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Preface
By Councillor Len Gregory

Chairman, Co-ordinating Overview and Scrutiny Committee
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1: Summary

1.1.1 The review of the City’s purchasing and payments processes was
commissioned to:-

• Review the introduction of the SAP Phase IV (GLAMIS)
module for the purchasing of goods and services and the
processing of the payment of invoices.

• Pfun intrinvoices.

• 
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Payments and Purchasing2:  Summary ofRecommendationsRecommendationResponsibilityCompletion DateR1The Strategic Director of Resources

to agree targets for system use with

Chief Officers and to produce

monthly monitoring8rgports.  A

review of the use of surcharges to

take place.Strategic Director of

ResourcesDecember2 0.3

R2System development8rgquired to

alert orderer  that a No Goods

Received indicator has been input.Head of Corporate

Finance & Asset

ManagementDecember2 0.3

R3Management Information produced

for Departmental Managers to take

responsibility for dealing8with the

quality issues of their staff.Head of Corporate

Finance & Asset

ManagementDecember2 0.3

R4An Officer in each Department, at

Assistant Director level, to be

identified in each

Department/Division to drive through

change, maximise use of GLAMIS and

improve quality of work.Corporate Management

Team MembersDecember2 0.3

R5Feedback of GLAMIS Survey to the

officers who took part in the survey

and to make findings generally

available.  A follow-up GLAMIS User

survey to be undertaken by July

 0.4.Head of Corporate

ProcurementDecember2 0.3

and

July2 0.4

R6Central Payments to review their

communication/procedures and

system interface to ensure they are

customer-focussed.Principal Manager,

Central Payments &

PensionsDecember2 0.3
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3: Introduction

3.1 Reasons for the review

3.1.1 The processes used by Birmingham City Council to procure and
pay for goods and services have undergone significant changes
since 2001.  These changes include:-

• The introduction of the SAP Phase IV (GLAMIS) module
for purchasing and paying for goods and services.

• The centralisation of the Payments Team.

• The merger of the City Supplies Organisation and
Strategic Procurement Services to form Corporate
Procurement Services.

3.1.2 These changes took place as a response to the need to modernise
the functions highlighted by:

• The crosscutting ‘Money’ Best Value review.

• The Byatt Review of Local Government Procurement in
England.

• The Government’s ‘Implementing Electronic Governance’
agenda.

• E-procurement and procurement modernisation papers
from Government Departments.

3.1.3 There is a common thread to the modernisation agenda and that is
the capability of new systems and processes to reduce costs,
time taken and bureaucracy related to purchasing, and paying for,
goods and services.

3.1.4 This, in the future, (2003/2004) could mean the introduction of:

• Purchase cards for small value goods.

• Consolidated billing of supplier invoices.

• E-tendering.

• E-enabled transactions  (ordering, invoicing, payments
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and remittance advice including maximising payments by

BACS). I s s u e s  f o r  R e s o l u t i o n : 637.1 The merger of both the City Supplies Organisation (CSO) and
Strategic Procurement Services (SPS) to form the new Corporate
Procurement Services (CPS) has led to the end of their previous
role in raising and processing orders on behalf of Departments.
This will lead to speedier and less bureaucratic ordering by
purchasing directly from suppliers. (However some external
organisations, schools, voluntary organisations, still use CPS to
place orders on their behalf). The previous system had many
disadvantages, for example:-637.2 An individual would write out a requisition order that was sent in

the internal mail to their central administration point.  The order
was then approved and passed to a clerk to process and enter
o n t o  t h e  p u r c h a s e  o r d e r  p a y m e n t s  s y s t e m  ( P O P S ) .   H o w e v e r ,  i f
the order was complex (or the clerk had a backlog of work) the
written requisition with explanatory notes would then be sent to
CSO in the internal post.  An average of 10 days would be taken
before it reached CSO - providing there were no problems.637.3 The removal of this third party (CSO) and the new payments

system (with incorporated workflow) modernises this slower
process.  However, the introduction of the new system has not
been unproblematic.637.4 For example:· Some 
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generated orders are the only official orders to use.

• The closure of Dollman Street stores (part of CSO) has
increased the number of separate orders being placed
and, therefore, the number of invoices received.

 



Report to the City Council
02 December 2003

11

Payments and Purchasing

3.3 Method of Investigation

3.3.1 The investigation was undertaken by a Working Group of the Co-
ordinating Overview and Scrutiny Committee.  The group was
chaired initially by Councillor Mike Olley.  The group members were
Councillor Peter Howard and Councillor Michael Wilkes.  The
membership changed in August 2003 to include Councillors Len
Gregory and Hugh McCallion, as Chairman and Vice-Chairman
respectively, and Councillor Ken Hardeman.

3.3.2 A number of reports were provided by officers from the Central
Payments and Central Procurement functions, which set out the
background to the issues discussed and the current policies within
which the functions were working.

3.3.3 Departmental representatives gave evidence to the Working Group
on their own experi TD 0.0489s.694

McCs4a6.0489s.694 
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Findings

4.1 

Background:

4.1.1 

The Co-ordinating Overview and Scrutiny Working Grouprecognised that an improvement to the Payments and Purchasing

functions would only6 fsult if the City made best use of the

GLAMIS System.

4.1.2 

By the end of 2022 particular difficulties we f
apparent with theperiod of time it was taking the City to pay its invoices.. The Best

Value Performance Indicator (BVPI 8) expects all undisputed

invoices to be paid within530 days.. The Council’s target for

2022/03.was, thereforf
at5100% to be paid within530 days.

However, the difficulty of achieving this is shown by the top

quartile of Metropolitan Authorities being at590%, although

Birmingham’s performance was lagging down at5less than 60% of

invoices being paid within5the 30 days target.. Thereforf, a morf

realistic target for 2023/0rgwas set by the City Council on 1

st

 July2023 at580% and the second quarter’s  fsults show that the Cityis currently6achieving this target.. The agreed targets for futurf

years are:

· 2024/0583 - 87%· 2025/0688 –6 3%4.1.3 

Nevertheless, the City has a  fsponsibility to large and smallbusinesses alike and is striving to pay 100% of undisputed invoices
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orderers where payment is being “delayed” due to non-input of a
GRN, or where there is a price, quantity or quality mismatch, to
resolve the issue promptly.

Central Payments will actively identify blocked payments in the
System and liaise with Departments to resolve these issues within
the required timescales.  Departments must respond to these
queries within agreed timescales.

That management information is produced to allow departmental
managers to take responsibility for ensuring that quality issues are
discussed with the staff involved.

Chief Officers should ensure that their Department’s Goods
Received procedures are complied with, and that staff are fully
aware and trained in current procedures.  An Assistant Director in
each Department will be nominated as a point of contact to ensure
this takes place.

GLAMIS User Survey

4.2.15 As part of this review the Scrutiny Review Group were keen to find
out the experience of officers who use the GLAMIS System for
payments and purchasing on a regular basis.  This was done by
conducting a GLAMIS User Survey.  This has presented the Group
with a valuable cross section of views from users.  However, it is
important to note that 151 returns only represents 8% of the
1878 GLAMIS user population. A higher return would give the
Group a higher degree of confidence that this gives a
representative picture of most users’ experience.

4.2.16 It is recognised that there have been problems with extending the
use of the GLAMIS system throughout the Council across a diverse
range of users and their requirements.  The survey indicated
that:-

• Users have found the GLAMIS System complex to use and
would benefit from a simpler design more suited to lower
usage.

• There was some confusion over the use of Family Codes
by some users due to a lack of understanding in how to
use them correctly.

• Most users found the CPS catalogue easy to use.
However, some complained about the difficulties they
encountered when trying to find items, and the quality of
indexing.

• The payments functions of GLAMIS were rated by users
as ‘poor,’ although the survey was undertaken during a
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Payments and Purchasingparticularly difficult phase –5see 5.1.� .  T h e  G L A M I S  H e l p  D e s k  g i v e  t h e  m a j o r i t y  o f  s u p p o r t  t oorder users and their5service was rated by most as ‘good.’� .  U s e r s  w i l l  c o n t a c t  suppl i er s di r ect l y and w h ils t th is  isacceptable, it is difficult to ensu.87users will not take parti n  m a v e r i c k  p u r c h a s i n g  w h i l s t  c o n t r a c t e d  s u p p l i e r s  a l r e a d yexist. T h e  w o r k  b e i n g  u n d e r t a k e n  b y  t h e  C h a n g e  M a n a g e r  w i l l  f u r t h e raddress the issues raised through the su.vey.5 The barriers toe f f i c i e n t  S y s t e m 7 u s e  w i l l  b e  e x a m i n e d  a n d  a n  a c t i o n  p l a n  d r a w n  u pto effect the necessary changes.4.2.18 T h e  P r o c u . 8 m e n t ,  P a y m e n t 8  5 5  T c 5  9 3 2 i l l  b e  e x a m 7 5 1 . 3 7 5 5  T w p l i 6 8 a k e m e e t h e  C j 
 T a 5 5  T c 5 2 3 7 4 8 5  T w - T w  ( o 1  P r o c u . 4 7 h e  n e c e s r e g a s e   -  s i 5  T c  f i a m 7 s o l u  T j 
 5  T c  s o m e 0 3 -  e s . ) p r o t  t l i 6 i d b e  i f i e d . 5  9 5 3 8 8 5  T w  7 8 9 e r s  w i l 6 4 . 2 . 1 7 5 9  P r o c u . 7 8 5 4 t  i s  d 3 - i c o r T D  1 g o  s  a l r e a d s , w a s  r m o n i t o e h e  C u . 8 h a n g e  M a n a g s a r y s u l t  i s h 5 5  T c 5 2 3 7 0 .  T w  ( 4 . 2 . 1 3 3 5 e r s  w 6 w 1 6 2 7 t e m 7 u s u p p c h r i t u l t  g )  T j 
 2 a k e o n t r a c t e d  s 3 -  f  w a s  r s  m o s t  0 . 3 - w - 5  9 5 3 8 8 5  T w 1 7 9
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4.3 Payments Issues:

Experiences of main suppliers dealing with the Council

4.3.1 Representatives from two of our major suppliers, Blakemores and
Lyreco, attended a Scrutiny Review Group meeting to express
their views on the service they were receiving.

4.3.2 The review highlighted the experiences of the City Council’s
suppliers and the effects of poor payment performance on each
organisation. One of the factors that made resolution difficult was
a lack of communication and the difficulties suppliers had in
identifying the right Council contacts.

4.3.3 Blakemores were experiencing difficulties due to the high number
of invoices they were issuing to the City Council and they were
asked if they would be able to submit their invoices via electronic
feeder files.  They also had a problem with goods receipting when
early morning deliveries were made to schools.

4.3.4 The Working Group recommended that:

Arrangements be pursued with Blakemores as to the
implementation of an electronic feeder file method for the
transmission of their invoices.

That all suppliers issuing the City Council with more than 2000
invoices each year be contacted to discuss the efficacy of issuing
invoices via an electronic feeder file.  If successful, this process to
be extended.

Discussions to be held with the Education Department to identify
improvements to local procedural arrangements for the goods
receipting of purchases from Blakemores at schools.

That an informal user group for suppliers, with Council Member
involvement, be established.  This would enable contractors to
raise any problems concerning payments or procurement, and for
Members to be aware of these.  The group to be referred to on the
Council’s website, on purchase orders, financial documents and
within contracts.

4.3.5 The two suppliers who attended the review were pleased with the
outcome.  It is however true to say that both suppliers had
experienced a number of problems in receiving prompt payment.
The problems were as a result of the inherent problems in the
System described in this report.  The major improvement in paying
invoices (shown at 5.1) during the period of the review was a
major contribution to an increase in satisfaction.
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Payments and Purchasing4.3.6 The City Council’s suppliers acknowledged this improvement and

made arrangements for their own payments to be made by

electronic means (feeder files – Blakemores) and for a more directl i a i s o n  t o  t a k e  p l a c e  o n  d i s p u t e d  a n d  u n p a i d  i n v o i c e s  ( L y r e c o ) .4 . 3 . 7 B o t h  s u p p l i e r s  f o u n d  t h e  a t t e n t i o n  g i v e n  b y  t h e  S c r u t i n y  R e v i e w  t o

b e  h e l p f u l  i n 8  3 s o l v i n g  o u t s t a n d i n g  p a y m e n t s  i s s u e s ,  a s  i l l u s t r a t e d

b y  t h e  f o l l o w i n g  q u o t e s :

 ‘The current situation with the 9 0  d a y  d e b t  i s  t h a t  i t  h a s  b e e n c l e a r e d …  I  w o u l d  l i k e  t o  t a k e  t h i s  o p p o r t u n i t y  i n 8 t h a n k i n g  t h e

C o m m i t t e e  i n 8 g e t t i n g  t h i s  o r g a n i s e d . ’ Michael L e g g e  (Lyreco)‘It was agreed that we would transfer from cheque payment to

BACS – Already Actioned…  Mike Parry – Central Payments IT

Manager has already made contact with our Matt Johnson to

initialise electronic invoicing… We are very happy with the ongoing

situat ion…’Jo Col l ins  (A.F.Blakemore)4.3.8 The suppl iers  acknowledged that  ta lk ing direct ly  with Counci l

Members had helped to  improve the s i tuat ion and welcomed the

idea of  an informal  suppl ier/Counci l  Member l ia ison group.Payment by BACS

4.3.9 In addition to increasing the number of payments made within830

d a y s  o f  t h e  i n v o i c e  d a t e ,  t h e  S c r u t i n y  R e v i e w  G r o u p  a l s o  i d e n t i f i e d

t h a t  m a n y  s u p p l i e r s  w e r e  c u r r e n t l y  b e i n g  p a i d  b y  c h e q u e  r a t h e r

t h a n  b y  D i r e c t  B a n k  C r e d i t  ( B A C S ) .   T h o s e  s u p p l i e r s  t h a t  w e r e

b e i n g  p a i d  b y  B A C S  w e r e  s t i l l 8  3 c e i v i n g  r e m i t t a n c e  a d v i c e

i n f o r m a t i o n  v i a  t h e  p 
 T *  f 
 0 4 7 m 7 9 2  T 0 . 2 5 1 . 8 8 2 n g  p a 8 8 3   T w v �   T w  ( 4 . 3 . 9 )  T j 
 1 0  - 1 8 6 T D  / F / F 5 . 7 . 7 9 2  T 0 . 2   T c  f 
 e 8 9 5   T w  (  )  T j 
 5 9 . 8 7 0 0 3  T D  / F 0 . 7 . 7 9 2  T 0 . - 0 . 0 5 4 2  T c 2 6 . 3 9 8 3   T 4 3 6 5 c s  (  )  T j 
 5 9 . 8 7 0 0 3  T D  / F A o u n c i d
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5: Conclusion

5.1.1 The City Council has purchased a major strategic accounting tool
in the GLAMIS System.  The System will allow the City Council to
make efficiency, and therefore cost, savings if used correctly.
The System is not currently being used appropriately for purchase
of goods and services and this has contributed to the under
performance of the City Council against BVPI8.

5.1.2 The full and effective implementation of this Corporate System
requires the co-operation and involvement of officers in
Directorates/Departments as well as within the Resources
Directorate.  It is essential that officers take responsibility for the
proper use of this System.
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Appendix 1: Updated Review Scoping Table

Outcomes of the
Review

Phase Methodology Proposed Implementation/Action Committee
Minutes
Ref / Page

Complete
Status

1 To discover how
the Council can
make best use of
the opportunities
presented by
GLAMIS: including

Phase I Discussions with
officers on how
the System can
support key
Council objectives
including the
Procurement
Strategy

Live demonstration of the GLAMIS
System for ordering and paying an
invoice, including reporting on issues or
problems

Page 3 23.1.03

a) Identifying the
fundamental
changes in central
and departmental
procedures that
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Outcomes of the
Review

Phase Methodology Proposed Implementation/Action Committee
Minutes
Ref / Page

Complete
Status

b) To establish the
extent of GLAMIS
availability and
usage

Phase I Financial Systems
to establish

Report from SAP Support Appendix 7a 23.1.03

c) To establish how
much of this usage
is correct (correct
orders inputted as
a percentage of
orders placed)

Phase I GLAMIS Reports
on correct use

Desktop analysis
review

SAP Financial Development team to
provide summary report

Analysis / review of disputed invoices
(Identify common suppliers, depts)

Appendix 7b 23.1.03

Phase I Discuss with
officers the
introduction,
training and
ordering
procedures in
GLAMIS including
future System
developments

Report from SAP team as above Appendix 7b 23.1.03

d) To find out where
and why
Departments are
experiencing
delays with
orders/payments
placed directly

Phase I GLAMIS reports
where relevant.
Distribution of
questionnaire to
junior and regular
GLAMIS users

Surveys to orderers in Departments

Report on Social Services Process
Mapping

-

3vi

7.5.03

12.3.03
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Outcomes of the
Review

Phase Methodology Proposed Implementation/Action Committee
Minutes
Ref / Page

Complete
Status

Phase I Reportage from key Departments:
Environmental and Consumer Services,
Social Services, Transportation

ii & iii 21.2.03

Establish impact if
all suppliers were
to sue the
Authority for late
payments

Phase I Desktop analysis. 23.1.03

Update due

Appendix
6a/b

7.5.03

2 To establish a
means of regularly
recording and
monitoring the
total and marginal
costs of producing
an invoice, and the
average cost of an
order

Phase
II

Use of graduate
placement

Analysis of
GLAMIS report on
average order
value

Action by Central Payments

To be provided by CPS

Draft Report
5.3

23.1.03

 7.5.03

Appendix
8a/b

3 To identify
blockages and
solutions to
adopting corporate
system

Phase I Discuss with
relevant officers

As detailed in 1a and 1d On-going

4 To find out from
main suppliers their
experiences of
dealing with the
Council

Phase
II

Discuss with
relevant suppliers

Discussion with key suppliers:
Blakemores (food distributors),
Lyreco (office supplies) and
a smaller supplier

i
ii
Update due

26.3.03
26.3.03
7.5.03
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Outcomes of the
Review

Phase Methodology Proposed Implementation/Action Committee
Minutes
Ref / Page

Complete
Status

Phase
II

Independent
overview from
external computer
software expert
on e-procurement

Refer to Briefing Paper on Procurement
Cards

ii 26.3.03
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E-procurement The electronic acquisition of goods and services including
processes from the identification of a need to purchase to the
payment for these purchases including post contract/payment
activities such as contract management, supplier management



Report to the City Council
02 December 2003

32



Report to the City Council
02 December 2003

33

Payments and Purchasing

Standing Orders Rules and regulations that control Council tendering.

Tender Documents Tender documents should clearly state what the Council’s
requirements are and enable the services and/or supplies to be
accurately priced (Standing Order No 9). Corporate
Procurement Services can provide standard sets of documents
for use for in a variety of procurement situations.

Vendor GLAMIS term for supplier or contractorT.t0ns.


