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The Challenge 

As part of its efficiency drive, this Council with over 15,000 employees 
wanted to streamline its Personnel and Payroll procedures. 3 different 
departments existed to serve the three main directorates within the 
Council (Social Affairs and Health, Life Long Learning and Central 
Resources). In addition a Strategic Finance department was responsible 
for overseeing the running of the payroll and dealing with corporate 
matters. Over time each of these departments had developed its own 
procedures and processes and the Council now wanted to bring them 
together into one Shared Service Centre.

The Solution

A “Stage 1” study had told the Council that efficiencies could be achieved 
through bringing together staff who were operating similar processes but in 
order to realise greater savings the Council decided to introduce a full BPR 
programme by training a small in-house team who would then be charged 
with leading and facilitating the changes required to create one Shared 
Service Centre. A three year savings programme of £500,000 was set and 
the programme commenced. Our task was  to redesign the processes so 
that the savings could be achieved. We trained the in-house team in our 5 
step approach and within 4 months helped them to produce a detailed 
implementation plan of change that would achieve the Council’s goals:

Ø The in-house team were trained in the ValueAdding.com methodology;

Ø Staff from all departments were involved in workshops to verify the As 
Is processes and to help generate ideas for the To Be;

Ø Rough cut Activity Based Costing was used to quantify the savings that 
could be made and to illustrate how they would be made;

Ø A three year change implementation programme was developed and 
presented to the Project Board.
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Is  th is 1s t la te
c la im ?

PPA  sends
s tandard le tter  to
em ployee &  form

s ti ll  proc es sed

PP A s ends
standard le tter to

employ ee &
enclos es c opy

form
late c la im  not

proces s ed

Yes

No

C opy  le tter put in
c entra l  fi le

m onitoring la te

c la ims

CRG

LLL

Em ploy ee
c om pletes  c la im

for m

M anager
authorises  c laim

form

Manager s ubmi ts
form  to  PAPA  Unit
in  ac cordanc e wi th

tim etable

Cla im  period not defined on
timetable

5% c ompleted on line &
s ubmi t hard c opy

580 cla im s  ev ery 4 weeks
400 cla im s  ev ery w eek

 Subm is s ion date on
tim etable is Friday 4 weekly

Form s  ac cepted up to
fo llowing Wednesday in

PA PA Unit
Also subm itted weekly for

week ly  paid  sta ff

Alloc ated to
appropria te  P PA

in PAPA  Unit

PPA  puts  form s
into a lpha order

Is c laim
c orrec tly

c ompleted &
authorised

PPA photoc opies
form

O rigina l re turned
to m anager to

am end & return to
PAPA Uni t

No v eri fication of re tur n of
for m from  manager

No
5%2.5 day s m inim um

PP A proc ess es
c opy  form

Is  the
ari thmetic

c hec k box on
the form

in i tia l led?

Does  the c laim
include

journey s
outs ide Wes t

york s hi re?

Yes

N o
11 form s  per 4  weeks
8 form s every  week

Is  the jouney
outs ide W.
Y ork s hi re

in itia lled on
form by

m anager?

Y es

Is  the m i leage
cla im ov er 2
months o ld

N o

Yes

PPA s ends  note to
m anager to as k

them  to in i tia l  any
futur e c laim s

No
2 form s  per week
2 ev er y 4 weeks

Yes
95%

PPA does  not
hav e enough
time to  re turn

form
Not a ll

m anagers
aware of the

ru le

PPA emai ls/
telephones

M anager   to
reques t wri tten
ex planation &

author is ation to
pay  cla im

Wait for
authoris ation

2nd late  c la im s houldn’ t be
proc es s ed as per audi t

gu ide l ines
In rea li ty  no rec ord of
ind ividuals  la te  cla im

therefor e down to PP A
mem ory

Is  th is  the 2nd
late cla im  in  3

years ?

Yes  10%
58 ev ery  4 weeks  & 40 ev ery  week

Yes No

PPA transfers
m i les  & ex pens es

c la imed by
em ploy ee to  front

of form

No
90%

If employ ee has  not detai led
expenses  then paid  as lump

s um under  general  expenses
Some work  loc ations d i ffic u lt

to  contact

1 m inute per c laim  to transfer
to front o f form

longer i f m ore than one cla im
30-40% have more than one

c la im

PPA acc ess es c ar
m ileage input

sc reen for eac h
cla im

Is  the
em ploy ee s et

up as  a c ar
user?

PP A check s
c ontrac t on

pers onal  fi le

Is  the
em ployee

designated as
a car user

PPA inputs  deta i ls
of car & c ar us er
in to  car m ileage

s creen

PPA em ai ls/s ends
c opy of form  to

manager to  ask  if
employee should

be des ignated

Wai t for  r ec e ipt o f
em ai l

Is  the
em ployee

designated?

No
11 every  4 w ks

8 ev ery  week

No

PPA  s ends  Cas ual
Us er dec laration

form  to  em ployee
Yes

Wai t for form  to be
returned

Yes

PPA retur ns  form
to em ployee to
change c la im  to
publ ic transport

fares

Wait for form to  be
returned

No

Does  the c c  of
c ar  s howing on
s cr een matc h
that s how n on

cla im  form?

Yes

Chec k  car deta i ls
against those held
on pers onal  file  to

determ ine i f the
employee has

c hanged the i r car

No
2 ev ery  4 week s  & 2 per week

Has  the
em ploy ee

c hanged the ir
c ar

Is the
em ploy ee an
es s entia l c ar

us er?

Y es
PPA s ends  CA1

form to the
em ploy ee

Yes
Wai t for  r eturn of

C A1

PPA inputs
m ileage in to

Delphi  sy stem

No

Y es

PPA sends c asual
us er dec laration to

cas ual  car us er

No

PPA  c hanges  c ar
engine deta i ls on

sc reen

PPA m oni tors re turn of
cas ual  car us er  dec laration

form
Fi led on pers onal  fi le
Proc ess  not de lay ed

Any  er ror s?
PPA chec ks  for

input errors

PPA quic k c hec k s number of
m i les  input

PP A correc t errors

Yes

PP A com pletes
s tandard box es on

each form

D ate &
in i tials

N o
PPA puts  input for

day in  nam ed
folder

PP A places  folder
in  data input tr ay

on top of cabinets

PP A2 c hec k s a l l
input for day

agains t deta il  on
two hard c opy

audi t logs

100% c heck
M i les  on one log ex pens es

on another log

Each form  tak es 30 sec onds
for m ileage input on ly  and 1

minute for mi leage +
ex pens es

Senior PPA prints
hard copy  audit

logs

Audi t logs s ent to
PAP A Unit on line

Is the input
correc t?

Return to  PAPA 1
for correc tion

N o
1%

PPA 2 returns
em pty fo lder to

P PA 1

Yes
99%

P PA 2 puts a l l
m ileage form s for
the day in to a lpha

or der

Separate batc hes  from  each
PPA

P PA 3 fi les  batc h
of m i leage form s

in fil ing c abinet in
PA PA Uni t a fter

pay day

1 day

D ata re triev ed from  the
sy stem  at the end of the day
Av ailab le  fo llowing m orn ing

Is pay
reference
com pleted

c orrec tly on the
form ?

PPA enters Delphi
s ys tem  and

searc hes  for the
record by s ur nam e

Sy stem  brings up lis t o f a ll
em ployees  wi th  s urnam e &

ini tial  on that pay ro ll  - d i ffic ul t
wi thcom mon surnam es

No
30%

174 per 4  weeks
120 ev ery  week

29 ev ery  4 week s
20 every  week

Some PPAs  add up the
c laim  & in i tia l  the box

them selves  when the box  is
not in itia l led

Separ ate batc hes for the
w eek ly  & 4 weekly payr ol l

PP A am ends /
enters  pay

reference on form

SAH

Employ ee
completes cla im

form

Manager
authorises  cla im

form

M anager submi ts
form to PAPA Uni t
in  acc ordance wi th

timetable

Claim period defined on timetable
20% c ompleted on l ine & submi t hard

copy (depends on section/s chool
 517 c la im s every 4 week s (payrol l  3)

22 c la im s ev ery week
Knowl  House 86 every  2 weeks

 Submiss ion date on timetable is
M onday 4 weekly

Tim etable dates adhered to  in
PAPA Uni t

Als o subm itted weekly  for weekly
paid s ta ff

Al located to
appropriate PPA

in PAPA Uni t
Support team

PPA puts form s
into a lpha order
(wi thin Serv ice)

Is  c la im
correc tly

com pleted &
authorised

No
2.25%

12 per 4 wk s

2.5 days  m in im um

Is the
arithmetic

c heck box on
the form
in itial led?

Yes
99%

No 1%
5 forms  per 4  week s

Is the m ileage
claim over 2
months  o ld

Yes
97.75%

505 every 4 wk s

Yes 0.5%
3 ev ery 4 week s

PPA trans fers
mi les  & ex pens es

c la im ed by
employee to front

of form

No
99.5%

If em ploy ee has  not detai led
ex penses then paid as  lump

sum under general  expenses

30 sec onds
per c la im to
trans fer to

front of form
longer i f

more than
one c la im
25% have
more than
one c la im

PPA acc ess es  c ar
mi leage input

sc reen for each
cla im

Is the
employee set

up as a c ar
us er?

No 0.5%
3 every 4 wks

Does  the cc  of
car s howing on
sc reen matc h
that shown on
claim form ?

Yes 99.5%

No 0.25%
1 every 4 weeks

PPA inputs
mileage in to

Delphi  sys tem

Yes
99.75%

Any errors?

PPA v eri fies from
screen that the

input is ac cepted
& showing on

screen

PPA correct errors

Yes

PPA c ompletes
s tandard box es  on

eac h form

Date & ini tia ls
(whi ls t waiting
for screen to

update)

No

Each form takes 30 sec onds
for mi leage input on ly  and 1

m inute for mi leage +
ex penses

Is the input
correct?

No
.01%

1 form ev ery 4 week s

PPA 2 returns
batc h of forms  to

PPA1

Yes
99.99%

PPA 1 files  batc h
of mi leage forms

in fi ling cabinet in
PAPA Unit

Is  pay
reference
completed

correctly on the
form?

PPA enters  Delphi
sy stem  and

s earches for the
record by surnam e

Sys tem brings  up l is t o f a ll
em ployees  with s urname &

in itial  on that payrol l  - d iffic ul t
wi thcommon surnames

No
2.25%

12 per 4  week s

Yes
97.75%

505 every 4 wks

Som e PPAs  add up the
c la im  & ini tia l the box

thems elves when the box is
not in itial led

PPA am ends/
enters pay

reference on form

Is  the
employ ee

new?

Yes

Late cla ims
put  in  fo lder for

nex t pay  run
Date stamp i f not

a lready done

PPA spl i ts  for
Serv ice if

workload inc ludes
more than one

Service e.g
Education &

Cul ture & Leisure

Plac ed on re ject
pi le  to  revisi t after

process ing correct
forms

No

Placed on re ject
pi le  to  rev isi t after

proc ess ing correc t
forms

Plac ed on reject
p i le  to  revisi t a fter
processing correct

forms

PPA refers to
re ject pi le

PPA returns  forms
wi th  pay

references &
signatures miss ing

to employee/
manager

Common reasons  for re turn
prin ted on compl iment s lips.

PPA just has  to  tick
appropria te reason

PPA writes
standard le tter to

employee &
returns claim

Cla im  not
process ed

PPA maintains  a list of
em ploy ees who hav e

subm itted la te claims  wi th
dates

Is this the 2nd
late c la im  in 3

y ears?

Yes

No

PPA writes
standard le tter to

employee
Cla im s ti l l

p rocess ed

Does the
employee work

in a s chool?

No

Yes

PPA deals with
c la im s ov er 2

months  o ld

Placed on re ject
pi le  to  rev isi t after

proc ess ing correc t
forms

PPA deals with
c la im s where car

deta ils not
s howing on screen

Is there a Ca1
form on the

personal  fi le
giving car

deta ils but
omi tted to  be

input on screen

PPA sends CA1
form  to the

employee for
com pletion & form

includes
authorisation of

Manager

Wai t for receipt o f
CA1 form

No

PPA deals with
c la im s where cc  of
c ar on form does
not matc h screen

Yes

PPA sends CA1
form to the
employee

No

PPA changes car
engine detai ls  on
sc reen on receipt
of com pleted CA1

form

PPA moni tors re turn of
c as ual car user declaration

form
Filed on pers onal  fi le

Proces s not delay ed for
casual  users

Is the
employee an
es sentia l  c ar

user?

No

Is cc on form in
sam e banding
as c c showing
on s creen?

Is there a CA1
form on

personal  fi le
that has not
been input to

screen?

No

Wai t for receipt o f
CA1 form

PPA inputs re jects
that now c omply

Yes

Input pass ed to
PPA2 for 10%
c heck against

screen PD09 prior
to  payro ll  run

Evidenc ed on batch header
by PPA2

PPA wri tes out a
batch header form

States pay period ending &
week  no. of payro ll  & nam e

of PPA1
Im portant as  batc hes are

kept together but in batches
for workloads

yes

Not Knowl  House

Not Knowl  Hous e
references al ready  c hecked

by Serv ic e sta ff

Not Knowl House
referenc es  a lready chec ked

by Service staff

Not Knowl Hous e
al ready  check ed by Service

staff

Not Knowl Hous e

Not Knowl  House
 Service staff deal  wi th this

Example: MileageExample: Mileage
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Redesign and Implementation

The three year programme of change was designed to achieve the savings targets 
in a realistic way.

In year 1 the processes were to be standardised so that each department was 
achieving the same process result at the lowest cost. Low level Non-Value Adding 
activities were to be eliminated. Rough cut ABC showed the potential for 
improvement here.

In year 2 a Front Office / Back Office structure was to be introduced and processes 
which were wholly Non-Value Adding were to be reduced in frequency of 
occurrence.

In year 3 IT improvements would be made to embed the new ways of working into 
the culture of the Council

The benefits

The Council now has:

Ø A clear plan of how to implement their internal Shared Service Centre

Ø A view of how their savings target of £500,000 is to be achieved realistically

Ø A trained in-house resource who can facilitate the changes

Case Study:
Metropolitan Council
Payroll and Personnel Administration

As Is process

To Be process

Standardise at lowest cost As Is Frequency Cost per unit To Be Final
Saving over 

As Is

Maternity 19,595£     234 60.82£         14,232£            5,363£       
Starters 148,026£   5527 23.92£         132,220£          15,806£      
Leavers 54,918£     4501 9.14£           41,124£            13,794£      
Changes 172,047£   18959 6.92£           131,122£          40,925£      
Timesheets 163,680£   173503 0.59£           102,512£          61,168£      
Overtime claims 92,019£     28971 2.52£           73,070£            18,950£      
Expenses claims 77,426£     52472 0.77£           40,279£            37,147£      
Sickness 116,031£   68150 1.40£           95,090£            20,941£      

843,743£   629,649£          214,094£    

mailto:mail@ValueAdding.com
http://www.ValueAdding.com

