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INTRODUCTION
NICVA is committed to ensuring that appropriate systems are in place to protect and administer all of its resources.  The purpose of this document is therefore to define the financial systems used by NICVA and how they relate to all areas of the organisation.

The document is a working document and is relevant to Executive Committee and all NICVA staff.  All suggestions for amendments should be made to the Director of Corporate Services.  Minor amendments/updates must be agreed by the Management Group; major amendments must be approved by the Executive Committee via the Resources Committee.

(1)
ORDERING SUPPLIES AND SERVICES
General

All staff must be aware that expenditure is committed when an order is placed on behalf of NICVA, not when the payment is requested.  Therefore, it is important that all orders are placed properly using a purchase order requisition from the NICVA duplicate purchase order requisition book, which has been completed correctly and authorised in advance by the budget holder, and is within agreed budgets and delegated powers. Purchase orders will be kept within each department until such time as the supplier invoice has been received – the top copy should then be attached to the invoice and submitted to finance for payment.  Suppliers must be requested to produce invoices.  If payment is needed on or before delivery or no credit is given, then complete a purchase order requisition with appropriate authorisation and attach any back up material.
Budget holders can place orders for goods or services within their budget areas, subject only to cash flow restraints.  The budget holder will be the Director or Unit Head.
Credit Card Purchases

Where it is not possible for goods or services to be purchased by receipt of an invoice, these may be purchased by credit card.  The above procedure must be followed for the purchase of any goods or services via credit card.  Any travel or subsistence paid for using the company credit card must be itemised on a travel claim form with receipts attached.
Authorisation Limits
Expenditure on revenue or capital items within agreed budgets can be authorised as follows:
Budget holders/Unit Heads          
- up to £1,000
Director
- up to £10,000


Chief Executive
- up to £15,000
Management Group
- up to £25,000
Executive Committee
- unlimited
Such expenditure levels are for complete items or groups of items and may not be broken down to artificially come under the relevant limit.
Expenditure outside agreed budgets can be authorised as follows:

Chief Executive
- up to £10,000
Executive Committee 
- unlimited                      
Contracts

In all contracts for the supply of goods and services staff will ensure the organisation receives value for money. The table below sets out the procurement control limits in line with DSD policy.
	Estimated Value of Order 

(Excluding VAT)

£
	Number of Written Quotations Required

	Estimated Value of Order 

(Excluding VAT)

£
	Number of Written Quotes Required

	Up to £1,500


	2 or 3 Oral Quotes depending on the need to have a price comparison (fax or e-mail confirmation should be obtained)

	> £1,500 < £10,000


	4 Written Quotes/Tenders. Again in the interests of value for money identify 4 suppliers/service providers.

	> £10,000 < £30,000


	5 Written Quotes/Tenders. Again in the interests of value for money identify 5 suppliers/service providers.

	> £30,000 < EC Thresholds


	Publicly advertised open or restricted tender competition


With Executive Committee approval contracts may be awarded for up to five years.

If it is not practical or it is unreasonable to invite quotations for any such expenditure, this situation will be approved by the Resources Committee and the decision recorded on the appropriate purchase order.  Any such decisions must be reported to the Executive Committee.  For all such cases of expenditure of £10,000 or over, prior Executive Committee approval must be obtained.


The Director of Corporate Services will ensure that all quotations received are fairly considered and accurately reported.  A quotation other than the lowest may be accepted, but all such cases must be reported to the Director of Corporate Services (or the Resources Committee if over £10,000) with reasons for the decision.
All contracts for the supply of goods and services above a value of £25,000 must be subject to a tendering process approved by the Resources Committee.

Petty Cash

While claims for small items of expenditure may be made via petty cash (see section 4), adequate supporting documentation, preferably receipts must be obtained.  Large items requiring cash payment must be checked with the finance unit before the arrangement is confirmed.

(2) 
PAYMENT AUTHORISATION AND PURCHASE LEDGER
Purchase Orders and Invoices

All invoices must be authorised for payment by the Budget Holders, although the actual checking of details may be delegated.  The authorising unit is responsible for checking conformity with the order placed, that the services or goods have been received, follow up of any problems and, where appropriate, checking of invoices for accuracy in terms of figures.  The finance unit must be informed if there are queries delaying authorisation or if payment is to be withheld, giving the reasons for these anomalies.

A purchase ledger is operated by the finance unit.  Incoming invoices are passed to the finance unit in the first instance; they are then passed to budget holders for authorisation.  Only invoices with an attached purchase order requisition form and authorised invoice will be entered onto the purchase ledger – this should be done within one week of receiving the invoice.  Only at the year end will outstanding purchase orders be entered onto the purchase ledger to allow for complete accrual of expenditure.
Once authorised as above, suppliers will be paid within the appropriate timescale.  This is generally as agreed within the credit terms with the supplier, unless there are exceptional cash-flow difficulties or specific supplier arrangements.  The latter must be communicated by budget holders to the finance unit, which will inform them of any difficulties in meeting these requirements.

Expenses

Expenses incurred by staff in carrying out NICVA business will normally be reimbursed monthly together with salary payments.  All claims for reimbursement of expenses by staff members must be approved by the relevant line manager.  In exceptional circumstances, you may incur expenses on behalf of NICVA which would be difficult to support until the next salary day.  In such circumstances you may request a cheque from the Director of Corporate Services. For foreign currency expenses NICVA will supply a daily allowance for the trip.  An approved requisition for this must be with the finance office at least one week before the last working day before departure.

The travel and subsistence allowance rates can be found in the staff handbook. 
Director’s expenses must be approved by the Chief Executive. Chief Executive’s #

expenses must be approved by the Chair.
Prior approval must be obtained as above in all cases:

· where weekly expense is likely to be more than £500;
· involving travelling outside Northern Ireland.

(3) 
CHEQUE WRITING AND SIGNING
Signatories

Signatories will only be drawn from the Management Group with the exception of the members of the Executive Committee.  Signatories are not permitted to sign cheques which are payable to themselves, or blank cheques.  Cheques should be filled in completely (with payee, amount in words and figures, and date) before cheques are signed.

Payments

Payment runs will be carried out twice a month in the middle and at the end of the month, unless in exceptional circumstances.  BACS payment lists and all cheques require two signatures.  Cheque signatories should check that the expenditure has been appropriately authorised by the budget holder before signing the cheque/BACS payment list.
Salary authorisation
Salary payments require the authorisation of two members of the Management Group.
(4) 
HANDLING OF CASH
Petty Cash

Petty cash should be used for the purchase of small items, up to a value of £50. Anything over this should be paid by cheque where possible.  The petty cash balance will be topped up to £100 as required and will be reconciled monthly.

All cash collected from the finance unit will be signed for, and receipts will be issued for all cash returned.
Cash Received

Any cash income will be banked via the finance unit, and not used for petty cash expenditure.  Such cash will be passed to the finance unit as follows.  Cash will be stored in locked cabinets and lodgements will be made at least once per week by the finance staff.
(5) 
SALARIES, PAYROLL, PENSION AND FREELANCERS
NICVA is required to operate a PAYE system and make annual returns to the Inland Revenue.  All people working directly for NICVA, whether permanent or temporary, must provide a P45, or sign a P46 or student exemption certificate, or give reasons why they can’t.  Work in all areas of activity will be considered as employment by NICVA and will be subject to PAYE and NIC.
The Director of Corporate Services will check the monthly salary payment listings. Salaries will be paid via BACS on the 17th day of each month or where not possible on the latest suitable day which precedes the 17th.  NICVA does not pay staff salaries by cheque.

Pay scales and new posts/restructuring are approved by the Resources Committee; salaries are revised when the various new pay scales become available and backdated to the start of the financial year as appropriate.  The Executive Committee will set the Director’s remuneration.  Appointments to existing posts are the responsibility of the Chief Executive.
NICVA operates a contributory final salary pension scheme via the Pensions Trust.  Employees electing to join NICVA’s scheme will pay contributions, the rate of which are related to age upon joining.  Employers’ contributions are set at a flat rate of 10%.
The Human Resources and Finance Units are responsible for:

· Paying each employee in accordance with the approved terms and conditions, and issuing payslips.
· Operating the PAYE system, keeping the required records, issuing P45s and P60s, and communicating with the tax office as appropriate.
· Making the correct deductions for income tax, national insurance contributions, court orders and any other appropriate deduction authorised by staff or the tax office; ensuring that deductions are paid to the correct body, and necessary returns made.
· Administering the Statutory Sick Pay and Statutory Maternity Pay schemes, alongside any additional related benefits provided by NICVA.
· Administering the Childcare Voucher Scheme.

(6) 
INCOME
The majority of income received by NICVA is from grant income.  Finance should be made aware of relevant grant conditions and exactly how the grant is to be expended by the person gaining the grant.  Finance will liaise with relevant staff to ensure the relevant financial reports and returns are produced.

All invoices should meet standard invoice requirements and be recorded on Sage.  All invoices will have an auto generated sequential number.

Invoices for training and room bookings will be generated by the Corporate Services secretary.  All other invoices for services provided will be issued by the finance unit and recorded in the month the service took place.  An invoice requisition should be completed as soon as possible after the service has been provided and passed to the finance unit.

The finance unit will issue statements on a monthly basis.  Overdue reminders will be issued at 30, 60 and 90 day intervals.  Any queries regarding an invoice may be referred to the relevant department.

The opening of post (and control of cheques) is carried out by the finance unit.  All post is date stamped on the day of receipt and recorded in the post book.  The Finance Manager will review the post each day.  Non financial post is distributed around the building.
(7) 
BANK ACCOUNTS
NICVA bankers are:

· First Trust Bank, University Road Branch, Belfast.
Treasury and Investment policy

Surplus cash at bank will be invested in a fixed term account to maximise investment returns and ensure funds are available for use when required by the charity.  On the maturity of the fixed term account the best possible rate and term will be sought from the bank at that time.
NICVA’s investment policy with regards to the NICVA portfolio is to avoid investing in tobacco shares or those with any exposure to arms manufacturing.  Investment and risk parameters are set as being a balance between income and growth in terms of investment objectives and lower risk.

(8) 
BOOKS OF ACCOUNT AND RECORDS
Proper accounting records will be kept and stored for a period of seven years.  The accounts systems are based around computer facilities, using Sage Line 50 and Excel, but manual/paper records will also be used if appropriate.  At a minimum, the following records will be kept:

· Appropriate control accounts (ie bank control, petty cash control). 

· Salary control account.
Petty cash and bank accounts will be reconciled at least monthly.

All vouchers entered into the computer system will be clearly initialled by the person entering it, along with the date and the accounts reference.  All income/expenditure information will be recorded within three days.  All corrections and adjustments will be clearly noted in a written ‘Journal’ giving reasons for them, with supporting documentation where available.

Purchase ledger, other cheque payments and banking sheets will be filed in the appropriate reference order, with any supporting documentation.  All petty cash vouchers, cheque stubs, etc, will be retained for audit and for statutory purposes thereafter.

All fixed assets costing more than £300 will be capitalised in the accounts and recorded in the fixed assets register.  This register will record details of date of purchase, cost, a description of the asset, depreciation and, in some cases, details of disposal.

(9) 
BUDGET SETTING
Quarterly income and expenditure budgets will be prepared for final approval by the Executive Committee in March prior to the start of the financial year under consideration. Budgets are prepared by the Finance Manager in association with the Director of Corporate Services and in consultation with budget holders.  Proposals for capital expenditure will also be incorporated into the annual budget.  

Approval of the budget is by recommendation of the Chief Executive to the Resources Committee and endorsed by the Executive Committee. The approved budget will be used as a base to construct a cash flow forecast for the year, which will be updated at least quarterly.  Budget revision will take place during the year, normally at the six monthly stage.

(10) 
FINANCIAL MONITORING, AUDIT AND RESERVES
All budget holders will receive appropriate, regular reports of income and expenditure against budget.  The Management Group will receive:

· Quarterly reports of income and expenditure versus budget.
NICVA financial year is from 1 April to 31 March.  Annual accounts will be submitted for audit, as required under the Companies Act, charity regulations and grant conditions, prepared per the Statement of Recommended Practice for Charities and any other relevant accounting conventions.  Final accounts should be passed by the Executive Committee, with audited accounts signed in October for presentation at the Annual General Meeting.  The Annual General Meeting will normally take place in December of each year, and will include the election of officers, the presentation of accounts and the Chief Executive’s report.

The audit will take place over a two week period normally in May/June.

Reserves

The reserves policy has been designed in order to recognise NICVA’s requirements for reserves in light of the main risks to the organisation.  It has established a policy whereby the unrestricted funds not committed should equate to 12 months total resources expended.  The aim is to provide sufficient funds to cover any unforeseen costs which may arise, recognise the volatile grant environment as well as allowing for the payment of any liabilities which would arise should the company cease to operate. Any call upon the use of reserves will be at the approval of the Executive Committee which will examine the rationale for doing so and agree an amount where appropriate.

(11) 
CHEQUES FOR CHARITY
NICVA administers the Cheques for Charity Scheme, whereby they receive, claim gift aid and hold monies on behalf of donors and disburse according to their instructions.

The donor and charitable organisations in receipt of the donations are held separately from the main NICVA financial systems.  Income is lodged on receipt and recorded on the donor’s account.  Payments to the charitable organisations are made at the end of each month.  The gift aid tax claims are made at the end of each quarter.
Detailed procedures can be found on the Cheques for Charity procedure file.

(12) 
ANTI-FRAUD POLICY
NICVA requires all staff at all times to act honestly and with integrity and to safeguard the public resources for which NICVA is responsible.  

Fraud may occur internally or externally and may be perpetrated by staff, consultants, suppliers, contractors or development partners, individually or in collusion with others.  

The purpose of the fraud policy is to set out responsibilities with regard to fraud prevention, what to do if you suspect fraud and the action that will be taken by management.  The policy is attached as Appendix 1.

(13) 
DOCUMENT RETENTION
NICVA will retain financial documentation as follows:

	Item
	Retention period (years)

	Purchase invoices and supplier documentation (cash books, cheque books, purchase ledger, etc)
	6

	Invoices for capital items

Sales ledger and receipts 
	10

	Petty cash records
	7

	Bank statements, reconciliations, remittance advice, etc
	6

	Deeds of covenant

Correspondence relating to donations
	12

3

	Payroll documentation (deductions)

Payroll control accounts
	6

7

	Personnel records 
	7



	Pension records (change of payments)


	10

	Trust Deeds and Rules, Annual Accounts, Actuarial Reports, Fixed Asset Register, Insurance Policy Records
	indefinite


Appendix 1

Anti-Fraud Policy

1. Introduction

1.1 NICVA requires all staff at all times to act honestly and with integrity and to safeguard the public resources for which NICVA is responsible.  

1.2  Fraud may occur internally or externally and may be perpetrated by staff, consultants, suppliers, contractors or development partners, individually or in collusion with others.  

1.3 The purpose of this document is to set out your responsibilities with regard to fraud prevention, what to do if you suspect fraud and the action that will be taken by management.

2. Definitions of Fraud

2.1 In law there is no specific offence of fraud and many of the offences referred to as fraud are covered by the Theft Acts of 1968 and 1978.  The term is used to describe such acts as deception, bribery, forgery, extortion, corruption, theft, conspiracy, embezzlement, misappropriation, false representation, concealment of material facts and collusion.  For practical purposes fraud may be defined as the use of deception with the intention of obtaining an advantage, avoiding an obligation or causing loss to another party.  The criminal act is the attempt to deceive and attempted fraud is therefore treated as seriously as accomplished fraud.

2.2 Computer fraud is where information technology equipment has been used to manipulate programs or data dishonestly (for example, by altering, substituting or destroying records, or creating spurious records), or where the use of an IT system was a material factor in the perpetration of fraud.  Theft or fraudulent use of computer time and resources, including unauthorised personal browsing on the internet, is included in this definition.

3. NICVA’s responsibilities

3.1 The day to day responsibility for the prevention and detection of fraud rests with the Management Group who are responsible for:

· Identifying the risks to which systems, operations and procedures are exposed; 

· Developing and maintaining effective controls to prevent and detect fraud; and 

5. Staff Responsibilities

5.1 All staff, including managers, are responsible for:

· Acting with propriety in the use of NICVA’s resources and in the handling and use of funds whether they are involved with cash or payment systems, receipts or dealing with contractors, suppliers or customers; 

· Reporting details immediately to the Director of Corporate Services if they suspect or believe that there is evidence of irregular or improper behaviour or that a fraud may have been committed. 

6. Fraud Response Plan

 6.1 NICVA has prepared a Fraud Response Plan (see Appendicx A), which should act as a checklist of actions and a guide to follow in the event that fraud is suspected.  It covers:

· Notifying suspected fraud; 

· The investigation process; 

· Liaison with police and external audit; 

· Initiation of recovery action; 

· Reporting process; 

7. Disciplinary Action

7.1 In the case of proven fraud, or suspected fraud of a serious nature, NICVA reserves the right to refer the matter to the police at the earliest possible juncture. 

7.2 Notwithstanding this, and following appropriate investigations, the Chief Executive will determine whether to invoke action in accordance with established disciplinary procedures. 

APPENDIX A: FRAUD RESPONSE PLAN

1. Introduction

1.1. This fraud response plan provides a checklist of actions and a guide to follow in the event that fraud is suspected.  It covers:

· Notifying suspected fraud; 

· The investigation process; 

· Liaison with police and external audit; 

· Initiation of recovery action; 

· Reporting process; 

1.2 Its purpose is to define authority levels, responsibilities for action and reporting lines in the event of suspected fraud, theft or other irregularity.

2. Notifying Suspected Fraud

2.1. It is important that all staff are able to report their concerns without fear of reprisal or victimisation and are aware of the means to do so.  The Public Interest Disclosure Act 1998 (the “Whistle-blowers Act”) provides appropriate protection for those who voice genuine and legitimate concerns through the proper channels.

2.2 In the first instance, any suspicion of fraud, theft or other irregularity should be reported, as a matter of urgency, to your line manager. If such action would be inappropriate, your concerns should be reported upwards to one of the following persons:

· Director of Corporate Services 

· Chief Executive

· Resources Committee 

· Executive Committee

2.3 Every effort will be made to protect an informant’s anonymity if requested. However, NICVA will always encourage individuals to be identified to add more validity to the accusations and allow further investigations to be more effective.  In certain circumstances, anonymity cannot be maintained.  This will be advised to the informant prior to release of information.

3. The Investigation Process

3.1. Suspected fraud must be investigated in an independent, open-minded and professional manner with the aim of protecting the interests of both NICVA and the suspected individual(s). Suspicion must not be seen as guilt to be proven.

3.2. The investigation process will vary according to the circumstances of each case and will be determined by the Chief Executive in consultation with the Director of Corporate Services, and the Resources Committee. An “Investigating Officer” will be appointed to take charge of the investigation on a day-to-day basis.  This will normally be the Director of Corporate Services or exceptionally, another Director.

3.3 Where initial investigations reveal that there are reasonable grounds for suspicion, and to facilitate the ongoing investigation, it may be appropriate to suspend an employee against whom an accusation has been made. This decision will be taken by the Chief Executive in consultation with the Director of Corporate Services. Suspension should not be regarded as disciplinary action nor should it imply guilt.  

3.4 It is important, from the outset, to ensure that evidence is not contaminated, lost or destroyed.  The investigating officer will therefore take immediate steps to secure physical assets, including computers and any records thereon, and all other potentially evidential documents.  They will also ensure that appropriate controls are introduced to prevent further loss.

3.5 The Investigating Officer will ensure that a detailed record of the investigation is maintained. This should include a chronological file recording details of all telephone conversations, discussions, meetings and interviews, details of documents reviewed, tests and analyses undertaken, the results and their significance.  

3.6 All interviews will be conducted in a fair and proper manner. Where there is a possibility of subsequent criminal action, the police will be consulted and interviews may be conducted under caution in compliance with the Police and Criminal Evidence Act (PACE), which governs the admissibility of evidence in criminal proceedings.  

3.7 The findings of the investigation will be reported to the Chief Executive, who will determine, in consultation with the Investigating Officer, what further action (if any) should be taken.

4. Liaison with Police & External Audit

4.1. The police generally welcome early notification of suspected fraud, particularly that of a serious or complex nature.  Some frauds will lend themselves to automatic reporting to the police (such as theft by a third party).  For more complex frauds the Chief Executive, following consultation with the Director of Corporate Services will decide if and when to contact the police.  The Chief Executive may also report suspected frauds to the external auditors at an appropriate time.

4.2. All staff will co-operate fully with any police or external audit enquiries, which may have to take precedence over any internal investigation or disciplinary process

5. Initiation of Recovery Action

5.1 NICVA will take appropriate steps, including legal action if necessary, to recover any losses arising from fraud, theft or misconduct.  This may include action against third parties involved in the fraud or whose negligent actions contributed to the fraud.

6. Reporting process

6.1 Throughout any investigation, the Investigating Officer will keep the Chief Executive informed of progress and any developments.  These reports may be verbal or in writing.

6.2 On completion of the investigation, the Investigating Officer will prepare a full written report setting out:

· Background as to how the investigation arose; 

· What action was taken in response to the allegations; 

· The conduct of the investigation; 

· The facts that came to light and the evidence in support; 

· Action taken against any party where the allegations were proved; 

· Action taken to recover any losses; 

· Recommendations and/or action taken by management to reduce further exposure and to minimise any recurrence. 
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