes were shared with the relevant Portfolio Holder with the 
budget monitored by Finance. 

2.34 As highlighted in section 3.3, Members expressed concern about the level of 
independent oversight of projects at their start. The group asked about independent 

Recommendations:
10. Budgets for projects need to allow for phasing over more than one financial 

year. In the past few years budgets have focused on one year only, which has 
resulted in ambitious timetabling due, in part, to uncertainty of funding being 
available in future years. 

11. Contingency budgets need to be explicitly or separately secured to increase 
transparency of budgeting. 

12. As part of the robust monitoring process of projects, contingency budgets 
should be subject to review as the project progresses.

13. Consideration of a corporate contingency budget should be made in order to 
avoid over-budgeting of funds.
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oversight of the project during its lifetime and whether or not there was an 
independent ‘gate-keeper’ overseeing progress according to project milestones. The 
lack of the requirement for a document stating the business case and project 
baseline (with reference to resources and spending) raised concern with Members.

2.35 The group learnt that, understandably, the attention of project managers tended to 
be focused on projects with bigger budgets. The group emphasised that whilst it’s 
important to deliver on major projects smaller projects can have a big impact on 
residents.  

Slippage/rescheduling
2.36 As described in section 2.1, this capital expenditure process and management 

review originated from concern about the amount of slippage observed in budget 
spending reports. 

2.37 Due to the way budgets were set (as highlighted in 3.25), slipping budgets was 
effectively a way of rescheduling funds. This meant that despite the figures showing 
significant sums being slipped, there was not necessarily any deviation from the 
original spending plan.

2.38 Whilst Members acknowledged the reason for the size of the slippage figures, they 
reiterated their frustration that when Council approves the capital expenditure 
programme it expects the money to be spent in the time period agreed. It was also 
suggested that other projects should be brought forward to make use of the slipped 
budget if the original project was unable to use the funds in that year.

2.39 Members questioned the slippage of £18,576 from 2016/17 into 2017/18 for the 
mobile working project. The IT Manager told the group that the reason for this 
underspend, was because of the fall in the price of the devices and the lower than 
expected take-up of them. Members emphasised the importance of early reporting 
of underspend by project managers, reiterating the possibility other projects might 
be brought forward.

2.40 Whilst this may be possible for some projects, the IT Manager explained that 
because the mobile working project is demand led the funds would have to have 
been secure in case a service had a review and decided to go down the mobile 
working route.

Recommendations:
14. A standard approach to project management should be developed and 

implemented across the Council. The standardisation of project documentation 
would result in more thorough overview of projects and make the assessment of 
project progress against initial plans and milestones easier. These documents 
would include risk registers and project baselines. The new approach should 
allow for flexibility to reflect a project’s scale of spend and risk.

15. The accounting system should be utilised as a tool for budget 
management as opposed to merely reporting budget activity. This would result 
in financial information being in a form useful to both the accountancy team and 
project managers.
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2.41 The Orchard-Agresso interface project was also discussed in terms of slippage. 
Members felt that as issues became apparent officers should have realised the 
project wouldn’t be fully implemented and that the budget allocated could have been 
released for another purpose. 

2.42 The Pump House project was also reviewed. The group learnt that it was originally 
the contingency location for business continuity of the Burys. Part way through the 
project it was decided that the Memorial Hall would replace the Pump House as the 
contingency location. 

2.43 For this project £40k was allocated in 16/17 and it was known by August 2016 that 
the work wouldn’t be done due to the change of arrangements. The group 
expressed confusion as to why it was only decided in January 2017 that the budget 
would need to be carried forward. Whilst officers accepted the point being made 
about early reporting of slippage, Members were reminded that due to timescales 
leading up to Council meetings the report would have been drafted in November to 
come to January Council.

2.44 As the review progressed Members noted that it was the smaller projects that were 
the cause of most of the concern around slippage; the larger projects normally had 
more clear reasons for significant rescheduling.

2.45 The evidence showed that it is not unusual for underspends of around 20% to be 
made. Members reiterated their point that early reporting of these savings could 
mean alternative projects are brought forward.

3. Improvements to the 2018/19 Capital Expenditure Programme

3.3 Throughout the review Members were reassured by the changes that had been 
made to the budget setting process for the 2018/19 budget and beyond.

3.4 In answer to some of the concerns that had been recognised by officers prior to this 
review, a new project justification form had been prepared. The new form now 
requires project managers to explicitly phase spend across the year by month. It is 
expected that this change will enable project managers and Finance to recognise 
and report savings earlier, increasing the potential for alternative projects to be 
brought forward.

3.5 The new approach to budget setting allows for phasing of budgets across more than 
one year. This means multi-year projects can now securely phase their spend with 
the certainty of funding in future years. It is likely that this change will result in more 
accurate rescheduling figures in outturn reports.

3.6 Members noted that the new budget setting forms do not require officers to estimate 
resource levels at the same time as estimating funding. The addition of a line to 
estimate the monthly Full Time Equivalent (FTE) level required to deliver a capital 
project could help flag where officer resource is over-allocated.

Recommendations:
16. Close monitoring of the timeliness of slippage reporting should be 

exercised in coordination with the implementation of the new project justification 
forms. More timely reporting would allow greater flexibility in the capital 
programme with opportunities for alternative projects to be introduced.
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3.7 Member suggested that the new budget setting forms are possibly over-detailed for 
projects running into a second and subsequent years. Estimating budgets by month 
rather than by quarter probably represents an unjustified level of detail and should 
be reviewed.

4. Recommendations

Project Initiation

1. It is recommended that a greater level of independent oversight and review of 
projects in terms of validation arrangements, estimated figures and project 
milestones is introduced. A formal process on a rolling basis for supervision and 
review of projects would ensure they are subject to thorough oversight, possibly by 
Management Board.

2. It is recommended that a mechanism to reduce the heavy reliance on HoS to 
ensure projects are brought in on budget and that resources are sufficient is 
considered and introduced.

3. The ownership of projects concerning property needs to be clearly defined to 
ensure clear lines of responsibility. 

4. Cross-service projects need robust project management arrangements to avoid 
fragmentation of ownership which can impact negatively on project delivery. 

5. Ownership of projects which are facilitated by supporting services, such as IT, 
should sit within the initiating department.

6. A need is identified for a robust justification process, bringing together a clear 
business case with sufficient detailed costings to ensure transparent decisions are 
made.

7. Where feasibility is less certain viability assessments and robust business 
cases need to be prepared before bids are made for funds for larger projects. A 
fund for feasibility studies was suggested. This would include undertaking all 
preparatory work to fully understand the requirements of a project before budget is 
sought.

8. Officer resource needs to be properly measured and factored when agreeing 
projects to ensure both delivery on projects and day-to-day work is covered. A time 
based resource plan including milestones would enable easier identification of a 
potential strain on resources.

9. A mechanism for flagging significant pressure on resources needs to be 
included in a time based resource plan. This could also be addressed through 
modification of the new budget-setting forms to include estimated resource 
requirements.
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Budget Management

10. Budgets for projects need to allow for phasing over more than one financial 
year. In the past few years budgets have focused on one year only, which has 
resulted in ambitious timetabling due, in part, to uncertainty of funding being 
available in future years. 

11. Contingency budgets need to be explicitly or separately secured to increase 
transparency of budgeting. 

12. As part of the robust monitoring process of projects, contingency budgets should 
be subject to review as the project progresses.

13. Consideration of a corporate contingency budget should be made in order to 
avoid over-budgeting of funds.

Project Management

14. A standard approach to project management should be developed and 
implemented across the Council. The standardisation of project documentation 
would result in more thorough overview of projects and make the assessment of 
project progress against initial plans and milestones easier. These documents 
would include risk registers and project baselines. The new approach should allow 
for flexibility to reflect a project’s scale of spend and risk.

15. The accounting system should be utilised as a tool for budget management 
as opposed to merely reporting budget activity. This would result in financial 
information being in a form useful to both the accountancy team and project 
managers.

16. Close monitoring of the timeliness of slippage reporting should be exercised in 
coordination with the implementation of the new project justification forms. More 
timely reporting would allow greater flexibility in the capital programme with 
opportunities for alternative projects to be introduced.

General

17. After one year of the review’s approach using a graphical presentation should be 
repeated in order to monitor progress of the improvements made to the capital 
expenditure programme.

18. The new process of phasing budgets across several years should be 
presented in budget papers for both the general fund and the HRA.

19. A clear link between budgets and service plans should be drawn in papers 
presented to members.
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SCOPING A SCRUTINY REVIEW

Background

Overview and Scrutiny by definition of the Local Government Act 2000 has the 
power to investigate and review an issue or concern by conducting an in-depth 
scrutiny review. Choosing the right topic for an in-depth scrutiny review is the first 
step in guaranteeing that the work of scrutiny adds value to the corporate priorities 
and benefits the Borough’s residents. The Overview and Scrutiny Committee may 
wish to appoint a Members task and finish group to undertake a majority of the 
research and to evaluate the evidence. 

What makes an effective scrutiny review?

An effective scrutiny review must be properly project managed. The review must 
clearly state the aims and objectives, rationale and how the review will contribute to 
policy development / improve service delivery. To ensure the review goes well it is 
vital that the scope is robust and thorough and is treated as a project plan. The 
review should be SMART (Specific, Measurable, Achievable, Realistic & Time-
bound) in its scope in order to have the most impact. The scoping template is 
designed to ensure that the review from the outset is focused exactly on what the 
Members hope to achieve.

The scoping document should be treated as the primary source of information that 
helps others understand what the review inquiry is about, who is involved and how it 
will be undertaken. Once the scoping document is complete it should be circulated to 
relevant officers and key members of the Executive for comment before being 
agreed by the relevant Overview & Scrutiny Committee. The scrutiny review will be 
supported by the Scrutiny Policy Officer.

What happens after the review is complete?

It is important that the relevant Overview & Scrutiny committee considers whether an 
on-going monitoring role is appropriate in relation to the review topic and how 
frequently progress is reported back to the Overview & Scrutiny committee after 
completion. Overview & Scrutiny should be monitoring the progress and reviewing 
the changes that have been made as a result of a scrutiny review to ensure the work 
undertaken has been effective in achieving its objectives.
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FOR COMPLETION BY MEMBERS PROPOSING THE REVIEW

Who is involved?
3. Chair of the task and finish 

group:
4. Members on the task group: Cllr John Williamson

Cllr Mike Band
Cllr Richard Seaborne

5. Scrutiny Policy Officer: Yasmine Makin

Research programme

6. Rationale /  background to the review:
Why do you want to undertake this review?
What has prompted the review? E.g. legislation, public interest, local issue, performance information etc.

The committee has observed significant slippage in the capital programmes of both the 
General Fund and the Housing Revenue Account (HRA) and as a result the committee is 
concerned that this may be leading to both poor value for money and also possible poor 
customer service. Whilst there can be reasonable grounds for some slippage, the extent 
of the slippage in relation to the total programme and the lateness in identifying it appears 
to be inhibiting the introduction of replacement capital project expenditure (CAPEX) items 
and making full use of the resources already approved by the Council.

In particular, the committee want to undertake the review  to:
 Minimise project slippage.
 Minimise delays in delivering projects.
 Maximise the use of Council funding.
 Reduce the reputational risk of occurring and re-occurring slippage.

This in-depth scrutiny review runs parallel with the proposals in the Medium Term 
Financial Strategy to implement a new, more rigorous bidding and monitoring process for 
General Fund capital schemes, including rigorously testing all capital proposals for 
relevance, timeliness and deliverability (MTFS June ‘17). Moreover the Financial Strategy 
2017/18 – 2019/20 General Fund Budget 2017/18 states that the capital programme has 
been scaled back due to revenue budget pressure and the loss of the New Homes Bonus. 
Therefore there is every need to ensure the capital programme reflects a more rigorous 
bidding process which also reflects the Council’s corporate priorities to ensure greater 
value for money and customer service.  

Topic
1. Title of proposed review: Capital Expenditure Process & Management Review

2. Proposed by: Cllr Mike Band
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7. Terms of reference:
What are your desired outcomes?
What are the objectives for this review? (Linked to the research questions but are used to describe the general aims 
and outcomes of the review).
Which research questions do you want to answer? (Questions upon which the review will be focused  and for 
which timely and informed answers can be developed in accordance to the evidence collected)

Terms of reference

Desired outcomes

 To either give assurance that the current capital programme processes and 
procedure do give value for money.

Or, make recommendations to the Executive, for;

 Improvements to the CAPEX processes and procedures in both the identification and 
management of project slippages.

 A protocol and method for introducing replacement CAPEX items following early 
identification of slippage and;

 All proposed capital projects are timely, deliverable and give better value for money 
and customer service.

Objectives for the review

The committee would like to scrutinise in-depth the following process and procedures 
used in both the General Fund and HRA:
 Identifying and reporting on capital project slippages.
 Identifying and approving substitute capital items where significant slippages have 

taken place
 Identifying and selecting capital expenditure items to be included in the capital 

programme; including the bidding process and justification forms.
 Managing and monitoring the capital items.

Research questions

 What are the root causes of capital slippage in both the General Fund and the HRA?
 What is the current process for monitoring CAPEX items in the capital programme? 

And what is the current protocol for CAPEX items that have a significant amount of 
slippage? 

 Why do services not report slippages sooner?
 Does the current CAPEX bidding process lend itself to producing capital slippages? 

And if so, why?
 How imbedded are project plans in the bidding process?
 How does the current bidding process measure relevance, timeliness and 

deliverability of proposed CAPEX items?
 Does the current justification process explicitly describe the resources needed to 

deliver the project?
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8. Policy Development and Service Improvement
How will this review add value to policy development and/or service improvement?

Policy Development:

This review has policy development implications for ensuring processes and procedures 
do give value for money by:1

 Delivering projects in a timely fashion.
 Allowing for more effective treasury management.
 Reviewing the bidding process for CAPEX items to find out whether this inherently 

promotes unwanted slippage.
 Setting out a clear procedure / protocol for submitting a capital proposal.
 Introducing project planning in the bidding process to ensure better management of 

projects to avoid significant slippage in the future.

9. Corporate priorities:
How does the review link with the corporate priorities?
http://www.waverley.gov.uk/info/200009/council_performance/524/waverley_corporate_plan_2016_-_2019#

There is scope for this review to potentially impact on all corporate priorities depending on 
the projects, but particularly value for money. The careful use and planning of budgets 
allows for better financial management and treasury management to maximise interest 
income.

10. Scope:
What is and what isn’t included in the scope? E.g. which services does the scope cover?
 
This scope includes:
Capital expenditure projects for:

 The General Fund Account (GF)

 The Housing Revenue Account (HRA).

This scope does not include:
 All other finance accounts (e.g. the revenue budget) and monies from Central 

Government Grants, Council tax, business rate retention income and the Revenue 
Support Grant.

 Section 106 funded projects.

 The exchequer service.

NB: This scrutiny task and finish group will not encroach on work of the audit committee.

11. Methodology and methods:
Your methodology underpins how you will undertake the review. For example what evidence will need to be 

1 NB: these are initial suggestions which may or may not inform the recommendations from this scrutiny 
review.

http://www.waverley.gov.uk/info/200009/council_performance/524/waverley_corporate_plan_2016_-_2019
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gathered in-house and from external stakeholders / partners? 
Your research methods are the techniques used to gather knowledge and information. These include but 
are not limited to desk based research, interviews, site visits, engagement exercises, surveys, focus groups 
etc.
How do these methods help you to answer your research questions in section 7?

Methodology:

 Review past capital slippages and the reasons why projects couldn’t be delivered.

Preliminary / core documentation that will need to be collected to inform this review 
is as follows:

a. Council Budget 
b. The Capital Programme (General Fund & HRA)
c. CAPEX justification forms

Methods:

A series of Members task group meetings will be held to hear evidence from officers. 
Members will hear information and statements from witnesses and then ask questions to 
probe additional information to answer the key research questions set out in this scope.

Council services expected to contribute
Council Service Reason / Intention for evidence

12. Finance: Accountancy Understanding of process.
13. Communities Experience of process.
14. Environmental Services Experience of process.

External Witnesses to be invited / submit evidence
Organisation Reason / Intention for evidence

15. Portfolio holder (Ged Hall) Experience of process.
16.

17.

19.

20. Project plan:
What is the proposed start and finish date?
How many task and finish group meetings are there likely to be?
Are the task and finish group meetings going to be thematic in approach? If so, what themes / policy issues 
will the task group consider in each respective task and finish group?
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Timescale
Proposed start date: November 2017

Proposed finish date: January 2018

Task and finish group plan
How many task and finish group meetings 
are anticipated to support this review?
Fill in and strike through as appropriate.

2

Task group theme (1): Process and monitoring.

Aim: Understand the process and why slippage occurs.

Witnesses: Kelvin Mills/Matt Lank, Richard Homewood, Cllr Ged Hall.

Task group theme (2): Recommendations.

Aim: Form any necessary recommendations to the Executive.

Witnesses: N/A

21. Scrutiny resources:
In-depth scrutiny reviews are facilitated and supported by the Scrutiny Policy Officer.

Yasmine Makin, Graduate Management Trainee (research and policy support to task 
group with the responsibility to compile information and write the final report).

Amy McNulty, Democratic Services Officer (organisation of task group meetings and 
recording key points and actions in task groups)

For completion by Corporate Policy Manager
Corporate Policy Manager comments:
Will the proposed scrutiny timescale impact negatively on the scrutiny policy officer’s time? Or conflict with 
other work commitments
I am confident that the timescale and scope for this review will be manageable within the 
context of the overall Overview and Scrutiny programme. 
Name: Louise Norie

22.

Date: 25 August 2017
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For completion by Lead Director
Lead Director comments:
Scrutiny’s role is to influence others to take action and it is important for the task and finish group to seek 
and understand the views of the Lead Director.

Are there any potential risks involved that may limit or cause barriers that scrutiny needs 
to be made aware of?

None.

Are you able to assist with the proposed review? If not please explain why?
(Are you or Senior Officers able to provide supporting documentation to this task group via the coordination 
of the Scrutiny Policy Officer?)

Yes - I feel that the O&S involvement in this important area is welcome and will add 
constructive challenge to the process.
Name and position: Graeme Clark, Strategic Director – Finance and 

Resources

23.

Date: 31/8/17

For completion by Executive Portfolio Holder
Executive Portfolio Holder comments
As the executive lead for this portfolio area it is important for the task group to seek and understand your 
views so that recommendations can be taken on board where appropriate.

Verbal agreement of scope – comments to follow.

Name and position: Cllr Ged Hall, Portfolio holder for Finance

24.

Date: 31/8/17


