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Introduction 

The High and Complex Needs Interagency Strategy is funded by the Ministries of Health and Education and Social Development. Child Youth and Family Services hosts the HCN Unit. Each of these agencies can be a “lead” agency for an HCN Unit case. The following financial procedures are for Child, Youth and Family only.  
This document refers to the Lead Agency, which is the Child, Youth and Family site. It also refers to the Lead Agency Manager, which is the Site Manager. These are generic terms we use for each agency, whether CYF, education or health is leading the plan. .
It is usually the site administration person who assumes the Finance Contact role. It could be Admin, SWRA or PA – whoever best suits the role. It should be someone who is familiar with financial procedures on CYRAS.  
Overview of the HCN Unit process
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Financial Responsibilities

Role of the Lead Agency Manager 

The Lead Agency Manager is responsible for the overall administration of the interagency plan and is accountable for managing the approved HCN funding, including:

· monitoring the financial progress of the plan
· determining the financial implications of changes to plans – either at the three-monthly reviews or as required
· submitting the three-monthly plan review and associated funding request changes.

The Lead Agency Manager identifies a Finance Contact, who works closely with the Services Coordinator and Lead Agency Manager to administer, monitor and implement the financial components of the HCN Unit interagency plan.

Role of the Services Coordinator

The Services Coordinator is contracted by the lead agency to support the team to develop the application and develop and implement the interagency plan.  

The Services Coordinator is not accountable for funding, but they do have a role in monitoring financial activity, reviewing plan progress and responding accordingly. This includes:
· working with the lead agency to ensure invoices for services are consistent with approved funding and are provided in a timely manner (preferably monthly)
· providing input into the quarterly financial review and funding change. 
Role of the HCN Advisor

HCN Advisors are employees of the HCN Unit who support Managers, Service Coordinators and interagency teams with plan development, including reviewing information before it is submitted to the Panel. This includes:
· reviewing monthly financial reports showing plan implementation (as indicated by expenditure incurred compared to plan approvals) and taking action to ensure spending is on track
· forwarding financial monitoring reports to the Services Coordinator and Lead Agency Manager
· reviewing and advising on funding change requests as required.
Role of the Finance Contact 
The Finance Contact works closely with the Services Coordinator and Lead Agency Manager to administer and monitor the financial components of the HCN plan. This includes:

CYRAS processing
· monitoring CYRAS financial item approvals 
· raising orders in CYRAS for services being purchased to implement the plan – this includes liaising with providers to make sure orders are accurately raised and clearly understood by the provider
· facilitating the payment for services – this includes liaising with providers and Service Coordinators over invoices 
· monitoring open outstanding orders and taking action to ensure invoices are provided in a timely manner and orders are cancelled or completed where necessary.
Journals
· sending information to the Regional Financial Analyst so they can raise journals for board and resource worker costs incurred by the site (to transfer the cost to the HCN Unit).
Reporting and monitoring
· reviewing and providing advice to the Service Coordinator and Lead Agency Manager about orders raised and payments made in relation to plan approvals – this includes liaising with the HCN Unit 
· supporting the Lead Agency Manager and Service Coordinator to carry out the quarterly review of finances (including funding change requests).
Systems used to administer HCN Unit plans

The administration of HCN Unit-funded interagency plans for clients where CYF in the Lead Agency is occurs in three separate systems:


· HCN Database – Te Kete
· CYRAS 
· KEA.
Te Kete

Te Kete contains all information pertaining to the application, approval and content of all client HCN Unit plans. Funding requests and resulting decisions are entered into Te Kete.   
Te Kete contains all payments made prior to 30 June 2011 and journals processed that relate to board run costs and resource worker costs after 30 June 2011.
CYRAS
CYRAS is the system used to purchase services for children and young people with an HCN Unit plan where CYF is the Lead Agency.  

The following actions are carried out in CYRAS to administer HCN Unit plans:

a) One-off financial items are set up (by the HCN Unit) for application and pan development contributions for the Services Coordinator for each client.

b) client financial plans are set up for each HCN Unit plan (by the HCN Unit) at the following level of detail:

· quarter – start and end date of the financial item matches the quarter start and end date
· domain – financial items descriptions in CYRAS match domain categories in Te Kete.
c) Orders are raised (by sites) against client financial plans for services, at the following level of detail:

· by vendor

· by domain
· by month, where possible.
d) Invoices are processed (by NAC) against orders

All providers and suppliers who submit invoices to receive payment must be set up as vendors in CYRAS. All invoices from these providers and suppliers must have an order number from CYRAS before they can be processed for payment by the National Accounting Centre (NAC).

KEA
Journals are raised to transfer costs for HCN Unit plans for board run costs and resource worker costs.  These costs are in the first instance incurred at the site – via the board run or CHRIS payroll – and are transferred by journal to the HCN Unit cost centre.

Sites liaise with Regional Financial Analysts to prepare monthly journals for this expenditure.

COGNOS reporting
COGNOS is used to report HCN Unit plan approvals and payments.  

Payment information for HCN Unit plans administered through CYRAS is provided by way of a monthly report contained within an excel spreadsheet. 
What to do once a plan is approved
HCN Unit plan
When a plan for a child or young person who has CYF as the Lead Agency is approved by the Plan Approval Panel you, as the Finance Contact, will receive an electronic copy of the plan approval letter sent to the Lead Agency Manager. Attached to the letter will be a budget detailing the interventions and amounts approved (excl GST). 
Any further changes to the budget will be communicated by letter from the HCN Unit Manager. 
CYRAS financial plans
Shortly after the plan is approved, the HCN Unit will create financial items in CYRAS to reflect the approvals for the first quarter. The start and end date of financial items are the start and end dates of the quarter to which the funding relates.
The HCN Unit will use CYRAS reminders to advise the Finance Contact that the appropriate financial items have been approved and are available for use.
CYRAS financial items will be updated to reflect any changes to funding approved by the Panel.

Orders and invoices
Once financial items have been approved in CYRAS, the Finance Contact can raise orders for HCN Unit services and forward invoices to NAC for payment. Orders for HCN Unit services must be flagged to be goods receipted. This is so sites have control over the decision to release invoices entered by NAC for payment.
Liaise with vendors to make sure invoices are submitted monthly. 
Reviews and monitoring

Monthly financial monitoring

The Finance Contact is required to monitor expenditure against approvals to ensure orders and invoices are being raised on a timely basis. If services are being delivered, but invoices are not being received, the Finance Contact should contact vendors to request an invoice. If the plan is delayed and services are not being delivered, the HCN Advisor and Services Coordinator will feed this information into the quarterly review and changes to the plan will follow.
Quarterly reviews

All HCN Unit interagency plans need to be reviewed every three months throughout the life of the plan. The interagency team will meet with the Services Coordinator to discuss the review, and should examine the budget and confirm the following:
· that the planned interventions for the previous quarter took place and that the expenditure was incurred  
· any new planned interventions that require additional funding.

You will need to work closely with the Services Coordinator to complete the Funding Change Request form (if it is required) to discuss:

· what invoices have been received

· what invoices are still to come

· how much funding is remaining

· any funds that are no longer required.
Updating of CYRAS financial plan items
The HCN Unit will close all financial items for a quarter at the end of the month following the quarter end. For example, financial items relating to a quarter ending on 30 September will be closed at the end of October. The Finance Contact and Service Coordinator are responsible for ensuring all orders are raised and invoices are received prior to the closing of the items.

Funding Change Requests

During the review, changes needed to the budget may be identified. The Services Coordinator will work with the team to identify the changes.
You will receive a copy of the letter sent to the Lead Agency Manager stating whether or not the Funding Change Request was approved. Attached to the letter will be a budget detailing the changes approved (excl GST). The HCN Unit will update CYRAS financial items as required, and you will receive a CYRAS reminder notifying you of the update
Key Tasks Summary

	Process
	Finance Contact to do

	Interagency Management Group (IMG) agreement to apply for HCN Unit funding 


	Lead Agency Manager should inform you that a Services Coordinator has been contracted to collate the application and you will receive an invoice from the Services Coordinator for the first half of the application development costs as per contract $582 + GST. The HCN Unit will set up a financial item for this.

	Application approved
	Once the application is approved, you will receive an invoice from the Services Coordinator for the second half of the application development costs as per contract $582 + GST.
Around the same time, you will receive an invoice from the Services Coordinator for the first half of the plan development $1,680 + GST. The HCN Unit will set up a financial item for this.


	Plan approved
	On completion of the plan, you will receive an invoice from the Services Coordinator for the second half of the plan development $1,680 + GST. The HCN Unit will set up a financial item for this.

Once the plan has been considered, you will receive a copy of the letter from the Plan Approval Panel addressed to the Lead Agency Manager regarding the outcome of the plan. If the plan was approved, there will also be a copy of the approved budget.
The HCN Unit will set up the Financial Plan for the first quarter and you will receive a CYRAS reminder once this is done.

	Paying providers and Services Coordinator
	You will need to raise orders for vendors engaged to provide services under the HCN Unit plans.

You will need to seek confirmation from the Services Coordinator that payment can proceed.
Tick goods receipting box in CYRAS invoice screen when goods receipting reminder is received.

	Seek reimbursement from the HCN Unit for board run and resource worker costs
	Liaise with Regional Financial Analyst, CYRAS to provide the information needed to raise a journal to recover costs from the HCN Unit – use a screen shot for board payments.

	Plan review
	With the Services Coordinator, complete a Funding Change Request form to advise of funding no longer required and/or any further funding to be requested from the HCN Unit.


	End of Quarter and end of plan


	Make sure all remaining invoices are received from Providers and reimbursement claimed from the HCN Unit (for board and resource worker costs).


Paying invoices from Providers
Service providers or vendors will be paid by the lead agency in accordance with the contract they have. As Finance Contact, you will work with providers to ensure invoices for services are submitted for payment by the lead agency on a monthly basis.
Goods receipting
All orders raised for services provided under and HCN Unit plan must be flagged for goods receipting. Goods receipting means the order raiser must good’s receipt all invoices submitted for payment under that order before they are released for payment, checking the services:
· have been received
· are for interventions approved within the interagency plan 
· are for services administered within the timeframe of the approved plan
· are within amounts approved within the plan.

Invoices are usually verified by the Services Coordinator. If there are any problems with the invoice, they should be raised with the Lead Agency Manager.

Paying the Services Coordinator
The HCN Unit contributes the following amounts for work by Service coordinators:

Application development
The HCN Unit will contribute $1,164 (excluding GST) for a Services Coordinator to compile the application information provided by the agencies. This is paid by the HCN Unit upon the request of the Site Manager who has engaged the Services Coordinator to prepare an application.
The contract template states that it can be paid in two parts: $582 + GST on commencement of application development and $582 + GST on completion of the application.

Plan development:
The HCN Unit will contribute $3,360 (excluding GST) as a one-off payment to the lead agency for a Services Coordinator to work with the interagency team to develop the interagency plan.  
The contract template states that it can be paid in two parts: $1,680 + GST on commencement of plan development and $1,680 + GST on completion of the plan.

Note - If a client has a second plan with HCN Unit funding, the HCN Unit does not make a second plan development contribution.
Plan implementation
Once the interagency plan is approved, the HCN Unit contributes a further $13,968 per annum, or $1,164 per month (excluding GST) to the lead agency for services coordination for a 12 month interagency plan. 
Seeking reimbursement from the HCN Unit (journalling)
The HCN Unit will reimburse the lead agency (the CYF site) for expenses incurred for board run and resource worker costs, up to the amounts approved within the plan budget. Journals are required on a monthly basis. 
Where Child, Youth and Family is the lead agency, a General Ledger upload journal needs to be forwarded to the HCN Unit (HCN Unit cost centre 668607). This is done by the Regional Financial Analyst.
The upload journal template can be found on Doogle using the “search” engine.
The HCN Unit only uses three nominal codes against its cost centre. They are:
· 15733 – used for bednights
· 15702 – All other HCN client costs 
· 15701 – Services Coordinator costs.
The following information is required on the journal:
· name and HCN project code (the project code can be found on the front page of the Funding Summary)
· the plan number that payments relate to
· description of the intervention within the budget that the payment relates to (e.g. “Living arrangements – respite care”)
· dates the services were provided 
· supporting documentation –eg copy of board run, copy of payroll record).
Address to send journals to:

HCN Unit – Administration Support

C/O Child, Youth and Family Services

Bowen State Building

36 Bowen Street

P.O. Box 1556
Wellington

GST
HCN Unit funding approval amounts are exclusive of GST. Invoices should reflect this and provide a breakdown of any GST included. The HCN Unit adds GST to the financial plan items created in CYRAS. Therefore, CYRAS financial items will differ to the HCN Unit budget provided.
Goods and Services tax in New Zealand is 15%

Helpful tip:
To deduct GST, multiply the full GST inclusive price by 3, then divide that result by 23. The end result will be the GST amount. 
Alternatively, you can divide the gross figure by 7.666 to give the GST amount.

To add GST, multiply the GST exclusive amount by 1.15. This gives you the gross amount.

	Gross Value (incl GST)
	GST
	Excluding GST (Net)

	$115
	$15
	$100


To obtain the GST amount, multiply $115 by 3 to give 345, then divide this by 23 to get a GST figure of $15, and therefore a net figure of $100.
End of the Financial Year process

The HCN Unit budget runs on the Financial Year: July to June. Payments for services need to reflect when the services are provided.  

At the end of June, we need to know what invoices you have received and/or paid that will not be received by the HCN Unit for payment by the end of June. We also request that an amount is estimated for any interventions that have occurred but do not have a provider invoice for the service yet. This is so we can accrue these amounts to show the spending in our budget for the financial year where the funds have been approved.     

The Services Coordinator may need to assist you with this.

Included in this booklet is an example of the form which is available to complete this information.  It can also be found on our website: www.hcn.govt.nz 
Fax the completed form and copies of invoices to the HCN Unit: 04 915 5677.  We need to receive this by 25 June.

Child, Youth and Family contribution to care costs 

Where Child, Youth and Family (CYF) have legal status for the custody of a client, the HCN Unit will cover 70% of caregiver costs or board costs. This does not cover clothing, medical, gifts etc and a breakdown should be shown in the plan budget and any Funding Change Requests.
CYF will cover the other 30% of the costs up to a maximum of $30,000. 
 Example:
	Total cost
	HCN Contribution (70%)
	CYF Contribution (30%)

	$8,000
	$5,600
	$2,400

	etc
	etc
	etc

	$60,000
	$42,000
	$18,000

	$70,000
	$49,000
	$21,000

	$80,000
	$56,000
	$24,000

	$90,000
	$63,000
	$27,000

	$100,000
	$70,000
	$30,000

	$110,000
	$80,000
	$30,000

	$120,000
	$90,000
	$30,000

	Anything above $100,000
	$70,000 PLUS 100% of any further funding
	$30,000


The HCN Unit approval will only show the portion that the HCN Unit will reimburse. 

Only the HCN Unit portion (70%) should be journalled for reimbursement.

Appendix 1 - Administering HCN Unit plans in CYRAS














Appendix 2 - adjustments to an existing client’s HCN Unit plan in CYRAS 

Glossary

	Term
	Meaning

	Accrual 
	To account for work or a service that has been completed but we have not yet received the invoice or the invoice has not yet been entered into the financial system.


	Budget
	Is a document attached with a letter from the HCN Unit which shows any funding changes to the money approved in the HCN Unit plan. It also provides an explanation for variations in the approval amount.


	Capital items
	Items bought that become assets as opposed to services (e.g. bikes, toys, phones).


	Client
	Child or young person receiving HCN Unit funding

	Funding Summary 
	A document provided by the HCN Unit showing all funding approvals, re-phasing, returned funding and payments made.


	Goods and Services Tax (GST)
	Goods and services tax is a tax on most goods and services in New Zealand and is added to the price of taxable goods and services at a rate of 15%.


	Interagency Plan
	The interagency plan is implemented by local agencies involved with a particular child/young person with individualized interventions to make long-term sustainable gains which address the identified high and complex needs.


	Lead Agency 
	The most appropriate local government agency to lead and oversee the implementation of an interagency plan. Have authority to put contracts in place and be responsible for the fund management.


	Lead Agency Manager
	The local Manager from the lead agency has the authority or approval required from his or her organisation to take on the lead role and with the ability to put contracts in place and commit the agency’s time and resources including financial management resources.


	Plan Approval Panel
	A meeting held by the HCN Unit to make decisions around funding and reviewing cases.


	Quarter
	Quarters of an interagency plan year not of a financial or calendar year.


	Monthly CYRAS monitoring report
	 Monthly report of CYRAS financial plans items, orders and invoices.




Example - Budget (Page 1 of 2)
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Example – Budget (Page 2 of 2)

                   [image: image4.png]o of as2e 14816

Application 452 o 3 of asaa| ves as2 o
Gevelopment

($1164) and plan
Gevelopment
43360
Services 3402 3402 sas2| 3292 13ses| ves 3402|3492
Coordinator
contribution

Total 33514] 23.085] 21205 23.045[100898 33.047| 22178

3492 3402 13968 14816

20428] 2278] 97.831





Example - Funding Change Request
	BACKGROUND DETAILS

	Child or young person: Joe Bloggs 
	Date of birth: 01/01/1991
	Project code 123456
	Services Coordinator: John Yellow
	Date of request: 01/08/2008

	
	
	Plan number 1
	Plan start date: 1/05/2007
	Plan end date: 30/04/2008


	FUNDING REQUEST
	HCN USE ONLY

	DETAILS OF RESOURCES REQUESTED

(Include cost breakdown e.g. hours / hourly rates and days / daily rates)
	RATE
	
	QTR1

$
	QTR2

$
	QTR3

$
	QTR4

$
	TOTAL

REQUEST

TO HCN
	AMOUNT

APPROVED

$
	COMMENTS
	SERVICE

CODE


	Family Relationships
	
	
	
	
	
	
	
	
	
	

	     
	     
	
	0
	0
	0
	0
	   0
	0
	     
	     

	Total family relationships
	
	
	   0
	   0
	   0
	   0
	   0
	   0
	
	


	Peer and Social
	
	
	
	
	
	
	
	
	
	

	     
	     
	
	0
	0
	0
	0
	   0
	0
	     
	     

	Total peer and social
	
	
	   0
	   0
	   0
	   0
	   0
	   0
	
	


	Living Arrangements
	
	
	
	
	
	
	
	
	
	

	Board payments not required for Quarter 1 due to delay tranisitoning Joe out of CYF Residence to caregivers
	     
	
	-8,000
	0
	0
	0
	-8,000
	0
	     
	     

	Caregiver training not required quarter 1 - $100/hour x 5 sessions
	     
	
	-500
	0
	0
	0
	- 500
	0
	     
	     

	Total living arrangements
	
	
	-8,500
	   0
	   0
	   0
	-8,500
	   0
	
	


	Personal Health
	
	
	
	
	
	
	
	
	
	

	     
	     
	
	0
	0
	0
	0
	   0
	0
	     
	     

	Total personal health
	
	
	   0
	   0
	   0
	   0
	   0
	   0
	
	


	Emotional Wellbeing
	
	
	
	
	
	
	
	
	
	

	Counselling for child to start as soon as transitioned from residence - 2 sessions per week @ $110 for qtr 2 (13  weeks) then reduce to 1 session per week for qtr 3
	110.00
	
	0
	3,080
	1,540
	0
	4,620
	0
	     
	     

	Total emotional wellbeing
	
	
	   0
	3,080
	1,540
	   0
	4,620
	   0
	
	


	Educational/Vocational Needs
	
	
	
	
	
	
	
	
	
	

	Teacher aide hours - transition to school delayed to qtr 3 due to delay tranisitoning Johnny out of CYF Residence - $15/hour x 50 hours 
	     
	
	-750
	0
	750
	0
	   0
	0
	     
	     

	Teacher aide hours - more hours will be required than previously thought as per rationale given in cover letter.  Extra 10 hours @ $15/hour 
	15.00
	
	0
	0
	150
	0
	 150
	0
	     
	     

	Total educational/vocational needs
	
	
	- 750
	   0
	 900
	   0
	 150
	   0
	
	


	TOTAL CHANGE REQUEST
	
	
	
	
	
	
	
	
	
	

	TOTAL:
	
	
	-9,250
	3,080
	2,440
	   0
	-3,730
	   0
	     
	     

	LEAD AGENCY MANAGER SIGN-OFF

	First name: Mary
	Last name: Smith
	Role title: Site Manager
	Service name: Child, Youth and Family

	I support the changes requested.
	Signature:
	Date:


Example - Upload Journal
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Monitoring Report – HCN Plans in CYRAS
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Invoice Detail of Monitoring Report of HCN Plans in CYRAS
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End of Financial Year (June) – Accrual Advice Form
	CHILD OR YOUNG PERSON DETAILS
	

	Name:      
	Date of birth: 
	Plan number:      Plan start date:                Plan end date: 

	Enter details of invoices which you have received and/or paid that will not be reimbursed by HCN before the end of June.

The completed form and copies of invoices should be faxed to the HCN Unit on 04 915 5677.

	

	INVOICES RECEIVED AND/OR PAID BY LEAD AGENCY NOT YET REIMBURSED BY THE HCN UNIT

	DOMAIN
	INTERVENTION
	SUPPLIER
	SUPPLIER INVOICE NO.
	INVOICE DATE
	PAYMENT DATE
	AMOUNT (GST excl.) 

	Living arrangements
	     
	     
	
	
	
	

	Family/Whanau relationships
	     
	     
	
	
	
	

	Educational/Vocational
	     
	     
	
	
	
	

	Emotional wellbeing
	
	
	
	
	
	

	Cultural identity
	
	
	
	
	
	

	Life skill development
	
	
	
	
	
	

	Peer and social relationships
	
	
	
	
	
	

	Services coordination
	
	
	
	
	
	

	TOTAL 
	
	
	
	
	
	$

	Copies of invoices attached?  yes / no

	SIGN-OFF

	Completed by:
	Date: 

	Agreed by (Lead Agency Manager):                                                              Signature:
	Date: 


Child/Young person with high and complex needs identified





Discuss with agency colleagues, supervisor / team leader / manager.  Decide on HCN process & complete a case presentation template for the Interagency Management Group (IMG)





Interagency Management Group agrees HCN client is likely to meet the HCN criteria and to continue with HCN application. Agency is selected as Lead Agency who then contracts a Services Coordinator








Application developed by Services Coordinator and team of professionals that are involved with the client. They are called the Interagency Team.








Application submitted to HCN and Application Panel approve, decline or defer for more info








If application approved, a Plan is developed by Interagency Team, agreed & signed off by managers








Plan Approval Panel approves plan and funding 


(This panel also reviews the three-monthly reviews of the plan)








Plan implemented - The approved interventions in the plan are delivered








Review, monitor and measure progress – completed every three months of the plan.








`


Funding decision made by Panel





HCN Unit database updated with changes


(HCN Unit)








HCN Unit set up and approve Client Financial Plan (cfp) items in CYRAS for the coming quarter





using new financial item descriptions


detail of HCN Unit plan included in financial narrative of cfp


cfp start and end date reflect quarters of the HCN plan





HCN Unit send CYRAS reminder to the Finance Contact to advise of approved HCN Unit cfp in CYRAS





SWRA creates orders against the HCN Unit cfp for the client (contact your Regional CYRAS administrator if your CYRAS profile does not allow you to do this)


Review financial narrative to see detail of HCN Unit cfp item








HCN Unit approves order





SWRA prints order and supplies to vendor 





Invoices processed by NAC as per existing process








Funding decision made by Panel – additional funds approved or funds returned to the HCN Unit fund





HCN Unit increment Client Financial Plan (cfp) items in CYRAS 


increment current cfp


detail of HCN Unit  plan included in financial narrative of cfp


cfp start and end date reflect the quarter of the HCN Unit that the change applies to





HCN Unit send CYRAS reminder to Finance Contact to advise of amended HCN Unit cfp in CYRAS





HCN Unit database updated with changes (HCN Unit)








$ no longer required





“Re-phasing” Change of timing to intervention (not payment) 





New $ requested
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