REPORT TO THE BUDGET STRATEGY GROUP

MONDAY, 8TH SEPTEMBER, 2003 

Subject : SUPPORT SERVICES

INTRODUCTION

At the meeting of this Group on 28th July, members asked for a review to be undertaken of support services across the Council, including those provided within service directorates, to identify areas of possible duplication and inefficiencies, and hence the scope for efficiency savings, and to link in with the work of a second team looking into business process re-engineering and document management. 

Over recent years significant savings have been made on support services - it is clear from discussions with directorates that there are no longer any easy to deliver efficiencies without the need for either significant initial investment, particularly on appropriate I T solutions, or restructuring.

The initiatives for potential efficiency savings set out below are areas of work in progress or suggestions for further in-depth work to identify the scope for efficiencies.

Category 1 - PLANNED SERVICE IMPROVEMENTS FOR 2003/04 - CORPORATE INITIATIVES

In considering the scope for efficiency savings, the following key service improvements are already built into existing service plans for Corporate Services and Personnel and Performance, which should yield efficiencies in support services, both provided centrally and in service directorates :-

	Initiative
	What it will do
	Scope for savings
	Timescales
	Next Steps

	
	
	
	
	

	· Payroll - Employee/Manager Portal


	Shift burden of data input away from directorates, FSG Payroll Team and outstationed Personnel Teams to individual employees or managers by substitution of electronic means of data capture for manual methods for certain types of personal/payroll data, eg all personal data, leave, sickness, expenses and car mileage records and payslip viewing/production.


	Directorates - Management time/staff time, stationery, delivery costs, postage

FSG Payroll

· Contact centre  and input staff, stationery, postage

Personnel

- outstationed  staff
	Piloting Oct 03 - March 04 ;

Wider roll-out April - Dec 04
	Test systems ; Implement pilot ;

Quantify potential for savings from 2004/05 ;

Directorates to review impact on structures

	· Purchas-ing review


	Streamline procedures for requisitioning/authorisation of orders, receipting of goods and processing of invoices through :

1. Cutting out unnecessary links in ordering chain 

2. Use of purchasing cards (being evaluated with the Co-op Bank)

3. Direct website ordering (pilot scheme with Lyreco, stationery suppliers being examined). 


	Directorates

· staff time on requisitioning/authoris-ing, goods receipting, invoice checking

FSG Purchasing 

· order processing staff, stationery, postage

FSG Creditors

-invoice processing staff, stationery, postage


	Business case Sept 03 ;

Purchasing cards pilot Jan/ Feb 04, roll-out Mar - Sept 04 ;

Lyreco pilot Nov 04
	Finalise business case ;

Agree priorities ;

Progress purchasing cards ;

Test Lyreco pilot ;

Discuss e-procurement potential with major suppliers

	· Income initiatives - debtor accounts & cash payments


	1.Streamlining the means of transmission of information by directorates in initiating the raising of debtors accounts.

2. Assessing other methods of charge at point of service

3. Use credit/debit/swipe card system for payments made in cash, eg school meals


	FSG Debtors

-invoice processing staff

) Directorates - staffing

) Corporate bank 

) charges

)

)


	Review processes Sept - Nov 03 ;

Action plan Dec 03 ;

Deliver Jan - Dec 04
	Progress review ;

Prepare prioritised action plan


Category 2 - SCOPE FOR OTHER CORPORATE EFFICIENCIES LEADING TO SAVINGS/ GREATER EFFICIENCY

	Initiative
	What it will do
	Scope for savings
	Timescales
	Next Steps

	
	
	
	
	

	· Report Writing Standards/ Format
· E-mail protocol

	Reduce paper. Why produce 50 + page reports for Cabinet ? Put emphasis on executive style reports of < 3 pages with detailed supporting reports only available electronically.

Reduce volume of e-mail, eg stop copying messages to officers where it is not necessary. Use the telephone more.
	Printing/stationery and associated staff time

Staff time
	December  03

As above
	Corporate Services (Members Services) to explore options for developing protocols for report writing/distribution of same.

Communications to develop protocols

	· Trainees
	Review of the in house trainee programme.
	Possible saving and redistribution of resources
	Included in the P&P Service Plan for completion by December 2003
	Commence review

	· SAP & HR Develop-ments
	Maximise the potential of the SAP system in terms of HR
	Limited scope, but will improve the accuracy of data held in the system and provide timely information for managers.
	Development session taking place 8th September.
	Identify areas where most impact can be made quickly

	· SAP usage &supporting applications
	Review the scope of and need for keeping supporting applications, eg spreadsheets, where this exists. Review how current programmes can be made more efficient/effective.
	Staff time
	2003/04 and 2004/05 SAP Team service improvement plans
	SAP Team to review scope to identify potential training needs or SAP system improvements/ development. Examine use of front-end enquiry tool.


Category 3 - SCOPE FOR EFFICIENCIES IN SERVICE DIRECTORATES LEADING TO SAVINGS/GREATER EFFICIENCY

	Initiative
	What it will do
	Scope for savings
	Timescales
	Next Steps

	
	
	
	
	

	Education and Leisure

· Schools Broadband 

· Document imaging and manage-ment


	maximise usage of e-mail document distribution

electronically store and manage paper
	Staffing- transport, clerical, typing, secretarial, printing

Printing,stationery, transport costs

Printing, stationery, transport costs, storage space
	Develop cultural change with schools over new academic year to launch by Sept 04
	BPR Team to review  & identify potential savings

Educ & Leis are investigating this with the BPR Team

	Environmental Services

· VMS back office systems

· Grounds mainten-ance back office

	Reduce back office processing times and extent of officer involvement

Reduce back office processing to levels comparable with other LA’s
	Staffing

Staffing

Printing, stationery
	Asap

Review in progress
	BPR Team with Env Services to examine

Examine scope for automation of processes ; may require review of bonus scheme

	Development Services

· JVC


	The scope to improve processes through initial investment in IT has been identified as an early benefit of the JVC through such developments as :

· new asset mgt system

· keeping pace with technology developments, eg CAD

· e-procurement

· document imaging

· palm-top technology, eg by surveyors for RTBs


	Expected to be realised through successful bidder's proposals

Will also have a knock-on effect on central services, eg need for less financial/personnel/IT support 
	Preferred bidder selection Dec 03 ;

Contract commences Aug/Sept 04
	Pursue procurement process

	Community & Social Services

· Case manage- ment

	Use of wireless palm-top technology to streamline updating of case records
	Front-line and support staff ;

Car mileage
	Business case in preparation - ready by Sept 03
	

	Chief Executive’s 

· Internet based HR support for managers and staff

· Document manage-ment
	Provide fast access to up to date information on a wide range of conditions of service issues/policies/practices and guides.

Introduction of electronic document management throughout the directorate,
	Production and distribution of paper copies of same.

Reduced cost associated with production and storage of paper including accommodation usage.


	Development ongoing throughout 2003/04

Two pilot schemes commenced in P&P
	Ongoing

Ongoing


COMMENTS/CONCLUSIONS

· In certain cases, the efficiencies suggested above may improve effectiveness without necessarily delivering cost savings.

· There are certain ancillary savings which may be realisable over a longer timescale, eg accommodation costs as staffing is reduced/restructured and, where appropriate, relocated.

· The potential to realise savings from homeworking has been recognised, but operational, fully-tested and effective document imaging and workflow is a pre-requisite and therefore the timescales are considered to be beyond this review, but nevertheless homeworking should be kept in mind as a next stage of development where appropriate.

· Some directorates may be dependant upon the above-mentioned proposals to deliver the efficiency savings they have already proposed for the 2004/05 budget round.

· Some directorates have expressed the need for re-investment of savings in service improvement, eg Education & Leisure, Environmental Services re grounds maintenance, and Social Services. A view will need to be taken as to whether efficiency savings in these instances are used to reduce the projected spending requirement or re-invested.

· The review has focussed on General Fund services only. Therefore, NPHL has not been examined, but they will have a requirement to review support services for their own purposes as part of aiming to achieve 2* status.

· Members may wish to consider the approach to be taken in setting a savings target to be delivered specifically for 2004/05 from the above-mentioned suggestions. For example, should target savings of a certain % of budgets be adopted ? As illustration, a 10% saving on printing, photocopying and stationery would save £126,000 whilst a 10% saving on postage would save £55,000. 
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