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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 Health and Education agencies only.
This document refers to the lead agency which is the local area office. It also refers to the Lead Agency Manager, which is the budget manager of the local area office. These are generic terms we use for each agency, whether it is Child, Youth and Family, Education or Health leading the plan.
Overview of the HCN 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 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 Unit plan. 
The Finance Contact role involves processing invoices from providers to the interagency plans and monitoring expenditure against the approved budget, as well as seeking reimbursement from the HCN Unit. To enable timely payment and support good financial management, we expect to receive invoices monthly for reimbursement.

What to do once a plan is approved

Set up a new client record with HCN funding

When a plan is approved by the HCN Unit 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 and a Funding Summary detailing the interventions and amounts approved (excluding GST). You can request the Funding Summary in PDF or in Excel format.
Any further changes to the budget will be communicated by letter from the HCN Unit Manager. 
To set up the client within local systems you need to:

1. Use the Funding Summary: you need to set up an individual accounting record for the client with HCN Unit funding which you will use to record and monitor payments made by the lead agency against the approved budget. The format of the accounting record is your choice, but we do have a template available in the Finance Contact section of our website.  We will send a budget electronically each time there is a funding change, and an updated Funding Summary.
It is important that all payments and any changes to the amounts approved are recorded within your own records for the client with HCN funding.
2. If possible, flag or identify within your lead agency systems that the child or young person is a client with HCN Unit funding. This will help ensure that reimbursement is claimed from the HCN Unit for amounts paid for this client.

Reviews and monitoring

Monthly financial monitoring

The Finance Contact is required to monitor expenditure against approvals to ensure invoices are being provided on a timely basis. If services are being delivered, but invoices are not being received, the Finance Contact should contact suppliers 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.

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 need to be aware of potential changes and update your records after the Plan Approval Panel has considered it.

You will receive a copy of the letter sent to the Lead Agency Manager stating whether or not the Funding Change Request was approved. A budget will be attached to the letter, detailing the changes approved (excluding GST).  On receipt of this letter and budget, you need to update your individual accounting record for the HCN Unit client with the approved changes.

  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.   


	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. 

You will need to pay these invoices from the Services Coordinator and then invoice HCN for reimbursement.



	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. You will need to pay the invoice from the Services Coordinator and then invoice HCN for reimbursement.


	Quarterly plan reviews
	Complete with the Services Coordinator, a Funding Change Request form if applicable.


	Funding change approved
	Use budget to update individual records if there are any changes.


	Paying providers and Services Coordinator
	Check invoice

Check the approval

Pay invoice – manager authorised

Update individualised record

	Seeking reimbursement from the HCN Unit
	Generate invoice for reimbursement

Quote order number 668607

Attach copies of paid provider invoices
Send to the MSD Accounting Centre


	End of Plan


	Make sure all remaining invoices are received from Providers and reimbursement claimed from the HCN Unit. Complete a final Funding Change Request advising on remaining funds that will not be invoiced for.



Paying invoices from providers
Service providers will be paid by the lead agency in accordance with the contract they have with the Lead Agency Manager.  As Finance Contact, you are required to maintain your own records and work with the Lead Agency Manager to ensure invoices for services are submitted for payment by the lead agency on a monthly basis, as follows:
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When an invoice relating to an interagency plan with HCN Unit funding is received, you need to follow your organisation’s procedures for paying providers. The procedures must include:
1. Invoice verification.  Check to ensure the services detailed on the invoice:
· 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 that the intervention actually occurred. If there are any problems with the invoice, the Services Coordinator should raise this with the Lead Agency Manager to follow up.
2.  Invoice authorisation. The invoice needs to be authorised for payment. All payments made need to be recorded on your accounting record for the client with HCN Unit funding. The Lead Agency must then generate and submit journals/invoices to the National Accounting Centre for reimbursement.

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
The HCN Unit will reimburse the lead agency in arrears for actual expenses incurred, up to the amounts approved within the plan budget.

To enable sound financial management and timely payment, the HCN Unit expects to receive claims for reimbursement on a monthly basis.

Where the lead agency is Education or Health and Disability Services, the HCN Unit needs to be invoiced for reimbursement amounts. You will need to follow your organisation’s procedures for generating an invoice.  

When submitting an invoice, the following information is required by the HCN Unit before payment can be made:
· name and date of birth
· the plan number that payments relate to (plans are generally for a 12 month period; additional plans are created for clients who are approved for HCN Unit funding for longer periods)
· description of the intervention within the budget that the payment relates to (e.g. “Living arrangements – respite care”)
· dates the services were provided to the client with HCN Unit funding (e.g. the month)
· copies of the paid invoices for which you are seeking reimbursement are attached (see example invoice)
· quote the order number 668607 on all invoices.
GST

HCN Unit funding approvals are exclusive of GST. Invoices should reflect this and provide a breakdown of any GST included.  

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.
Example

	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.

Your invoice should be sent to the MSD National Accounting Centre. 
MSD Accounting Centre

Accounts Payable

Ministry of Social Development

Private Bag 3050

Rotorua 3046 
or email to: NAC_Accounts_Payable@msd.govt.nz. 
Quote order number 668607 on ALL invoices. 

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.

Frequently asked questions
Why can’t providers send invoices directly to the HCN Unit for payment?

The funding is allocated to a local agency where the client with HCN funding resides to ensure there are services available to meet the young person’s needs. Often this involves contracting for these services. The HCN Unit is a small national team and does not have the capacity to know all of the providers, contract with them and monitor whether or not the services have been provided.  

What do I do if I don’t get invoices from the provider?

The contract between the Lead Agency Manager and the service provider should indicate the expectation that invoices will be received every month for services provided. If no invoice has been provided, the Services Coordinator usually contacts the provider in the first instance. If there is no outcome from this, it should then be followed up by the Lead Agency Manager. 

What do I do if there are problems with the invoice? (I.e. amounts don’t match what has been approved?)

You should raise your concerns with the Lead Agency Manager. The Manager may ask you to clarify some aspects of the invoice with the provider; however, it is the Lead Agency Manager’s responsibility to resolve any invoicing issues with the service provider.  

Do I need to re-phase the budget if the intervention occurred but the invoice is late?
No. Re-phasing is only required if the intervention/services were not delivered when planned (e.g. delayed in getting started).

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
	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 about plans, client progress and funding.

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

	Lead Agency Funding Record
	A template available for the lead agency to keep its own record of client approvals and expenditure.


Example - Budget
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Example – Funding Summary (Page 1 of 3)
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Example –Funding Change Request (Page 1 of 2)
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Example – lead agency invoice

Tax Invoice  




Date:  20 April 2007                                                                                    

	Invoice From
	
	Purchase order No.
	12345

	Ministry of Education

P O Box 6666

Thorndon

WELLINGTON


	
	GST 

Reg. No.
	12-345-678

	
	
	Invoice

no.
	54321

	Invoice to:
	
	Deliver to:

	 Accounts Payable

 Ministry of Social Development

 Private Bag 3050
 Rotorua 3046 

Order No: 668607
	
	HCN Unit – Administration Support

c/- Child, Youth and Family Services

Bowen State Building

36 Bowen Street

P.O. Box 1556
Wellington




	Description:
	
	Amount

	Re: Joe Bloggs DoB: 20/03/98 (HCN project code: 12345) 

Living Arrangements Plan 1 - Consultation services provided by Autism Group (as per attached invoice)


	
	$1,400.00

	
	GST
	$210.00

	
	Total $
	$1,610.00


Payment required on receipt of this invoice to account 01-01010100-00.
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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 agree 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.








Service provider addresses invoice to Lead Agency and send a copy to the services coordinator for verifying that services have been delivered 





Services coordinator verifies provider‘s invoice and confirms to Lead Agency manager for approval & payment








Lead Agency manager arranges payment of service provider’s invoice 








Lead Agency is reimbursed by HCN Unit





Lead Agency invoices HCN Unit via National Accounting Centre for reimbursement of service provider funding
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