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1. Purpose of Report 

1 .I To provide answers to Questions raised by the Scrutiny Panel at its May meeting 

2. Adult Social Work Indicator 1- Community care Assessments 

This indicator has been deleted and replaced with a new indicator for 2005106 

The question was on the definition of the rate per 1,000 relevant population which 
applies to this group of Social Work indicators 

The rate per 1,000 is best described as the number of people in the relevant age 
category receiving a service divided by the total number of people aged over 65 divided 
by 1000, for example, if 500 people aged 65 are receiving a service and the total 
number people in North Lanarkshire aged 65+ is 50,000 
the rate per 1,000 of people over 65 receiving the service is 10 

This measure was designed to assist Audit Scotland to draw comparisons between 
councils. However, they have since recognised that such comparisons will be affected 
by the differences in the way in which an individual council organises their community 
care assessments, and in the definition and recording of assessments and services. 
Starting this year (2005/06) the indictor has been deleted and replaced by: ‘The 
average time taken to provide community care services from first identification of need 
to first service provision’. 

3 Corporate management - 2. Indicator 5 Cost of Council Tax Collection 

The Panel requested an explanation of the rise in the cost of collection 
This indicator has also changed and definitions have been tightened. 
This does not affect North Lanarkshire as we have consistently applied tight conditions. 
Our figures will continue to be comparable through time. 

Our costs of collection compare favourably with the Scottish average 
2002/03 f 12.59 (Scottish average f 13.53) 
2003/04 f13.30 (Scottish average f14.11) 
2004/05 f 13.75 no Scottish average is available yet 

Our year on year increases are explained as follows 

02/03 to 03/04 5.3% - normal inflation and a review of overhead allocation in finance 
department 



03/04 to 04/05 3.7% - normal inflation 

4 Indicator 8 Payment of Invoices 

Clarification was sought regarding the current position defining the 30 day target 
consistently across Scotland. The 30 day rule is now mandatory and consistent across all 
councils 

Before 03/04 the definition was 30 days or another agreed time limit if otherwise specified. 
This made comparisons between councils inaccurate. 

From 03/04 onwards the target will be invoices processed within 30 calendar days of 
receipt. This has always been the measure used by this authority. 

5 Housing - Indicator 6b - Average Time for Council House Sales 

Members sought an explanation on why it was taking longer to conclude house sales. 

Time taken to conclude sales between 01 I02  and 041 05 was: - 
2001102 21 weeks 
2002/03 21.9 weeks 
2003/04 21.9 weeks 
2004/05 
the Scrutiny Panel 

The time has increased by 1.6 weeks in the last 4 years. 
26 weeks is the benchmark set by the Scottish Executive and the council has been 
consistently below that and always performed in the top quartile of Scottish authorities. 
Services operating in the 21 to 23 week range are operating at peak performance. 

22.6 weeks - This figure was not available at time for the Q3 2004105 report to 

Most sales are dealt with fairly quickly but some encounter serious problems which can 
take a considerable amount of time to solve. A small proportion of sales, some of which 
can be up to 100s of weeks explain the slight increase this year. The average time is still 
well below (i.e. better than) the Scottish average. 

Members interest in this indicator has resulted in our altering the scale of the graph for 
future reports. The current scale shows the degree of change disproportionately and will be 
changed. 

4.0 Recommendations 

It is recommended that the panel: 

i) note the content of this report 

Local Government Access to Information Act, for further information please contact Alex Gardiner, Corporate Policy and 
Performance Manager on (01 698) 302231. 
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1 Introduction 

1.1 At the meeting of the Service Delivery and Performance Scrutiny Panel of 19 May 2005, 
consideration was given to the report “Quarterly Performance Review”. Whilst recognising 
the improvements which were evident in Quarter 3 for Creditors Payments, the Panel noted 
that this still fell short of the target of 85% and sought a report of the current status of this 
performance. 

1.2 This report provides an update on the performance within the Council, the position across 
Scotland for the PI’S, and the proposed action to be taken in the future to ensure continued 
improvement. 

2 Background 

2.1 The performance indicator (PI) was introduced in 1997/98 and has focussed on the 
measurement of the performance by a Council in making payment of invoices within 30 
calendar days of receipt as a percentage of all invoice payments. 

2.2 The definition of the indicator has been refined during the years but essentially its main focus 
is in the timely payment of invoices. The indicator takes no account of the reason for late 
payments, which may have been delayed due to disputes over quality of service, non delivery 
of goods etc. 

3 National Performance 

3.1 The relative performance in this performance indicator is shown in the table below for all 
years from 1997/98 to 2003/04, which is the latest year with available data. 



3.2 As is evident in the above analysis the level of improvement in performance in NLC has 
marginally exceeded the Scottish National increase but continues to be below the Scottish 
average. 

The Council’s performance in 2003/04 ranked 25 out of 32 and has generally been ranked at 
this level throughout all years. 

4 Council Processes and Performance 

3.3 

4.1 

4.2 

4.3 

4.4 

4.5 

4.6 

The payment of an invoice involves a number of activities summarised below, which are 
carried out by all Departments across the Council; 

> Receipt of Invoice - Service Department 
> Verification of Invoice - Service Department 
> Authorisation of Invoice - Service Department 
P Payment of Invoice - Finance Department 

The PI expects that the above processes should be completed within 30 days and it is this 
performance that is the basis of the PI. The Council’s performance for the current and 
previous 2 months is shown in Appendix 1. 

It is evident from the cumulative position shown in each of 2003/04 and 2004/05, that there is 
a slip in the cumulative performance in Apri W a y ,  July/August and December/January. 
These periods coincide with the pattern of school holidays and emphasise the difficulty that is 
experienced in processing invoices for payment during those periods. This is discussed 
further in Section 5 .  

The graph in Appendix 1 also shows that the average performance across the Council is 
improving year on year. The performance of 81 .l% at June 2005 compares with of 79.6% in 
2004/05, and 74.8% in 2003/04. This shows an improvement of 6.3% over the 2 year period. 

Appendix 2 shows the monthly performance by department for the 2004/05 year. As with the 
Council cumulative performance there are clearly reductions in performance associated with 
the holiday periods during April/May, July/August and DecembedJanuary. 

Appendix 3 highlights the volume of invoices paid by the Council during 2004/05 by 
department. The table shows that 4 departments accounting for 95% of the volume of 
invoices processed (Education, Community Services, Housing & Property, Social Work), and 
make 96.5% of the Council’s late payments. Clearly any improvement in the Council’s 
performance needs to understand the reasons for these departments lower performance and 
look to resolve any issues. 

5 Reasons and Targets 

5.1 The Council has a target of paying 85% of invoices within 30 days. As indicated in paragraph 
3.1, the Council overall has not yet achieved this performance, however, there are 3 
departments which exceeded it in 2004/05, (Chief Executive’s, Finance, Administration). 

5.2 It is evident from Appendix 3 that within those departments which have not reached the 
Council target of 85%, there is a common feature of the need to process high volumes of 
invoices across a dispersed office/establishment network. 



5.3 Whilst the Council has a corporate target of 85% the extent of performance across 
departments and the varying volumes of invoices processed have meant that there is a need for 
a refinement to the Council target of 85% to provide a realistic challenge to each department. 
The Council target of 85% has been split based on a weighted increase on prior year 
performance with greater improvement sought from lower performing services. As a result 
the departmental targets for 2005/06 are shown below:- 

i 2005106 Target 2004105 Actual YO Improvement 

The goal for 2004/05 is for the Council’s increase of 6.9% to be achieved through 
improvement across departments ranging from 3.0% += 8.5%. The use of specific targets 
ensures that those departments which are currently exceeding 85% are not complacent and 
still have a target to aim at whilst seeking greater improvements from those departments who 
have not yet reached the Council target. 

5.4 There are valid reasons why payment of invoices may be delayed which would include, 
disputes over delivery, errors within the invoice, late issue of invoices by supplier, etc. Whilst 
the delay in these cases may be due to the supplier the late payment still contributes to the 
Council’s performance. 

5.5 The PI definition identifies the start date for the process as either the actual date of receipt of 
the invoice or, if unknown, 2 days after the invoice date. Clearly if invoices are not being 
received until later than 2 days after the invoice date then this will reduce the time available 
for the Council to process the invoice for payment within the 30 days. 

5.6 As indicated in Appendix 3 the majority of invoices within the Council are the responsibility 
of those departments which have functions dispersed over a number of offices/establishments. 
The need to move invoices between offices/establishments as part of the process to authorise 
and pay invoices will contribute to the length of time taken to pay the invoice. 

6 Actions Taken 

6.1 The PI clearly defines the calculation of performance and during 2004/05 the Council’s data 
collection processes improved enabling compliant reporting of the PI to be based on all 
invoices paid. This means that the PI is a true measure of the Council’s performance. It was 
apparent that the definition did allow for further improvement in the data collected in relation 
to the date of receipt of invoices which may allow an improvement in the PI, although no 
payments to creditors will be made earlier. 



6.2 An exercise was conducted for those payments made from December 2004 to February 2005 
within the Education department to record the date of receipt of invoices. The exercise 
comprised over 17,000 invoices and the results highlighted that only 23.1 % of the invoices 
were received within 2 days, a further 25.7% of the invoices were received 3-5 days after the 
invoice date. Clearly if less than half of the invoices are received within 5 days the ability of 
the Council to make payment within 30 days of the invoice date is greatly reduced. With such 
a large number of invoices being received beyond the 2 days identified in the PI it was evident 
that there needed to be an alteration to the data collection. 

6.3 The change to both processes and the software system was agreed and implemented for all 
departments during June 2005 with the exception of Education where the amendments to the 
respective software systems and feeder file have been implemented with effect from 
July 2005. The improvement within the month of June across the Council was 5%. Assuming 
that this level of improvement is representative of the performance improvements which can 
be expected through the year, the impact on the PI from this action will be an improvement of 
4.2% for the year. 

6.4 An analysis of those invoices that are paid late has identified that 27% of late invoices are 
paid within the next 5 days after the 30 day PI period. If the processing of these invoices were 
accelerated then there would be an improvement of 6.6% in the annual PI. Provision of the 
details of the late invoices is being provided to departments to aid them in identifying any 
trends as to which sections in departments are late or if there is any reason why a particular 
supplier is late. 

6.5 The need to improve the Council’s performance has resulted in greater working between the 
creditor payment section and departments to analyse the performance and processes to 
identify those areas where improvements can be made. There is an ongoing need to ensure 
that the importance of timeous processing of payments is achieved across all departments, 
however, given the volumes, the most important areas to focus on for improvement are those 
departments with high volume processing, (Social Work, Education, Housing & Property, 
Community Services) as these need to improve to provide the greatest impact on the Council’s 
performance. 

6.6 The establishment of a Credit User Group (CUG) has allowed the sharing of ‘Best Practice’ to 
be improved between departments and provided a focus for identifLing processing 
efficiencies. The CUG also facilitates the review of the departmental performance which is 
notified each month to departments. 

6.7 The process of receipt, authorisation and payment of invoices has been streamlined in a 
number of areas where there has been opportunity to receive and pay based on 
statementlelectronic billing, which has reduced the time taken to pay (eg, Electricity, Mobile 
Telephony, etc). Further usage of facilities like this reduce the administration processes in 
paying creditor invoices, allowing these resources to be refocused on processing or resolving 
the remaining invoices. 

6.8 The introduction of PECOS, the e-procurement system, will present a further opportunity to 
automate the purchase- to- pay cycle, with expected benefits in reducing resource involved in 
the process and paying invoices quicker. 



7 Summary 

The Council has made improvements in the processes and performance with an improvement 
evident in the 2004/05 out-turn and further improvements being shown in Q1 of 2005/06. 

The introduction of improvements in the data collection will further enhance the PI. Allied to 
this is the use of departmental specific targets to provide each department with an 
improvement challenge. 

Further development in recognising and extending ‘Best Practice’ through the Creditor User 
Group, the provision of a wider range of tailored management information, and emphasis on 
process review within high volume departments is aimed at continuing the recent 
improvements. The introduction of e-procurement provides a foundation to develop a true 
purchase-to-payment facility which will reduce the time taken to pay invoices. The 
opportunity to introduce new electronic/statement billing routines also contributes to a 
reduction in the payment cycle and so improves the performance within the indicator. 

Clearly the ability of the Council to improve its performance will be achieved through 
continued joint-working and the focus within departments of their opportunities to improve 
and contribute to the Council’s performance. 

8 Recommendation 

8.1 The Committee is asked to note the report. 

Head of Revenue Services 



Cr) 
0
 

0
 

i 



Appendix 2 

Performance 2004 / 05 - Departmental by Month 
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APPENDIX 3 

EDUCATION 
COMMUNITY SERVICES 

HOUSING & PROP 
SOCIAL WORK 
CHIEF EXEC'S 

FINANCE 
ADMINISTRATION 
PLANNING & ENV 

Paid within 30 Days I Target 
Number % 

Total I 

84,766 
141,391 
34,852 
41,304 

980 
5,341 
3,526 
5,936 

66,363 
112,242 
26,030 
30,367 

856 
4,570 
3,072 
4,823 

78.3% 
79.4% 
74.7% 
73.5% 
87.3% 
85.6% 
87.1 % 
81.3% 

86.5% 
86.8% 
75.8% 
79.8% 
88.9% 
85.3% 
89.2% 
84.4% 

I % of Council Invoices] 
Total Late 

26.6% 26.4% 
44.4% 41.8% 
11.0% 12.6% 
13.0% 15.7% 
0.3% 0.2% 
1.7% 1.1% 
1.1% 0.7% 
1.9% 1.6% 

C 0 UN C I L 318,096 248,323 78.1% 85.0% 


