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Important 

 Gloucestershire County Council’s Internal Audit function conforms to the 
International Standards for the Professional Practice of Internal Auditing. 
 

 The information contained within this audit report is confidential and personal data herein 
is subject to data protection legislation. 
 

This report has been prepared solely for the use of Gloucestershire County Council’s auditors 
and those officers and Members named on the distribution list.  Its contents, either in part or in 
its entirety, must not be reproduced or distributed to anyone other than its intended recipients 
without the written permission of the Council’s Chief Internal Auditor. 
Gloucestershire County Council accepts no liability to any third party for any loss or expense 
arising from their reliance on any part of this report.

To:  Jon McGinty  Commissioning Director 
Wayne Bowcock Chief Fire Officer 
 

Copied to: Paul Blacker  Acting Director - Financial Services  
Jane Burns  Director of Strategy and Challenge 
Ian Mawdsley Head of Commercial Services 
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Executive Summary 
 

Introduction 
 

On 15th June 2018 a letter of complaint was sent by email to the Leader of the Council.  There 

were three strands to the complaint, one concerned the sale of a Gloucestershire Fire and 

Rescue Service (GFRS) owned vehicle and the former Chief Fire Officer’s (CFO) involvement in 

the process. The other two concerns were regarding staffing issues.  It was agreed that Internal 

Audit (IA) would investigate the sale of the vehicle and Human Resources (HR) would review 

the remaining two concerns, which are included within the management review of culture. 

 
Shortly after commencing the investigation, numerous whistleblowing allegations and Freedom 

of Information requests in respect of other concerns relating to GFRS governance 

arrangements, procedures, systems and processes were received.  As a result, following IA 

review, research, analysis and interviews with key stakeholders including relevant GFRS 

Officers, IA co-ordinated the findings and made a number of GFRS-specific and council-

wide/cross-cutting recommendations to undertake detailed reviews/audits within each area to 

determine the level of risk.  These reviews/audits are outlined in the Action Plan presented to 

the Audit and Governance Committee on 12th October 2018.  Progress updates against each 

review/audit included within the Action Plan are currently being provided to the Audit and 

Governance Committee. 

 
This audit has reviewed the vehicle procurement processes, since 2015/16 to ensure they are in 

accordance with procurement legislation, GCC constitutional requirements and GCC and GFRS 

relevant polices. GFRS, at the time of writing the terms of reference, has a fleet of 114 vehicles 

(emergency and non-emergency). Vehicle acquisition costs are financed from the capital 

budget.  To provide context £477,508 was allocated for vehicles, within the financial year 

2018/19 capital budget. 

 

Audit Scope 
 
The objectives of the audit were to ensure that: 
 

 Procurement legislation, GCC’s Standing Orders, Financial Regulations, relevant 

Accounting Instructions and any specific GFRS Service Orders on the acquisition of 

vehicles / vehicle replacement programme/policies/procedures are fit for purpose and 

being complied with; 

 Contracts are awarded to the most economically advantageous bidders to ensure value 

for money is achieved and potential collaboration opportunities are explored when 

commissioning vehicles; 

 The roles, responsibilities and decision making powers of key stakeholders within this 

process are clearly defined, understood and applied; 

 VAT treatment is applied in accordance with HMRC regulations; 
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 Insurance Services is notified of all new vehicles to ensure adequately insured and 

liabilities protected; 

 The Fleet Management System (TRANMAN) is updated to reflect the current status / 

ownership of the new vehicles; Management oversight, review and monitoring 

arrangements are effective; and 

 Decisions on the specification of vehicle requirements, and their fittings and accessories, 

are made in an economic manner commensurate with operational risk and needs of the 

service, provide value for money, are in line with public expectations and with good 

practice in other Fire and Rescue Services. 

 

Key Findings 
  
Policy, Standing Orders, Financial Regulations, contract award and roles and 
responsibilities 

 
GCC Standing Orders will always apply in respect of the acquisition of new GFRS fire 

appliances given the costs of those appliances, and tenders will need to be sought. Since 2015 

to date nine new fire appliances have been bought through three separate tender exercises, i.e. 

the tenders were for the build of five MAN, two Scania and a further two MAN appliances. 

Evidence has been seen that tenders were sought for the last two procurement exercises, 

however, only details of the tender evaluation, relating to the last procurement has been seen. 

Records relating to the earliest procurement of five MAN appliances could not be found.  

 

Please refer to Recommendation 1 
 

The Chief Fire Officers Association (CFOA) has recommended the use of a framework for fire 

appliance acquisitions, and GFRS has followed this recommendation to obtain tenders for such 

purchases. The purchase of fire appliances entails the purchase of a chassis and then the body 

of the fire appliance is built separately to the specification of GFRS. The chassis can either be 

purchased directly from the manufacturer and then the body build subject to tender, or the 

tender can include both supply of both the chassis and body. The current framework used is the 

Devon and Somerset framework, although previously a Derbyshire framework was used. The 

last four vehicles were purchased following a tender exercise, using these frameworks.  

 
The latest MAN 15 tonne fire appliance builds were procured at a tender price of £182,890 per 

vehicle. This is around £40k per vehicle more expensive than the previous build costs of 18 

tonne appliances. Given that they were larger vehicles it could be assumed that the latest 

appliances, being smaller, would be less expensive.   

 

As a result of the tenders being much higher than anticipated, i.e. over £250k, as per the 

Constitution, the Lead Cabinet Member for Fire, Planning and Infrastructure or Chief Executive 

should have been consulted before the Officer (CFO) decision was made.  
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This was brought to the attention of the CFO by the Officer responsible for Technical Services, 

prior to the letting of the contract for the MAN appliances, and an ‘Executive Decision Making by 

an Officer with Delegated Powers’ form was completed in preparation for the consultation. 

However, Democratic Services have not been able to find a record of any such consultation. 

Neither do they have a record of the executive decision.  The Constitution states  ‘Records of all 

executive decisions are required to be available for public inspection after the decision has been 

taken, in the same way as Cabinet papers.’  

 

The purchase of two new appliances was included in the approved capital programme, as 

recorded in the Medium Term Financial Strategy (MTFS) report dated November 2016. 

Please refer to Recommendation 2 
 

The latest tender submissions for the build of two MAN appliances were evaluated on 35% price 

and 65% quality. The previous tender submissions, for the build of two Scania appliances, were 

evaluated on 40% commercial (price and warranties), 50% technical and 10% implementation.  

In both exercises the successful contractor did not submit the lowest price but was awarded the 

contract based on the alternative evaluation criteria. It should be noted however, that the price 

difference was not significant, i.e. in respect of the MAN appliance tender evaluation they were 

awarded 33.6 out of 35 points, and in the case of the Scania builds they would have been 

awarded 39 out of 40 points. As mentioned above the tender evaluation could only be produced 

for the last procurement for the two MAN appliances.  The same provider was the successful 

contractor for the build for the last nine new appliances, procured through three separate 

procurement exercises. 

 
None of the three contracts for the build of these appliances have been published on 

ProContract, the Council’s contract management system, and therefore this has resulted in non-

compliance with the Local Government Transparency Code requirements. 

 
Please refer to Recommendation 3 
 
The latest appliance build contract incurred additional costs post contract. There are no formal 

change control procedures to verify these additional costs were approved, other than through 

emails. In addition, Internal Audit challenged whether the additional costs for the Airwave 

installation were already included in the original tender and therefore duplicated. Although this 

question has been raised with GFRS no definitive answer has been received to date to clarify 

this issue.  The amount involved is £4,550 per vehicle, excluding VAT. 

 
Please refer to Recommendation 4 
 
IA was informed that prior to the tender invitation for the build of two Scania appliances a 

business case was undertaken to establish a policy on the type of appliance that would be 

commissioned by GFRS in the future.  
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It has been reported that it was agreed that 15 tonne appliances would be commissioned in 

future but IA was informed that the former CFO over ruled this decision and two 18 tonne 

Scanias were actually commissioned. However, no paperwork has been provided to evidence 

this policy or the decision but the two Scanias were replacing like for like fleet vehicles. A formal 

approval, by the former CFO under his delegated powers, has been seen for the purchase of 

two Scania chassis from a single source supplier. 

 
GFRS, since 2017/18 has a replacement vehicle schedule, a copy of which has been provided 

to Strategic Finance, for capital provision planning/bids. There was no formal schedule prior to 

this time, whereby capital bids were submitted on an annual assessment of fleet needs. 

 
GFRS, being an emergency service, has access to the Crown Commercial Service, which has 

been used for the purchase of other operational vehicles during the period under review. Details 

of requirements are specified through this service portal and suppliers then respond to GFRS 

with prices. Relatively high discounts can be achieved by using this portal with some vehicles 

discounted by up to 37.5% on retail prices. This site was used for all other GFRS vehicle 

purchases during the period under review. On one occasion, the cheapest quote was not 

accepted. This was in respect of the former CFO’s replacement car, when an additional £2,311 

was paid to ensure the vehicle was delivered earlier. The CFO had access to a pool vehicle 

following the write-off of his previous vehicle, and this could have continued. 

 
Please refer to Recommendation 5 
 
The Principal Officers (PO), including the CFO, Deputy Chief Fire officer (DCFO) and Assistant 

Chief Fire officer (ACFO) are each provided with a car, which is purchased rather than leased 

by GFRS. The type of vehicle and value is not currently specified within either the PO offer 

letter, statement of particulars, conditions of service or a local agreement to the Gold book.  

 

However, the type of vehicle purchased in the recent past has been in line with the GFRS fleet 

policy for other Fire Officer leased vehicles, i.e. the vehicles were front wheel drive or 4 x 4s, 

and have 4/5 doors with suitable specification and luggage space for operational activities. 

These vehicles exceeded the maximum CO2 level criteria mentioned within the fleet policy 

however there is an exception for 4 x 4 vehicles where a greater CO2 allowance is mentioned 

although no upper value is stated. Each of the PO vehicles was a 4 x 4. The values of the last 

three vehicles purchased for the POs were: 

 

 Former CFO -    Gross £58,247,   £44,621.64 (exc. VAT and after discount applied) 

 DCFO -              Gross unknown   £38,466.68 (exc. VAT and after discount applied) 

 Former ACFO -  Gross £53,780,   £40,406.06 (exc. VAT and after discount applied) 
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A review of other Fire Service policies on PO vehicles show that service policies vary 

throughout the country, although a common theme is that there will be an upper price limit for 

the CFO provided vehicle, with the DCFO and ACFO allowed a percentage of the CFO 

allowance. For example, the Statement of Pay Policy 2018/19 for Nottinghamshire and City of 

Nottingham Fire Authority quotes an on the road list price car allowance up to a maximum of 

33.3% of the CFO salary, with the DCFO and ACFO allowed 70% of the CFO limit. The value of 

the DCFO and ACFO vehicles noted above significantly exceeded this example. The current 

CFO is in the process of implementing a similar model within GFRS. 

 
Please refer to Recommendation 6 

 
All new vehicles purchased should be treated as capital expenditure. The former ACFO vehicle 

purchased in September 2016 was bought from revenue and coded to the New Dimensions 

cost centre. The New Dimension programme was established under the Department for 

Communities and Local Government’s (DCLG) fire resilience programme (now under the 

direction of the Home Office), which was established following the 2001 terror attacks. The 

funding is to enable fire and rescue services to deal with emergency situations such as terrorist 

threats, chemical, biological, radiological and nuclear incidents, chemical spills, natural 

disasters, floods, etc. The coding of this vehicle to this cost centre is incorrect and should have 

been treated as capital expenditure. 

 
Please refer to Recommendation 7 

 

VAT 

VAT has been correctly applied and recovered in respect of all new vehicles purchased during 

the period under review. This is on the basis that all vehicles, including the PO vehicles, are 

classed as business vehicles.  

 

TRANMAN (Fleet Management system) 

It has been verified that all new vehicles purchased during the review period have been entered 

on TRANMAN to ensure maintenance, servicing schedules are met.   

 

Insurance  

Insurance Services have reported no issues with not being informed about newly commissioned 

vehicles for GFRS fleet. However Strategic Finance have not always been informed promptly of 

changes to the GFRS fleet, which may have resulted in incorrect treatment for capital assets 

and depreciation (this has been covered within the Capital Programme audit review). 

 

Conclusion 
 
Although there are aspects within the process for the acquisition of new vehicles that are 

operating as expected, there are other areas which are fundamental to the procurement process 

which are not.  
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In particular the Scheme of Delegation for Officers, as per the Council’s Constitution, has not 

been followed in respect of the latest procurement of two fire appliances, as there is no 

evidence to support the decision by the former CFO to enter into a financial transaction valued 

at over £250k, with either Chief executive or Cabinet Lead being consulted.  

 

In addition, evidence was not provided to clarify whether tender evaluations have been formally 

undertaken / recorded in all cases and that a record is retained for future examination. A formal 

change control process also needs to be established to ensure any changes/additional charges 

in respect of post contract variations are formally recorded and appropriately authorised. 

 

It is also noted that the last three procurement contracts for the build of new fire appliances 

have not been entered on ProContract and therefore the Local Government Transparency code 

is not being adhered to. 

 

In respect of the PO provided vehicles there is no policy at the time of this review to stipulate the 

operational criteria or value of any vehicles purchased for the POs, although this is being 

reviewed by the current CFO. There is also no indication about the replacement period of such 

vehicles. In addition, one of the PO cars has been purchased from revenue, and coded to an 

inappropriate cost centre instead of being treated as capital expenditure. 

 

However, it is pleasing to note that new acquisitions have been correctly treated in respect of 

VAT, Insurance Services has been notified promptly and a record started within TRANMAN 

when new GFRS vehicles are commissioned. 
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Audit Opinions on Risk Management and Control 
 

The Public Sector Internal Audit Standards require Internal Audit to provide an independent 
opinion on the adequacy and effectiveness of the risk identification processes which 
management has put in place within the area under review, and a sound framework of controls 
is in place to sufficiently mitigate those risks. This opinion feeds into the Chief Internal Auditor’s 
annual opinion on the overall adequacy and effectiveness of the Council’s governance, risk 
management and control environment, which supports the Annual Governance Statement.  
Each report will provide a statement on the levels of assurance that can be given within these 
two areas, evaluated by applying the following criteria:   
 

Assurance 
Levels 

Risk Identification Maturity Control Environment 

Substantial Risk Managed 
Service area fully aware of the risks relating to the area 
under review and the impact that these may have on service 
delivery, other services, finance, reputation, legal, the 
environment, client/customer/partners, and staff. All key risks 
are accurately reported and monitored in line with the 
Corporate Risk Management Strategy. 

 System Adequacy – Robust 
framework of controls ensures 
that there is a high likelihood 
of objectives being achieved 

 Control Application – Controls 
are applied continuously or 
with minor lapses 

Satisfactory Risk Aware 
Service area have an awareness of the risks relating to the 
area under review and the impact that these may have on 
service delivery, other services, finance, reputation, legal, 
the environment, client/customer/partners, and staff, 
however some key risks are not being accurately reported 
and monitored in line with the Corporate Risk Management 
Strategy. 

 System Adequacy – Sufficient 
framework of key controls for 
objectives to be achieved but, 
control framework could be 
stronger 

 Control Application – Controls 
are applied but with some 
lapses 

Limited Risk Naïve  
Due to an absence of accurate and regular reporting and 
monitoring of the key risks in line with the Corporate Risk 
Management Strategy, the Service area has not 
demonstrated an adequate awareness of the risks relating to 
the area under review and the impact that these may have 
on service delivery, other services, finance, reputation, legal, 
the environment, client/customer/partners and staff.   

 System Adequacy – Risk of 
objectives not being achieved 
due to the absence of key 
internal controls 

 Control Application – 
Significant breakdown in the 
application of control 

 
Taking account of the issues identified in this audit, in our opinion, Limited Assurance with 
some Satisfactory aspects can be provided that the risk identification arrangements operating 
within the area reviewed are operating as intended.  Limited assurance can be provided that 
these risks which are considered to be material to the achievement of the services objectives for 
this area under review are adequately managed and controlled, although it is accepted that 
certain areas are currently being reviewed which should address weaknesses identified. 
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Appendix A – Action Plan and Management Response 

This section contains the findings for each audit objective 
along with any recommendations made by Internal Audit to 
strengthen the control environment. The recommendations 
are categorised as follows: 
 
 
Objective: To ensure: 

 That procurement legislation, GCC’s Standing Orders, Financial Regulations, relevant Accounting Instructions and any specific GFRS 
Service Orders on the acquisition of vehicles/vehicle replacement programme/policies/procedures are fit for purpose and being 
complied with. 

 Contracts are awarded to the most economically advantageous bidders to ensure value for money is achieved and potential 
collaboration opportunities are explored when commissioning vehicles. 

 The roles, responsibilities and decision making powers of key stakeholders within this process are clearly defined, understood and 
applied. 

 

Finding  
 

Tender evaluation of submissions for the last three procurement exercises for the build of new fire appliances, other than for the latest build 
contract, could not be traced. In addition, the tender documents for the build of five MAN appliances in 2015/16 have not been found. 
Commercial Services was involved in the most recent tender process, including receipt of the tenders and evaluation on price, and Legal 
Services were involved in the receipt and opening of tenders for the tender exercise before this.   
 

No. Recommendation Risks Agreed Action 

1 (H) 
 

Records relating to tender submissions and 
evaluations should be stored in an agreed 
central archive within GFRS to enable review 
of such documentation to be undertaken and 
to evidence appropriate procedures and 
regulations have been followed.  

Procurement rules and regulations, such 
as Standing Orders and Financial 
Regulations have not been followed; 

Value for money may not have been 
obtained resulting in higher costs; and 

Bribery and corruption. 

 

All documentation relating to tender 
processes should be maintained within an 
electronic e-tendering system and / or 
ProContract for reference and audit 
purposes. 

Person Responsible Due Date 

Head of Fleet and 
Technical Services 
Corporate Services 

30th November 2019 

Priority Description 

High Critical/Major risk exposure which materially impact on the assets, 
reputation, service delivery and objectives of the organisation. 

Medium Moderate risk exposure that impacts on the assets, reputation, 
service delivery and objectives of the organisation. 
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Finding 
 
The tenders received in respect of the build of the last two fire appliance were much higher than anticipated which resulted in the final cost 
being in excess of £250k. As a result, in accordance with the Scheme of Delegation, the appropriate Cabinet Member or Chief Executive 
should have been consulted. Although there is a record of this process starting with the completion of an Executive Decision Making by an 
Officer with Delegated Powers form there is no record within Democratic Services of such a consultation. Neither is there a record of an 
Executive Decision, in respect of this procurement, which should have been made available for public inspection. 
 

No. Recommendation Risks Agreed Action 

2 (H) 
 

The Scheme of Delegation within the 
Constitution must be followed in respect of 
CFO decisions with financial implications over 
£250,000. 

Non compliance with the Constitution; 

Lack of openness and transparency; and 

Bribery and Corruption. 

 
 

The New CFO will ensure that GCC policy, 
process and constitution are followed to drive 
and ensure compliance with the Local 
Government Transparency Code. 

Person Responsible Due Date 

CFO 31st July 2019 

 
Finding 
 
None of the contracts awarded in respect of the last three tender exercises for the purchase of nine fire appliances have been published on 
ProContract, the Council’s contract management system. Any contract over £5,000 must be published on ProContract to ensure data 
transparency legislation is met. 
 

No. Recommendation Risks Agreed Action 

3 (H) 
 

The contract details for all contracts over 
£5,000 must be added to ProContract to 
ensure data transparency rules for local 
authorities are adhered to. 

Lack of data transparency;  

The Local Government Transparency 
Code is not complied with; and 

Bribery and Corruption. 

 
 

The New CFO will ensure that GCC policy, 
process and constitution are followed to drive 
and ensure compliance with the Local 
Government Transparency Code.  Training 
for all budget holders in the use of 
ProContract will be delivered. 

Person Responsible Due Date 

CFO 
Corporate Services 

30th September 2019 
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Finding 
 
Additional costs charged post contract are not supported by a formal change management control / approval process. In addition there is 

some doubt about additional costs charged for the Airwave installation, which appears to be included within the original tender. However the 

entry within the specification is not detailed. IA has been informed that there were two aspects to the wiring required and only the base wiring 

is included within the specification. However this is not clear and IA has asked for clarification.  

 

No. Recommendation Risks Agreed Action 

4 (M) 
 

 

All variations to a contract should be 
supported by a formal change management 
control / approval process which clearly shows 
the audit trail of any variations. 
 
GFRS need to resolve the issue with the 
additional Airwave installation costs that have 
been charged in addition to the tendered sum. 

Transparency in lack of approval for 
contract variations; 

Unnecessary additional costs incurred; 

Overcharging by the contractor; and 

Bribery and Corruption.  

 

A programme management approach to 
projects involving the procurement of goods 
and services will be introduced.  This will 
include good project management including 
change control processes and the use of 
Verto to record projects.  Staff will receive 
training in project management and the use 
of Verto. 
 
Internal Audit will continue to liaise with 
GFRS to ensure the matter concerning the 
Airwave costs is resolved. 

Person responsible Due Date 

SLT 
Head of BPSP 
GCC programme / 
project management 
offices 

31st December 2019 
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Finding 
 
The lowest price was not accepted for the replacement of one of the PO vehicles.  
 

No. Recommendation Risks Agreed Action 

5 (M) 
 

 

The lowest price should be accepted subject 
to evaluation criteria ensuring other factors / 
options are taken into account. 

Additional cost to the service than is 
necessary;  

Further options not considered; and 

Lack of transparency. 

 

Corporate services will be consulted on the 
evaluation criteria for all capital procurement 
exercises.  The tender evaluations will be 
recorded within an electronic e-tendering 
system and / or ProContract for reference 
and audit purposes.  This will hold the 
decision rationale where the lowest price has 
not been chosen. 
 

Person responsible Due Date 

Finance liaison and 
compliance manager 
Contracts manager 
 

30th November 2019 
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Finding 
 
At the time of this review no local agreement exists for GFRS provided vehicles for the Principal Officers, i.e. the CFO, DCFO and ACFO.   
 

No. Recommendation Risks Agreed Action 

6 (H) A local agreement is established, including a 
pay policy, for the Principal Officers which 
includes a maximum amount for each of the 
Officers’ provided cars.  

The type of vehicle should also be stated, 
including maximum CO2 emissions.  

The policy should also include a replacement 
schedule, i.e. based on the age of the car 
and/or mileage driven.   

Cost of PO cars is not limited and 
excessive, including higher maintenance 
and depreciation costs; 

Vehicles are replaced more frequently 
than necessary; 

Poor value for money; and 

Public perception impacting on 
reputational damage. 

The terms of the contract of employment will 
reference the provision of a car subject to the 
local policy.  A policy will be produced which 
stipulates the financial cap and vehicle 
criteria and that this will be published 
annually in the statement of pay policy. 
 

Person Responsible Due Date 

CFO 
Chief Exec 
Monitoring Officer 

31st August 2019 

 
Finding 
 
The purchase of a vehicle for the former ACFO was coded to an inappropriate cost centre and treated as revenue.  
 

No. Recommendation Risks Agreed Action 

7 (M) 
 

 

All new vehicle purchases are treated as 
capital expenditure. 

Incorrect accounting treatment; and 

Lack of openness and transparency. 

The New CFO will ensure that GCC policy, 
process and constitution are followed to 
drive and ensure compliance with the Local 
Government Transparency Code.   
 

Person responsible  Due date 

CFO 
SLT 
Finance Liaison and Compliance Manager 
 
31st July 2019 

 


