PROJECT E-MERGE

DOCUMENT IMAGING

Introduction

Following the implementation of SAP in 2000/01 and the centralisation of financial processing on the Financial Support Group (FSG) it is now important to consider the efficient handling of documents to improve the quality of service provided by the FSG.

The Problem

As a result of the centralisation of processing a very large number of documents are handled by the FSG, particularly supplier invoices and payroll documents.  These records are filed and when necessary retrieved manually which is very time consuming.  Physical storage of the documents is an increasing problem and is a health and safety issue on the FSG.  When invoices need to be traced by staff outside the FSG they are required to visit the FSG and search for the invoices themselves.  This is not an efficient use of staff time and is not an acceptable level of service.

The storage and retrieval of payroll documents (time sheets, allowance claims etc.) also needs to be more efficient to release more time of payroll officers and provide a better service to customers.

The Proposal

The proposed solution is to scan and index appropriate documents - supplier invoices, payroll forms - and store them electronically on a central server with access provided to a wide range of users in all directorates.

In order to address the problem as quickly as possible it is proposed initially to use a bureau company to image the documents rather than an in-house operation.  In the longer term the option of an in-house operation will be considered. 

The Benefits of Imaging

Taking supplier invoices as an example the benefits of imaging the documents rather than the present manual filing operation are :-

· There would be no need for FSG staff to file the invoices - when they are scanned and indexed they would be filed electronically

· Retrieval of invoices would be vastly improved

· Supplier enquiries could be more efficiently handled

· Staff would not need to waste time coming to the FSG to trace invoices - they would be accessible from the PCs of appropriate staff

· Budget monitoring and the preparation of final accounts and grant claims would be facilitated

· Invoices would not have to be stored on site - releasing much-needed office space.

How would a Bureau Service work?
Again taking supplier invoices as an example it is proposed that the invoices would be scanned after input to SAP for payment.  Once input the invoices would be put into a box (unfiled) which would be collected by or delivered to the imaging bureau, say twice per week.  The invoices would be scanned and indexed by the bureau within two days.  The bureau would provide the images on a CD or by electronic file transmission which would be loaded onto a central server in IT.  Access would be provided to this server for appropriate staff.  Invoices would be indexed by the SAP document number.  To retrieve a document staff would run on SAP report, identify the document number, input the document number into the imaging software and retrieve an image of the document on their PC.  Images can be magnified, e-mailed, printed and notes can be attached.  Images could be in black and white or colour.  It is proposed that all invoices back to April 2001 would be scanned.

Why is a bureau operation proposed?
The main reasons for proposing this solution are:-

· It could be implemented very quickly - possibly by 1st June 2002

· It would require no investment in scanners, software etc.

· There would be virtually no development cost

· There would be no need to employ scanning staff

· There is a lack of space to set up a scanning operation

· Most importantly it would allow the FSG to concentrate on its core activity of processing payments etc. rather than the operation and management of a scanning function

· It represents a cost-effective solution.

Should documents be scanned before or after input to SAP?
It is proposed at this stage to scan documents after the transactions have been input to SAP.  The reasons for this are :-

· The documents at that stage have a clear SAP reference (the SAP document number)

· The process is more easily controlled

· It would allow the large backlog of documents to be cleared

· In the majority of cases the images would be available to us before payment reached the supplier 

· It will facilitate a more immediate solution and improve the quality of service

· It will give us time to fully consider the best long term solution.

Scanning after input may not be the perfect solution.  Ideally documents would be scanned as soon as possible after coming into the building.  However, it would be more difficult to operate via a bureau and an in-house team would probably be required.  Indexing documents would be much more difficult, the whole FSG process would have to be re-engineered.  It is too soon to consider this.  Scanning at source would however, enable images of invoices to be routed via the network for verification/authorisation which would improve efficient and service.  This type of service should be considered as a second phase improvement in 2003/04.

What will it cost?
Quotations have been received from four companies :-

· Advance Group Ltd

· ASM Data Ltd

· Imscan Systems Ltd

· Anite Public Sector Ltd.

The following assumptions about the number of documents have been made :-

Supplier Invoices -
3,000 per week with an average of 4 pages per invoice, say 150,000 invoices, 600,000 images per annum

The quotations are analysed at Appendix 1.  The prices quoted for scanning tend to be similar but there are differences in preparation/indexing and set up costs.  Two companies have based their quotations on a scanning operation, one, the Advance Group recommended microfilming as a cheaper option.  Retrieval in this case would require a call to their office for them to load up the microfilm image onto a server which could then be accessed over the internet.  It is not considered that this would provide an adequate level of service.

The comparative quotations based on the above assumptions for supplier invoices in a full year are :-


Advance Group
ASM Data
Imscan
Anite

Supplier Invoices

Set up cost


35550

5159
33380

13340
31000

12300
37000

27925

Total
40,709
46,720
43,300
64,925

In assessing the above options demonstrations of each of the systems has been arranged and site visits have been undertaken to Advance, Imscan and Anite. It is felt that two of the Advance and ASM options should be discounted for the following reasons:

Advance 

· Unable to effectively demonstrate electronic access to the scanned images 

· Solution based on microfilming rather than scanning which would not represent an adequate level of service to users

ASM

· Initially appeared to be based in Cheshire but the main scanning operation is in Southampton, it is felt that logistical problems could occur in the operation of the contract

The preferred options are therefore Imscan and Anite. Both companies have scanned a representative sample of invoices with satisfactory results. Anite is the solution currently in operation in Salford Direct for Council Tax and Benefits processing. The relative benefits the two solution are as follows:

Imscan

· Product demonstrated to directorate representatives who were impressed with the solution and the ease of retrieval of images

· Proposed solution based on scanning images to CD which would then be loaded onto a server at Salford

· Good references provided from existing customers

· New server would need to be acquired for this application

Anite

· Anite software has been used by Revenues for a number of years for Council Tax and Benefits

· Significant in-house experience in the use and development of this product

· Anite have a very good proven track record with the Authority and have shown that they are responsive to the Council’s needs

· Greater functionality than Imscan in respect of search facilities

· Would enhance the Anite solution as the potential corporate document imaging solution for the Council – discussions have taken place recently between the Head of Customer Services and Anite to work towards a partnership arrangement for the roll-out of Iclipse corporately at much reduced prices

· In the longer term the joint use of an in-house scanning team could be considered

· Proposed solution based on images being transmitted daily via BT line which accounts for an element of the increased price – this would represent a better service (it is possible that this could also be offered by Imscan but this has not been pursued at this stage)

· Lead-in time to the start of a contract would be at least four/five weeks from agreement which is longer than Imscan at one/two weeks

Longer Term Proposals

It is proposed to enter into an agreement with one of the above organisations for twelve months. This would provide an electronic storage and retrieval facility. Following this it is intended to consider the potential for scanning invoices on receipt and routing workload electronically to creditor payment officers. This could further streamline the payments process but would require fundamental review of the payment and authorisation process. This type of operation is similar to that used in Revenues and from that point of view experience of using Anite and the ability to share hardware capacity, system maintenance, expertise, scanning resource in the future should be considered.

Preferred Option

Whilst the Anite solution is a higher cost option it is considered that it represents the the best option for the Council for the reasons outlined above. It is therefore recommended that the Anite solution is approved.

How can the service be funded?
There are two main elements to the cost :-

· Hardware and initial software licence fees

· Imaging charges

It is proposed that the hardware and licence fees be either capitalised or funded by an operating lease.  Bureau charges are a revenue cost and should be charged to directorates via the SLA process on the basis of the number of documents of each type processed.


2002/03

£
2003/04

£

Supplier Invoices

Hardware, set up and licence costs
40,375

24,550
36000

675



Total
                   64,925
36,675

Technical Requirements

The Anite solution will require additional hardware capacity to be installed. Salford Direct also have a requirement to increase storage capacity and it is proposed that both requirements are addressed at the same time. The cost of providing the necessary capacity is approximately £25,000 which will be shared equally between creditors and Salford Direct. 

When invoices have been scanned by Anite they would be transmitted electronically each day. This represents a better solution than that proposed by Imscan that was based on images being provided on CD.

Consultation with Client Directorates

Directorate representatives have been consulted on the need for a document imaging solution and are keen to progress the solution. Representatives did see a demonstration of the Imscan product and were impressed with the solution. The Anite option offers a  similar solution with improved search facilities. Directorates have agreed to meet the revenue costs of the imaging service which will be allocated in relation to the number of invoices processed for each directorate.

DA and Legal Requirements

Enquiries are being made with the following organisations to confirm their acceptance of electronic images for audit purposes:-

· District Audit

· Internal Audit

· Customs and Excise

· Inland Revenue

· EC Auditors

Contract

It is anticipated that a relatively simple service contract will be required.  It is proposed that a 12 month contract be entered into subject to appropriate ‘get out’ clauses in the event of the failure of the company to provide the agreed level of service.

Recommendation

It is recommended that :-

· Anite Public Sector Ltd. be accepted as preferred supplier

· Service level and contract negotiations be entered into

· Purchase of an appropriate server be approved

· Appropriate charges to directorates be made

Geoff Topping

26th April 2002

