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Audit Scotland requires us to provide core information on how the Scottish Fire and 

Rescue Service has responded to national performance reports.  To promote impact at a 

local level, a number of national performance reports are subject to more targeted follow 

up each year.   For 2013–14, we have been asked to follow up the 'Managing ICT 

contracts:  an audit of three public sector programmes' report which was published in 

August 2012. 

Managing ICT contracts:  An audit of three 

public sector programmes 

Managing ICT contracts: an audit of three public sector 

programmes was published in August 2012 and has 

been selected for targeted follow-up in the central 

government sector during audit year 2013/14. 

In December 2011 the Auditor General for Scotland 

prepared separate short reports, concerned  with the 

delay in, or cancellation of, key information and 

communications technology (ICT) projects undertaken 

by the Crown Office and Procurator Fiscal Service, 

Disclosure Scotland and Registers of Scotland.  

Following on from this, the August 2012 report 

examined  the ICT contracts at these three public sector 

bodies in more detail and looked at which factors 

contributed to the problems encountered and whether 

any lessons learned could be used by other public sector 

bodies when undertaking ICT-related programmes in 

future.  

Over the last 25 years, the expansion of ICT has 

brought about fundamental changes to the way that we 

work and to how we live our lives. Effective use and 

management of ICT is essential to allow public bodies 

to deliver services in a timely, coordinated and less 

bureaucratic manner, and to improve their efficiency.  

ICT services in the public sector are provided by a mix 

of  in-house teams and external providers. In 2010/11, 

the public sector spending with external suppliers of 

ICT-related goods and services in Scotland amounted to 

around £736 million. Central government bodies 

(excluding the NHS) were responsible for 24 per cent 

(£178 million) of this total. 

Current public sector spending constraints and 

increasing public scrutiny make it more important than 

ever for public bodies to make the best use of the funds 

that they have available. The findings detailed in the 

August 2012 report, and more recent examples of ICT 

problems, suggest that public sector management of 

ICT programmes may represent a significant risk to 

achieving value for money. 

The work conducted by Audit Scotland in 2012 

highlighted a number of issues in the management of 

ICT-related projects in the three public sector bodies 

that were reviewed. The published report set out the 

lessons learned that could be applied by other central 

government bodies in order to promote and encourage 

best practice. 

Key messages were centred around three main areas:  

 Skills and experience 

 Governance 

 Business cases 

Follow-up requirements 

Audit Scotland has asked us to complete a follow up 

review of the August 2012 report.  This follow up 

review is intended to provide information on the extent 
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to which other central government bodies have applied 

the lessons learned, as highlighted in the original report, 

to their ICT contracts and arrangements by considering 

whether they have considered the report and made use 

of the challenge and scrutiny questions,  and the 

arrangements that they have in place in key areas. 

Our Methodology 

Our follow up work has been focused on four key areas 

relating to management of ICT contracts, based on the 

recommendations identified within the report:   

 Are effective governance and risk management 

arrangements are in place and are being 

complied with? 

 Are established project management 

frameworks in place and are they  being 

followed? 

 Have robust performance management 

arrangements been developed and is 

appropriate progress reporting taking place? 

 Have detailed skills assessments been 

completed and do all staff have the necessary 

skills and experience for their roles? 

We reviewed a list of ICT (specific and related) projects 

provided by SFRS for initial identification of projects 

that would cover the full project lifecycle, either 

individually or in combination. Following this initial 

review we discussed the impact and importance of the 

projects within the portfolio with representatives from 

SFRS and, from this, identified four projects to review 

against the Audit Scotland checklist. The projects were 

chosen on the basis that they: 

•  (individually or in combination) cover the full 

project life cycle, allowing review of project 

management methodology across the full project life 

cycle; 

• fit into the wider transformation programme 

currently being undertaken by SFRS, allowing review of 

how the projects align with overall strategy and also the 

adequacy of governance, risk, performance and budget 

management arrangements beyond the context of the 

individual projects and as part of the wider, complex, 

Service Transformation Programme. 

The projects chosen for review were: 

 Secure data storage/back up –  closure report 

being submitted for official closure approval 

 Single payroll/HR system – implementation 

phase 

 Control rooms rationalisation –first phase 

closed; subsequent phases in progress 

 Gazetteer/GIS – first phase (Gazetteer) phase 

closed; subsequent phase (GIS) in progress 

We  completed a questionnaire provided by Audit 

Scotland (Appendix 1) by reviewing documentation 

relating to the projects and the programme, including 

Gateway Review findings and corresponding action plan 

(Appendix 2), individual project documentation, 

reports presented to the Service Transformation 

Committee and Audit and Risk Committee. We also  

interviewed key project and programme personnel.   

Due to the size and complexity of the programme, and 

the limited scope of this follow-up, the audit 

concentrated on the findings of the Gateway Review 

and actions planned and implemented in relation to the 

findings, and on the key questions within the checklist, 

reviewing evidence at both project and programme 

level.    
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 Under the Police and Fire Reform (Scotland) Act 2012 (the Act) legislation was passed by 
the Parliament in June 2012 to create a single Scottish Fire and Rescue Service. The 
Scottish Fire and Rescue Service (SFRS) was established on 31 August 2012 and took on its 
full range of functions on 1 April 2013. It replaces the eight previous fire and rescue 
authorities and joint fire and rescue boards. 

Service Transformation Programme 

The service transformation programme was established 

to deliver the improvements required for realisation of 

the benefits of reform by  facilitating the delivery of 

nine workstreams: 

 Community Safety 

 Operational Service Delivery 

 Asset Management 

 Stakeholder Engagement Strategy 

 Managing people well 

 Developing a High Performing Workforce  

 ICT Infrastructure 

 Performance & Improvement 

 Financial Management 

Strategic aims  

As set out in Appendix 2, the 9 workstreams 

encompass a number of specific projects and are aligned 

to the SFRS strategic aims:  

 

The projects will be delivered over a three-year period, 

ending in 2016, although it is anticipated that 

transformation activities will continue beyond 2016. 

2. Scottish Fire and Rescue Service reform  
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SFRS have not directly used the scrutiny questions set out in the report, but do follow an 
established project management framework. In March 2014 an independent Gateway 
Review was carried out, giving the Service Transformation Programme an overall rating of 
Amber/Green and setting out four recommendations. 

Gateway review 

In March 2014 a Scottish Government Gateway Review 

was undertaken. The review gave an overall rating of 

Amber/Green to the Service the Programme (see Table 

1 below for details of ratings).  

The review concluded that: 

 Overall delivery confidence assessment is Amber-

Green. 

 The Review Team consider the SFRS Reform 

Programme to be well led and managed. 

 Since the transfer of reform responsibilities from 

the Scottish Government’s Fire and Rescue Service 

Division to the SFRS, the SFRS has built a sound 

programme environment and delivered a number 

of the primary outcomes to support the unified 

service. 

 Work is now underway to deliver the key outcomes 

required from the Scottish Government’s Reform 

Blueprint.  

 Stakeholders express a strong support for, and 

commitment to, the achievement of SFRS reform 

outcomes. There is a high degree of confidence, 

shared across the stakeholder community, that 

these outcomes will be achievable by April 2016, 

the anticipated end date of the Programme. 

It was also noted that the reviewers were satisfied with 

the actions taken following the last review. 

 A programme of this complexity requires a robust 

risk management process to ensure delivery is 

protected. 

 The Delivery Confidence stated above is 

predicated on the timely completion of the 

recommendations within this [Gateway Review] 

report. 

The Review made four recommendations: 

 Develop a delivery routemap with resourcing 

requirement, to achieve the required Blueprint 

outcomes whilst continuing to deliver the SFRS 

remit. 

 Capture and record achievements, progress and 

future activities that evidences delivery of the 

Blueprint outcomes. 

 Review Risk Management Policy v1.0 against 

MSP™ and MoR™, refresh as necessary, and 

embed and ensure consistent application across the 

projects, in order to protect the Programme 

 Implement a robust approval, prioritisation and 

initiation process for projects, to ensure that each 

is an essential contributor to the required 

programme outcomes. 

In response to the recommendations, SFRS produced 

an action plan. The recommendations and action plan 

are set out in Appendix 2. 

 

3. Assessment of Scottish Fire and Rescue

projects  
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Table 1: Gateway review ratings  

RAG Criteria Description 

Green Successful delivery of the project/P to time, cost and quality appears highly likely and there are no major 

outstanding issues that at this stage appear to threaten delivery significantly 

Amber/Green Successful delivery appears probable however constant attention will be needed to ensure risks do not materialise 

into major issues threatening delivery 

Amber Successful delivery appears feasible but significant issues already exist requiring management attention. These 

appear resolvable at this stage and if addressed promptly, should not present a cost/schedule overrun 

Amber/Red Successful delivery of the project/programme is in doubt with major risks or issues apparent in a number of key 

areas. Urgent action is needed to ensure these are addressed, and whether resolution is feasible 

Red Successful delivery of the project/programme appears to be unachievable. There are major issues on 

project/programme definition, schedule, budget required quality or benefits delivery, which at this stage do not 

appear to be manageable or resolvable. The Project/Programme may need re-baselining and/or overall viability 

re-assessed 

Source: Gateway Review Report  

Our assessment   

We have reviewed the findings of the March Gateway 

review and corresponding action plan (Appendix 2)  

and reviewed project and programme related 

documentation against the Audit Scotland Checklist.  

We agree with view expressed in the Gateway Review 

that SFRS has appropriate arrangements in place 

although there are some key risks that need to be 

addressed. 

From our review, key challenges faced and being 

addressed by SRFS in relation to project and 

programme delivery are: 

Availability of (people) resources – a number of 

projects, including the HR and Payroll project, have an 

amber or red rated  risk in relation to resources. An 

analysis of skills, timing of resource requirement and 

project interdependencies is in progress. A shortage of 

project managers, specialist skills in HR, ICT and 

Procurement has been documented 

Scale and complexity of the projects and 

programmes – the scale of the work to be undertaken 

and timeframes for completion are ambitious. There are 

multiple interdependencies and the scale/complexity of 

the move from 8 services to 1 is not always 

known/easily anticipated resulting in a risk of 

underestimating the work involved and/or the time 

required to complete the work. 

Benefits identification and tracking – it is not always 

straightforward to attribute  benefits to a set project or 

component of work. And some projects may be 

dependent on the delivery of other projects to realise 

their benefits in full. Work in relation to benefits 

realization has identified that improved 

documenting/defining of benefits is required at a 

project level and that overall coverage and review of 

benefits and tracing beyond project close is required at 

programme level, with work in this area ongoing. 

We have concluded that in all instances SFRS is either 

meeting the requirements set out in the scrutiny 

questions or have demonstrated an awareness of areas 

where improvement is required – as identified via the 

Gateway Review or via their own scrutiny as part of 

their project and programme management process – 

and have taken/are taking  action to identify and 

implement those improvements.  

Further detail on the evidence supporting our 

conclusions is included in Appendix 1.
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In the evidence section, arrangements that the organisation has in place have been described. The arrangements are set out on a overall basis, rather 

than providing specific detail on each project reviewed; however,  the arrangements described are based on evidence/documentation reviewed for each 

of the four individual projects detailed in the Introduction.   Specific project detail has been included  on an exception basis if the arrangements differ 

or have not been followed for that project, or to provide examples of the arrangements for an individual project where this adds to the overall 

description of the arrangements. 

 In the assessment column any risks identified have been highlighted and further details of the risk and any arrangements in place to mitigate the risk or 

actions currently being undertaken have been detailed in the comments box .   

 
Key Questions  Evidence 

Assessment 

Vision and direction 

For programmes/contracts 

that are being developed.  

Where the business case is 

being drafted/agreed. 

 

Relevant documents to 

request: 

Business case 

Proposals 

Options appraisal 

Benefits realisation plan 

Stakeholder engagement 

plan 

Reports to senior 

Is there a clear understanding of 

what is needed, that it is 

deliverable and how much it will 

cost? 

For example, has a document setting 

out the business need, the aim of the 

project, the budget and delivery plan 

been reported and discussed and 

Management teams and the Board? 

The business case sets out the business 

need, objectives of the project, options for 

achieving those objectives and an outline 

of expected costs and resource 

requirements which are further defined in 

the summary business case submitted as 

part of the bid for transitional funding and 

in the project budget.  

Risk identified  No risk identified 

 

Have critical success factors been 

identified? 

Has the body described what 

success will look like, and what are 

the key factors in making the project 

successful, i.e. implementation before 

legislation enacted; or full buy-in by 

Acceptance criteria along with  tolerances 

and deadlines, where applicable, are set 

out in the project dossier. Evidence is 

logged in the dossier to demonstrate 

achievement of the success factors and the 

project closure document records how the 

project that delivered against time, cost 

and quality (including success measures) 

Risk identified No risk identified 

 

Appendix 1: Audit Scotland checklist  
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Key Questions  Evidence 
Assessment 

management/board for 

approval of proposal 
 

stakeholders? targets. Key performance indicators are 

also included along with the method for 

measurement against those indicators. 

Have the planned benefits been 

identified and clearly articulated in 

a document that can be used as a 

baseline for comparison 

throughout the project? For 

example, the business case. 

Benefits are identified and documented in 

business case , project initiation document 

and the project dossier for each project. 

The project initiation document and 

dossier set out the benefits, how they will 

be measured and timescale. The benefits 

detailed in the dossier are mapped and 

profiled by the Programme  Office  to 

establish their contribution to achieving 

the aims of reform, efficiency savings and 

other business benefits.  Performance 

baselines are established by mapping the 

‘as is’ and ‘to be’ states for performance 

monitoring by the Programme Office.  

Risk identified Cashable benefits 

are not clearly/easily 

defined 

See comments in Measuring and 

monitoring section, 'Does the body have 

an effective system for measuring and 

tracking the realisation of anticipated 

benefits?' 

Is there a focussed assessment of 

alternative ways to achieve 

outcomes and of the flexibility of 

proposed solutions? For example, 

does the options appraisal contain a 

wide range of alternatives, and 

discuss how solutions could flex if 

required. 

Options and appraisal of those options are 

set out in the business case. Options 

consider scale and scope and also method. 

For example: For the Gazetteer and GIS 

Project  the options appraisal considered 

do nothing, do part (just Gazetteer) or do 

both in addition to considering the 

Gazetteer software currently in use and to 

be used going forward with reasoning for 

Risk identified No risk identified 

 



Scottish Fire and Rescue Service 

 

 

8 

 

Key Questions  Evidence 
Assessment 

discounting options not chosen and clear 

recommendation of which option to 

proceed with.  

Is the level of risk documented and 

shared and is it aligned with the 

overall organisational risk 

appetite? 

Has the organisation correctly 

estimated the level of risk associated 

with the programme/contract?  If it is 

a significant change to normal 

operations, i.e. outsourcing, have 

they assessed how this fits with their 

usual risk tolerance? 

The risk management/review process is as 

detailed below at ' Is there a robust 

approach to risk management? ' 

There is a clear process of risk review from 

project to programme to organisational 

level and risks are measured against 

organisational criteria and categorised as 

tolerable or not tolerable.  

Risk identified No risk identified 
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Key Questions  Evidence 
Assessment 

Have clear objectives been set for 

the project and are they aligned to 

overall strategy? 

Project objectives are clearly set out and 

flow through the project documentation as 

follows: 

business brief 

project initiation document 

business case 

project dossier closure report 

Alignment to overall strategy: 

Gateway review recommendation 4 noted: 

'Implement a robust approval, 

prioritisation and initiation process for 

projects, to ensure that each is an essential 

Risk identified No risk identified 
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Key Questions  Evidence 
Assessment 

contributor to the required programme 

outcomes.' 

The project dossier sets out a description of 

the project, its objectives, requirements 

and specific outputs along with  

dependencies with other projects and the 

contribution the project will make to the 

benefits of reform.  

 Projects dossiers must be reviewed and 

approved by the Service Transformation 

Committee before the project goes ahead - 

see planning section, first question on 

governance for how the committee fits into 

the organisational governance structure. 

This is set out in the documented 

governance arrangements and meeting 

minutes and reports from the 

transformation committee evidence that 

this review is happening.  

The projects are linked to the overall 

strategic aims of the SFRS via the 

Programme Plan. An overview of this is 

included at Appendix 3. 

 

 

Is the business case based on a 

detailed and reasonable assessment 

of long term value for money? 

 Risk identified No risk identified 
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Key Questions  Evidence 
Assessment 

Does senior management have 

appropriate ownership of the project 

and the projected outcomes?  For 

example, were they involved in 

assessing the business need and 

identifying the solution?  

 Risk identified No risk identified 

 

Are appropriate stakeholders 

engaged with the business case 

and are their views taken into 

account? 

The business case is reviewed, amended in 

relation to feedback and signed off by the 

key contributing stakeholders. A list of all 

identified stakeholders, detailing their 

required level of involvement, stage of 

involvement and intended interaction is 

produced and progress against plan 

documented.  

Risk identified No risk identified 

 

Planning 

For programmes/contracts 

which have been agreed 

Has the body implemented an 

effective governance structure at 

both strategic and operational 

Governance structure, roles and 

responsibilities:  

Governance structure is set out at 

organisational, programme and project 

level. 

Risk identified No risk identified 
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Key Questions  Evidence 
Assessment 

and for which arrangements 

are being developed. 

 

Relevant documents to 

request: 

Governance structures 

Risk management policy 

Risk register 

Skills/experience 

assessment 

Independent assurance 

plan 

Board/senior management 

report on 

programme/contract 

 
 

level? 

• Are roles and responsibilities 

clearly set out and understood? 

• Has an escalation process been 

agreed? 

• Is there an agreement to include 

independent review and 

challenge at appropriate points? 

Each project is assigned a Project Executive 

lead from the Strategic Leadership Team 

(as shown in Appendix 3) and a Project 

Manager. Each project has a Project Board, 

including the project manager and sponsor, 

who is responsible for the success of the 

project. Board responsibilities and 

membership are set out in the Project 

Initiation Document , along with any other 

specialist groups required to support the 

board in their role. For example for the 

Gazetteer and GIS project the governance 

structure in the Project Initiation Document 

includes a technical group, responsible for 

agreeing business requirements and 

supplier evaluation and selection, and a 

delivery group, responsible for 

implementing the chosen solution.  

At a programme level the Programme 

Board ensures that projects fit into the 

overall strategic aims for the Programme 

and organisation,  and manages 

coordination across projects and feeds into 

the Service Transformation Committee and 

Strategic Leadership Team who, in turn, 

feed into the Board.  Project Executives and 
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Key Questions  Evidence 
Assessment 

Project Managers work closely with the 

Programme Manager and Programme 

Office, adhering to the reporting, 

monitoring and project assurance 

requirements for the Programme and 

Programme Board, tying project and 

programme level governance together. 

Roles, responsibilities and membership, 

reporting duties and information 

requirements  of the Service 

Transformation  Programme Board 

(including SRO and Programme Manager) 

and Service Transformation Committee are 

set out in their terms of reference.   

The risk management/review process is as 

detailed below at ' Is there a robust 

approach to risk management? ' 

Independent assurance:  

A Scottish Government Gateway Review 

was carried out by a team independently 

appointed by  the Programme and Project 

Management-Centre of Expertise (PPM-

CoE). The findings of the review were 

presented to the Service Transformation 

Committee at the March 2014 meeting and 

the full findings were shared with the 
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Key Questions  Evidence 
Assessment 

Committee and the full Board. The rating 

given was Amber/Green. The next Gateway 

review is scheduled for March 2015. 

The Audit and Risk Committee has 

requested that internal audit carry out a 

review of the Transformation Programme 

and this is set out in the internal audit plan 

for 14/15. The audit will review the overall 

governance arrangements in place to 

manage and direct the transformation 

programme, to  include: programme 

governance monitoring, reporting and 

communications benefit realisation 

arrangements and financial control.  From 

discussion with the lead on this, this is in 

the scoping phase and it is intended that as 

part of the review a sample of projects will 

be selected for scrutiny.    

The Service Transformation Committee 

provide an additional level of scrutiny - 

reviewing project dossiers before projects 

being and project closure documentation 

before projects are approved for closure.  

Have  the cultural implications of the 

contract and the potential need to 

adapt the current organisational 

 
Risk identified No risk identified 
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Key Questions  Evidence 
Assessment 

culture depending on the contract 

nature been documented and 

discussed (e.g. partnership)?  The 

culture of the public body might be 

quite different to that of the partner 

contractor.  Has the body assessed 

this, and how do they propose to deal 

with it? 

• Is the body realistic about its 

ability to manage change? 

Is there a robust approach to risk 

management?  

• Has the project been subject to 

risk assessment at a strategic 

level?  

• Is there a clear escalation 

process for risks, and is this 

used?  

• Is there an understanding of the 

level of risk taken on by the 

body and that transferred to the 

supplier? 

The risk management approach was set out 

in the programme design which was 

presented at the June 2013 meeting of the 

Service Transformation Committee: 

Risks are identified at an individual project 

level documented in and monitored via the 

project's risk and issues log. The project risk 

and issues l are submitted to the 

Programme Office on a quarterly basis, in 

line with the programme reporting 

timetable.  

Red/high scoring  or unmitigated  risks are 

escalated to the Programme risk register 

which is maintained by the Programme 

Office and presented to the Service 

Transformation Committee.    

Following Service Transformation 

Committee review, red/unmitigated risks 

are escalated to the Board and to the 

corporate risk register, which is maintained  

Risk identified No risk identified 
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Key Questions  Evidence 
Assessment 

by the Audit and Risk Committee. 

This process in summarised in Appendix 4. 

As reported to the Service Transformation 

Committee in Jun 14, and as outlined in the 

action plan set out in relation to the 

Gateway Review recommendations, the 

programme risk register  has been 

reviewed and  amended to allow more 

focused scoring of both probability and 

impact. It was also spilt into tolerable and 

not tolerable with not tolerable risks being 

closely monitored and, where necessary, 

escalated to the Audit and Risk Committee. 

From review of the HR and Payroll project 

documentation there is also evidence of 

contingency planning with the Councils 

(who currently provide payroll services) 

should the project fail to deliver on time.  

 

Has the public body developed a 

detailed procurement plan?  

• Has the public body assessed 

whether the scope of the 

contract is achievable? Eg a 

pre-procurement scoping 

exercise. 

• Have options for the 

procurement route been 

 
Risk identified No risk identified 
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Key Questions  Evidence 
Assessment 

evaluated? 

• Is there a clear understanding of 

roles and responsibilities 

between suppliers and client? 

• Has business continuity and 

future exit and transition 

strategies been considered at a 

high level at this stage? 

Has the body completed a skills 

assessment to ensure its role as 

an "intelligent client" and 

mitigated any risks arising from 

this assessment? 

• Has it considered skills across 

different areas, including 

technical, commercial and 

programme management? 

The Programme Plan noted: 

'Specialist skills required – Procurement 

expertise has already been identified as a 

key requirement. 

Staff involved in the programme – Staff has 

been aligned to projects as required and a 

skills gap analysis is ongoing to identify 

training and support needs across the 

programme.  This also includes the 

identification of staff and skills required by 

the Programme Office.' 

Individual projects identify keys roles and 

responsibilities within the PID/business 

case/dossier. Monthly reports to the 

project board include assessment of 

resource status - staff availability and skills.  

A resource report presented to the Service 

Transformation Committee in Sep 14 noted 

that further analysis of the Programme's 

Risk identified Resource shortage  

A shortage of project managers, 

specialist skills in HR, ICT and 

Procurement have been documented. In 

addition, for projects roles that being 

filled via internal recruitment, the 

internal BAU post then has to be 

backfilled. As such, resource risk is being 

reviewed and monitored both in relation 

to project and BAU service delivery. In a 

report presented to the Service 

Transformation project in Sep 14, it was 

noted that: 

'the combined effect of BAU and the 

programme require to be considered to 

determine the holistic impact on the SFRS 

capacity to deliver. At the August Service 

Transformation Programme Board 
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Key Questions  Evidence 
Assessment 

resource requirement had not identified 

any overall issues but had highlighted 

several 'pinch points'. These relate 

predominately to ICT, HR and Procurement. 

And several projects reporting amber or 

red in relation to resourcing - including the 

HR and payroll project which is reporting a 

red risk status in relation to resourcing for 

testing to be carried out in November.  

 

meeting this matter was discussed. The 

SRO has instructed the programme 

manager to organise a resource planning 

day for early November for workstream 

leads to map out their combined 

resource requirements so that BAU and 

programme interdependencies can be 

more readily identified and an 

organisational capacity assessment can 

take place.' 

  

 

Does the Senior Responsible 

Officer (SRO) have the ability, 

responsibility and authority to 

ensure that business change and 

benefits are delivered?  Do they 

have previous experience of a 

contract/programme of this size and 

complexity, or experience of 

delivering business change?  What 

support do they have? 

The SRO is Deputy Chief Officer Alex Clark. 

As set out in the Programme Plan the SRO 

is accountable for the success of the 

programme and for enabling the SFRS to 

exploit its new environment, realising 

benefits, meeting the new business needs 

and delivering new levels of performance 

and service delivery. 

The SRO is supported by the: 

Programme Manager. 

Programme Office  

Programme Board 

Service Transformation Committee 

The Gateway Review noted  

Risk identified No risk identified 

 

Is senior management adequately 
 

Risk identified No risk identified 
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Key Questions  Evidence 
Assessment 

engaged with the supplier industry to 

understand supplier dynamics and 

supply side risk? 

• In particular, does the SRO 

have close contact with senior 

levels within the supplier 

organisation to ensure that 

problems are swiftly recognised 

and resolved and appropriate 

supplier resources are 

committee as required? 

 

Has the public body adequately 

planned and phased the 

implementation of the project output? 

 
Risk identified No risk identified 

 

Execution 

For contracts/programmes 

which are in progress. 

 

Relevant documents to 

request: 

Project plan 

Project governance 

structures 

Cost monitoring and 

reporting 

Has the public body followed an 

established project management 

framework? 

• Is there a detailed project plan 

covering the whole period?  

• Have critical dependencies 

been identified?  

• Have realistic timescales been 

set?  

• Have roles and responsibilities 

been clearly defined in the 

project/contract management 

SFRS hold the ISO9001:2008 quality 

management accreditation for projects 

managed by ICT project managers only. 

However, all SFRS projects are managed 

using standard Prince 2 methodology. 

Governance arrangements are through a 

Project Board and scheduled progress 

updates delivered to the Service 

Transformation Programme Board. 

Dependencies between projects within the 

programme are identified and monitored 

at project programme level and roles and 

responsibilities are set out in the 

Programme Plan, project documentation 

and terms of reference for the Service 

Risk identified Interdependencies 

not fully 

known/understood 

Timeframes for 

delivery are 

ambitious 

SRFS have identified that the first year of 

the Service Transformation Programme 

was the development phase for many of 

the larger, risk critical projects and that 

in years two and three many of these 

projects will start to deliver with many 
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Key Questions  Evidence 
Assessment 

Change control procedures 
 
 

team? Transformation Committee. 

The programme is broken down into 

workstreams and projects. It is noted that 

some projects have delivered late due to 

unforeseen complexities in the 

transformation process - and that the 

timeframe and scale of the programme, 

including some individual projects, such as 

the HR and Payroll project, is ambitious.   

 

 

interdependencies. As part of the action 

plan created in response to the Gateway 

Review recommendations, further work 

on documenting and tracking 

interdependencies is underway with a 

key project interdependencies workshop 

completed in May and resources 

workshop held in June 14 with work 

ongoing.  

Is there an appropriate process for 

capturing the total spend on the 

contract and measuring this 

against budget? 

Monthly budget reports are produced by 

individual  project managers for each 

project showing actual spend against 

budget and projected cashflows. The 

individual budgets are submitted quarterly 

to the programme office for reporting to 

the Service Transformation Committee.  

Risk identified No risk identified 

 

Are there effective change control 

procedures in place? 

• Is there clear accountability for 

changes? 

 
Risk identified No risk identified 

 

Has adequate consideration, for 

example in contract clauses, been 

given to incentives for good supplier 

performance, and disincentive for 

poor performance(including 

 
Risk identified No risk identified 

 



Scottish Fire and Rescue Service 

 

 

21 

 

Key Questions  Evidence 
Assessment 

withholding payments)? 

Measuring and 

monitoring 

For contracts/programmes 

which are in progress. 

Relevant documents to 

request: 

Progress and financial 

reports to senior 

management groups/board 

Actions plan following 

independent assurance 

recommendations 

Benefits realisation plan 

 
 

Have robust performance 

management arrangements been 

developed?  

• Is there a sound record of 

responding to issues as they 

appear? Including responding to 

recommendations reported in 

independent assurance reports 

(e.g. Gateway reviews or 

internal audit) 

• Is there evidence of appropriate 

escalation of issues? Is the 

organisation using established 

governance structures and 

following planned escalation 

routes? 

• Is the performance 

management system being 

used to effectively manage the 

project? 

tolerances 

anything red highlighted at 

transformation meetings 

Quarterly reporting to the Service 

Transformation Committee includes :  

 Project progress reports, along with 

individual project updates on an  exception 

reporting basis ( for projects showing red) 

Benefit profiles  

Risk register 

 Gantt chart showing project progress and 

critical path to highlight project timelines 

and interdependencies. 

Matrix completed for all projects so 

allowing further identification of projects 

for greater scrutiny. 

Updates on  projects deemed to be 

requiring greater scrutiny - this 

included/includes the Data and Secure 

Storage  and HR and Payroll projects.  

Risk identified No risk identified 

 

Does the body have an effective 

system for measuring and tracking 

the realisation of anticipated 

benefits? 

Does this link to the benefits 

identified at the start of the contract?  

The Police and Fire Reform Gateway 

Review in January 2013 recommended that 

benefits profiles be developed for the 

Service Transformation Programme by end 

of Q2 2013. Work on this was presented to 

the Committee at the September 2013 

meeting and arrangements reviewed as 

part of a Scottish Government Gateway 

Risk identified Cashable benefits 

are not 

clearly/easily 

defined 

Due to the volume of projects within the 

programme and the high level of 
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Key Questions  Evidence 
Assessment 

Have they modified benefits 

according to changes made to the 

contract? 

Review in 2014.  

Recommendation 2 of the 2014  Gateway 

Review noted the need to 'Capture and 

record achievements, progress and future 

activities that evidences delivery of the 

Blueprint outcomes.' 

In response to this a paper on benefits 

profiles was presented at the June 2014 

meeting of the Service Transformation 

Committee. The paper outlined  the 

benefits pathway:  

 Identified in the project outline 

Confirmed in the dossier 

Set out in the benefit maps to confirm they 

meet the Blueprint requirements 

Measured at project closure. 

Results captured in benefits summary log. 

Route map  sets out the delivered benefits 

against the Blueprint, tying the benefits to 

the overall targets of reform. [The 

Blueprint outlines the model of operational 

capability of the single service required to 

realise outcomes and benefits.  The 

Blueprint depicts the ‘current state’ of the 

eight antecedent services, the 

interdependency across the projects, 

there is some difficulty  in attributing 

individual benefits to an individual 

project as many of the projects will play a 

part in delivering that benefit and/or will 

be unable to realise an expected benefit 

until  part or all of an interdependent 

project has been delivered.  For example, 

the closure report for phase 1 (Gazetteer) 

of the Gazetteer and GIS project details 

an actual saving of ~£25k vs an 

anticipated saving of £120k with the 

remaining cashable benefits dependent 

on the delivery of the Control Room 

Migration project.   

In the Benefits Profile paper presented to 

the Service Transformation Committee  

in June 14 it was noted  that 'the issue of 

delivering the cashable savings from the 

transformation programme was raised at 

the Service Transformation Programme 

Board in May. At the meeting the SRO 

instructed work stream leads as a matter 

of priority to mitigate the risk by ensuring 

the financial envelope for new projects 

coming forward is defined at the earliest 

opportunity. The SRO has also instructed 
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Key Questions  Evidence 
Assessment 

‘intermediate state’ (day 1 of Scottish Fire 

and Rescue Service on 1 April 2013) and 

the target ‘end state’ projected as end 

March 2015/16.] 

Through this pathway, expected benefits 

are documented in individual project 

documentation  and assessed at both 

project and programme level at project 

close where project manager assess the 

extent to which benefits have been met. 

The report is reviewed and signed off by 

the Strategic Lead (Sarah O'Donnell for ICT) 

and then closure is applied for via  the 

Programme Manager and Programme 

Board, along with supporting evidence of 

benefits met and reasons for any variance 

between expected and actual,  for closure 

approval. Once approved by the board the 

closures are presented to the Service 

Transformation Committee.  This approach 

was evident in project  documentation 

reviewed for the four projects and in 

minutes of and closure reports presented  

to the Service Transformation Committee. 

 

 

the programme manager to closely 

monitor the programme risk level in this 

area.' As part of this tracking of benefits 

by the Programme Office has evolved 

and is assessed, where appropriate, at a 

component level across projects. In 

addition, as part of the programme level 

review of closure reports, benefits yet to 

be realised are identified and added to 

Programme Office monitored timetable 

of future benefits which includes  future 

assessment dates and responsible party. 

Has the organisation balanced 
 

Risk identified No risk identified 
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Key Questions  Evidence 
Assessment 

financial outcomes with quality and 

service improvement outcomes in 

their evaluation approach? 

 

Has the body a clear idea of the 

total cost of the project and the 

reasons for any variances against 

budget? 

• Is there appropriate information 

provided to management and 

the board on progress against 

budget and explanations for 

variances? 

• Does the body have an 

appropriate overview of the 

finances of the programme as a 

whole, not just at project level? 

• Are all changes assessed for 

value for money? 

Project budgets are updated monthly for 

project boards and submitted and 

consolidated quarterly for Programme 

reporting to the Service Transformation 

Committee. Any under or overspends must 

be reported immediately for assessment of 

impact and, in the event of an underspend, 

so that resources can be redistributed to 

other projects, where required.   

Risk identified No risk identified 

 

Business acceptance 
For contracts/programmes 
which are nearing completion 

Are there appropriate plans in 

place to manage the end of the 

contract, i.e. further tender 

process/transfer of knowledge and 

skills? 

Project deliverables set out the 

requirements in reaction to skills/roles 

required beyond implementation and, 

where applicable, recruitment, training, 

restructuring required.   

Initial life support and ongoing 

maintenance requirements identified. 

Handover documentation prepared 

encompassing BAU process and ongoing 

maintenance, experience required and 

responsible parties.  

Risk identified No risk identified 
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Key Questions  Evidence 
Assessment 

Has a formal project review been 

completed and lessons learned 

disseminated? 

Closure reports are prepared for each 

project. These include assessment of the 

project deliverables against time, cost and 

quality, benefits realised and yet to be 

realised, and lesson learned.  As noted 

above, a project must receive approval to 

close for the strategic lead and Programme 

Board, and closure reports are then 

provided to the Service Transformation 

Committee for final review. Lessons 

learned are extracted and held in a central 

lessons learned log which should be 

reviewed when initiating new projects. In 

addition, any lessons learned that are 

highlighted that require further action are 

picked out for follow up - for example, 

resource requirement and workload issues 

highlighted in the lessons log added as an 

action to the Service Transformation 

Committee's action log.   

 

 

Risk identified Organisational 

capacity/lack of 

resources. 

In  a paper presented at the September 

14 meeting of the Service Review of the 

lessons learned log highlighted concern 

in relation to organisational capacity. See 

comments in relation to risks identified in 

sections above in relation to 

identification and management of 

resource requirements.  
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  Report 

Section 
Recommendation Status 

(C.E.R.) 

Aligns 

with SG 

PPM 

Principle 

No.(s) 

 Action Plan Update presented to Service 
Transformation Programme Board 21 
Aug 14 

R1 4.1.4 Develop a 

delivery 

routemap with 

resourcing 

requirements, to 

achieve the 

required 

Blueprint 

outcomes whilst 

continuing to 

deliver the SFRS 

remit.  

CRITICAL 6,7 Key projects interdependencies workshop 

planned for the 8
th

 May. The workshop will 

consider key milestones so that a critical path 

can be identified. 

This will support the identification of resource 

pinch points for the next two years. (1
st

 July) 

Following on from this an assessment of a 

second tier of critical projects will be 

undertaken to assess the resource implications 

for successful delivery. (1
st

 September) 

The route map will be a captured primarily 

through a live story book that will tell the story 

of how we get from intermediate state to final 

state. The story book will have a supporting 

Gantt chart that sets the time lines. (1 July) 

The Joint Scottish Fire and Rescue Service 

Blueprint was developed by the Scottish 

Government and the eight antecedent Fire 

and Rescue Services. It set out both the 

intermediate state as of April 2013 and the 

end state, describing how the SFRS will look 

after the transformation has been completed. 

The Routemap confirms how the SFRS will 

deliver the required change to meet the 

Target Operating Model and its associated 

timeline. Work on the resource planning is 

maturing. 

R2 4.3.3 Capture and 

record 

achievements, 

progress and 

CRITICAL 2,4,9 The development of a live “story book” that sets 

delivery expectation of the programme, on-

going progress, achievements and future work. 

(1 July) 

This work is well developed through the 

closing project pathway, the benefit profiles 

and summary table. The Programme Office 

considers the processes to be in place to 

deliver this recommendation. Continued due 

Appendix 2: Gateway review recommendations and action plan 
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future activities 

that evidences 

delivery of the 

Blueprint 

outcomes.  

diligence is required to ensure delivery and to 

seek ways of improving the reliability of 

benefits realisation. Police Scotland recently 

realised their end of 1st year benefits delivery 

report. The Programme Manager met the 

Police Benefits team on the 7th August to 

share experiences and to seek ways of sharing 

best practice. This was a mutually beneficial 

meeting that will assist the programme office 

to develop our finalised benefits report. STPB 

Members can find the Benefits section on the 

sharepoint site at 

https://firescotland.sharepoint.com/sites/PB/

Benefits/Forms/AllItems.aspx 

R3 4.4.3 Review Risk 

Management 

Policy v1.0 

against MSP™ 

and MoR™, 

refresh as 

necessary, and 

embed and 

ensure consistent 

application 

across the 

projects, in order 

to protect the 

Programme. 

CRITICAL 5 David Johnston (SFRS risk manager) to consider 

recommendation against SFRS risk policy. (1
st
 

May) 

David Johnson to support Graham Hogg 

(programme risk manager) develop project 

manager risk training package that aligns 

programme and project risk assessment. 

Training package to be delivered to all project 

managers(1August) 

Graham Hogg to review risk assessments 

template against recommendation. (1 May) 

Graham Hogg to review programme risk 

register. (1 June) 

Two new programme risk assessments to be 

undertaken: Backlogging of project work load, 

failure to identify and treat key project 

interdependencies. (1 June) 

The Programme Office considers this 

recommendation to be the one least 

developed. The SRO at the STPB in June 

reaffirmed the Service’s risk policy that all 

projects must apply Service policy. On that 

basis the Programme Risk Manager has re-

issued the Service policy along with the 

recently revised SFRS risk log to all project 

managers and informed them that he is there 

to support their risk assessment processes. A 

light touch assessment of individual project 

risk registers is planned for the autumn by the 

programme office. This will be further 

augmented by an assessment by internal 

audit at a later date that still has to be 

determined. 
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R4 4.5.4 Implement a 

robust approval, 

prioritisation and 

initiation process 

for projects, to 

ensure that each 

is an essential 

contributor to 

the required 

programme 

outcomes.  

ESSENTIAL 

by next 

project 

initiation 

1,3,4,6 Implement Project Pathway from revised 

Programme Plan v2. This includes: 

• STPB approval of project initiation. 

• Early sight of new projects for STC to support 

clear project scope. 

• Development of a resource management 

plan to ensure projects are prioritised and 

delivered based on organisational failure to 

deliver. (1 July) 

The Programme Office is of a view that this 

recommendation has been sufficiently 

addressed through the continued application 

of the project pathway and project 

presentations to the STPB and STC. As with 

recommendation 2 careful management of 

the process is required to ensure this is 

maintained 
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Appendix 3: Strategic aims, worksteams & projects  

 Source: Service Transformation Programme Plan v7  

4 strategic aims 

9 workstreams 

encompassing 

42 projects 
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Appendix 4: Risk review process  

 

Source: Service Transformation Programme Plan v7  
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