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Introduction

1. This paper has been compiled by Strategic Human Resources, Environment Strategy and Sourcing, Procurement and Contract Management and provides responses to the specific questions detailed in the covering report.  
Key questions for investigation

a. What corporate policies and processes are in place to control employee travel costs?
2. Control of travel costs is largely devolved to line managers at local level who are responsible for authorising staff to travel on business and their resultant claims.  Policies in place to support this are held on COLIN the Council’s intranet.
3. The main policy document on business travel is ‘Using your car on business’ this includes guidance on health and safety, types of business user, definitions, rates of claim and alternatives to driving, particularly linked to green travel options.  Detailed information on mileage rates and how to claim them is included on the county council’s internal intranet in the HR pages.  These documents also outline the authorising manager’s responsibility to examine and certify all mileage and other travel expense claims before they can be paid.  Line managers are responsible for balancing their budgets and managing travel costs accordingly.  

4. Travel and expenses claims are in the process of moving to an online claims system.  This system requires the line manager to examine and certify claims on-line.  The new system should make the process of claiming travel and related expenses more transparent and will allow managers to access and monitor associated costs more easily.  Reports on business mileage and expense claims will be available through the system from July 2010.  How successful this is in controlling costs will be dependent on buy-in to the new system.  
5. Both car hire and pool cars are available for staff to use on business and are procured centrally to achieve economies of scale.  Use of these centrally procured vehicles helps to manage costs but mileage may not always be as visible.  Line managers can monitor this usage through their budget.
6. Additionally there are some central procurement arrangements for purchase of rail tickets.  

7. The Council first adopted its Green Travel Plan in 2002, the principles evolving with the moves to Endeavour House and West Suffolk House.  Staff operational business mileage (which includes the Council’s various Fleet Vehicles i.e. Buses, Fire Engines, Gritters etc. as well as business travel expenses claims) has been measured for a decade as a key performance indicator as part of the Council’s Environmental Strategy.  Clear messages supporting the need to reduce mileage and address carbon emissions have been directed towards staff and managers.  However, overall there is no evidence of mileage reduction during this period.  
8. Under the current approach there is no one central point of control and monitoring of employee travel costs, therefore providing accurate data across the whole organisation is problematic.  The range of methods by which travel can be claimed and authorised makes it difficult to track.  Data is currently monitored through the Environment Strategy team who are looking at CO2 emissions data rather than costs; procurement who are managing the cost of the central contracts; the Oracle finance system which holds some locally purchased services (although identification is dependent on how codes have been used in the system) and PSE the HR and Payroll system which contains data on mileage and expenses claims paid via payroll.  
b.
What is the annual cost to Suffolk County Council of employee travel and what has been the trend over the past 3 years?

9. Due to the problems in collating data across the whole organisation it is difficult to put an exact figure on employee travel costs.  An estimated figure for 2009 is £9 million (excluding fleet travel). 
Business Mileage
10. The highest proportion of business travel costs is essential and casual user mileage claims at just under £6.4 million in 2009 (see annex 1 for a more detailed breakdown).  Data for 2004/5 showed costs of essential and casual user mileage at around £6.6million.  This indicates that a change in mileage rates and a reduction in the provision of essential user designations have led to a reduction in business mileage costs for these groups.  The overall trend for casual users over the past three years has seen a reduction of 11% in miles claimed (see annex 2) however at the same time the amount of mileage claimed by essential users has increased.  This suggests that casual users may be choosing alternative options such as pool cars and hire cars for business journeys, or are being designated as essential users.
11. However data produced by the Environment Strategy team to measure transport emissions indicates that total business mileage over the last three years has not reduced.  

12. This highlights the organisational dilemma around changing attitudes to travel undertaken on business and the complexity of the issue.  

c. How is business travel defined?
13. Business travel is generally defined as travel necessarily incurred in the course of performing work duties, but not including travel to or from home to the normal place of work.  For example: the National Agreement on Pay and Conditions of Service (known as the Green Book), which applies to Single Status staff states that:  “Employees necessarily incurring additional expense in the course of their work in respect of travel will be reimbursed approved expenses”.
d. Why do employees incur travel costs?
14. There are a number of job roles in the council that need to travel in order to deliver council services these include: Social Workers, Home Carers, Schools Advisors, Trading Standards Officers all of whom are travelling to appointments on a regular basis.  There are some roles where 24 hour access to transport in order to provide an on call service is essential – these include Standby Social Workers, the Joint Emergency Planning Unit and Trading Standards.  Most job roles may at some time travel to access training or to attend meetings.  

15. Examples of business travel include:-
i. Travelling to business appointments 

ii. Travelling between customers/service users

iii. Travelling between sites e.g. where managing multi-site teams, or to provide services at multiple sites

iv. Transporting customers and/or equipment

v. Standby/emergency response

vi. Driving implicit in the role (e.g. road inspectors)

vii. Casual travel such as meetings and/or training

e. What are the terms of reference of the review of travel costs currently being undertaken by the Head of Strategic Human Resources?
16. An overview of the key elements of the review is attached at annex 3.  The main purpose of the review is to reduce costs of travel by improving our policies and practices.  The review will seek to identify ways to reduce mileage claims, consider more cost effective options and investigate and promote the use of alternatives to travel where this is viable.  The Travel Review Group has a remit to produce recommendations and an action plan by 31 March 2010.  
i) Who is involved in the review?
17. Sally Marlow – Head of Strategic Human Resources

Stella Day - Strategic Human Resources Manager Reward and Performance.

Al Collier – Head of Sourcing, Procurement and Contracts
Chris Jackaman – Category Officer, Fleet
Terry Markham – Head of Category Management
Matt Hullis – Specialist Leader, Environment Strategy.

Janus van Helvert – Environment Strategy Officer
Richard Blackwell – HR Applications Manager
Debbie Wilkinson – HR Change Consultant
Helen Muddock (Unison) and Keith Anderson (NASUWT) Trade Union Joint Secretaries
Directorate representatives as required
Technology experts as required
ii) What are the current issues identified in the current system?
18. Current issues are identified at annex 3 and additional information is set out below.   
i. Need to improve cost control further
ii. Risks of running a ‘grey fleet’ i.e. staff using own vehicles

iii. Inconsistency in application of policy which may encourage business use
iv. Cheaper travel options may not always deliver greener outcomes, indeed some of the greenest options may incur additional cost
v. Inequality of current system - by far the most amount of business miles are travelled by casual user employees and not those staff who are designated as essential car users
vi. Lack of clarity for staff on options

vii. Availability of lower cost options

viii. Availability of alternatives to travel e.g. technology
ix. Pool cars are only available at the Ipswich campus site (there are 3 at West Suffolk House but they are the responsibility of St Edmundsbury BC, however SCC staff do have access)

x. Centrally procured options are not always used (sometimes because of availability issues).

xi. Policies and practices are not effectively joined up across HR, Environment and Procurement.

iii)
What does the review hope to achieve?

19. Primarily to reduce the cost of expenses claimed through travel and subsistence, to ensure equity in the application of the policies, and ensure that proper controls are in place to manage business expenses.  It will also work alongside the need to reduce carbon emissions in order to support the Greenest County initiative (see question h. below).
f. How does procurement and the payroll system support effective cost control?
20. Central procurement helps negotiate and control costs through contractual agreements.  Current car hire arrangements allow us to negotiate cost effective deals and accurately monitor usage.
21. The majority of employee mileage and travel expenses are processed through the payroll system.  This data is reported on by the Environment Strategy team and is shared with Directorate Management Teams.  The new online claims system will allow managers better, more immediate access to data for their teams.
g. How is the availability of technology being promoted and used to avoid travelling?
22. Home Working: The Council recognises the benefit of staff being flexible in where they work. Home working is facilitated by staff being able to read and send their work emails over the internet and details are available on COLIN.  This can reduce mileage for staff who do not need to visit their office and can travel straight to appointments.
23. Video-Conferencing: A page on COLIN publicises the Council’s video conferencing facilities at its key sites and how to go about booking them.
24. Audio-conferencing:  BT Meet me is in the process of being rolled out with improved access to meeting rooms with appropriate technology to support this.  Behaviours around meetings will need to be challenged in order to make this an effective alternative.
h. How will the drive to reduce travel costs support the need to reduce carbon emissions in order support the Suffolk Greenest County initiative?
25. Where reducing travel costs is about reducing mileage this will have a direct impact on the Greenest County initiative.  A key element for the travel review group to consider will be how to reduce costs through avoiding travel in the first place by making use of alternative technologies, sharing travel and other alternatives.  The group includes a member from the Environment Strategy team and all recommendations will be tested against the Greenest County principles.  Further investigation of greener options for travel will also be considered.

i. When will it be appropriate for the outcomes of the review be scrutinised in the future?
26. The travel review group will be putting forward recommendations and an action plan by the end of March.  These could be reported for scrutiny in April 2010.
Summary
27. This report has identified that more can be done to manage and reduce travel costs.  It must be recognised that there are some employees who are always likely to need to travel to undertake their job and these are often in front line services.  Employees in these roles need to have viable, safe, cost-effective, green and consistently applied travel options to enable them to carry out their duties.  However, there are also miles undertaken that could be avoided through re-considering the need to travel and introducing new working practices.  The remit for the travel review group is to fully investigate this and make recommendations for implementation by 31 March 2010.  
Glossary
Essential user – someone who uses their own vehicle to travel on business because there is a defined requirement as part of their job role.  These users are paid an essential user allowance of up to £1170 per annum based on the engine size of their vehicle.
Casual user – any employee who uses the own vehicle to travel on business and is not designated as an essential user.
BT meet me – audio conferencing facility provided by BT that allows people to phone in to one number and join a conference call by entering a passcode.

Contact details 
28. Sally Marlow, Head of Strategic HR,, sally.marlow@suffolk.gov.uk, 01473 260272 or Matt Hullis, Specialist Leader Environment Strategy, matt.hullis@suffolk.gov.uk, 01473 264446
Annex 1
Essential and Casual Car User costs 2009
	Totals 2009
	
	
	
	

	
	
	
	
	
	

	 
	ECU Allowance
	Casual Mileage
	Essential Mileage
	Total Mileage Cost
	Total Cost Inc ECU Allowance

	ACS
	£460,246.60
	£1,129,568.75
	£480,268.55
	£1,609,837.30
	£2,070,083.90

	CYP
	£706,776.75
	£1,533,845.10
	£885,773.45
	£2,419,618.55
	£3,126,395.30

	CSD
	£56,259.70
	£105,392.40
	£38,411.20
	£143,803.60
	£200,063.30

	E&T
	£84,334.50
	£197,370.50
	£236,975.90
	£434,346.40
	£518,680.90

	PPD
	£35,687.40
	£37,520.85
	£39,040.80
	£76,561.65
	£112,249.05

	RM
	£31,835.50
	£75,962.80
	£62,068.45
	£138,031.25
	£169,866.75

	SCEO
	£28,124.30
	£116,042.35
	£27,185.60
	£143,227.95
	£171,352.25

	
	
	
	
	
	

	Total
	£1,403,264.75
	£3,195,702.75
	£1,769,723.95
	£4,965,426.70
	£6,368,691.45


Data from PSE HR system 2010
ECU – Essential Car User

ACS – Adult and Community Services Directorate
CYP – Children and Young People’s Services Directorate
CSD – Customer Service Direct
E&T – Environment and Transport Directorate
PPD – Public Protection Social Inclusion and Diversity Directorate
RM – Resource Management Directorate
SCEO – Suffolk Chief Executives Office
Annex 2
Essential and casual mileage claims trends

The 2 main types of business mileage claimed by employees are casual and essential car user, and every role within the Council is designated as one or other type for the purposes of travel, subject to pre-agreed criteria published on Colin.  Details of the trends for these criteria only are given below:-

	Essential User Only
	
	
	

	
	
	
	
	

	 
	2006
	2007
	2008
	2009

	ACS
	950,960
	928,134
	985,964
	1,050,144

	CYP
	2,113,693
	2,079,405
	2,195,578
	2,225,042

	CSD
	102,630
	104,907
	101,730
	96,028

	E&T
	725,342
	734,522
	669,440
	624,233

	PPD
	111,511
	122,819
	110,354
	97,602

	RM
	177,076
	173,046
	173,449
	159,706

	SCEO
	121,446
	84,833
	69,398
	67,964

	
	
	
	
	

	Total
	4,302,658
	4,227,666
	4,305,913
	4,320,719

	
	
	
	
	


	Casual User Only
	
	
	

	
	
	
	
	

	 
	2006
	2007
	2008
	2009

	ACS
	3,938,393
	3,481,188
	3,036,222
	2,833,313

	CYP
	3,773,436
	3,852,053
	4,062,718
	3,841,737

	CSD
	322,765
	276,750
	263,218
	263,481

	E&T
	517,814
	477,372
	528,867
	511,454

	PPD
	11,488
	17,073
	50,831
	95,067

	RM
	252,456
	237,700
	216,801
	189,907

	SCEO
	279,153
	288,847
	315,579
	290,299

	
	
	
	
	

	Total
	9,095,505
	8,630,983
	8,474,236
	8,025,258


	Combined total of Essential and Casual Users
	

	
	
	
	
	

	 
	2006
	2007
	2008
	2009

	ACS
	4,889,353
	4,409,322
	4,022,186
	3,870,930

	CYP
	5,887,129
	5,931,458
	6,258,296
	6,066,779

	CSD
	425,395
	381,657
	364,948
	359,509

	E&T
	1,243,156
	1,211,894
	1,198,307
	1,135,687

	PPD
	122,999
	139,892
	161,185
	192,669

	RM
	429,532
	410,746
	390,250
	349,613

	SCEO
	400,599
	373,680
	384,977
	358,263

	
	
	
	
	

	Total
	13,398,163
	12,858,649
	12,780,149
	12,333,450


      Data from PSE HR system 2010

Annex 3
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Desired outcomes:

•New policies in place that clearly define 

business expenses & how they can be claimed

•Managers understand & apply new policies 

consistently

•Staff feel new policies are fair and support them 

in doing their job

•A range of cost effective, greener methods of 

travel are available to all those who need to 

travel on business

•A range of value for money travel and 

subsistence options are available through 

corporately procured routes

•Culture shift towards avoiding incurring an 

expense when it is not necessary

Current issues:

•Antiquated approach

•Policies inconsistent and vague and encourage 

claims

•Seen as entitlement or part of pay and therefore 

not seen as ‘additional cost’

•Unfair/inconsistent in application

•Not cost effective

•Does not support greenest county priority

•Conflict between greenest and most cost effective 

(i.e. rail v. car)

•Policies and practices operate in isolation i.e. 

green travel and HR policies send different 

messages

•Availability of technology to avoid travelling e.g. 

home-working, conferencing etc.

What’s covered?

•Travel you haveto do as part of your job

•Expenses you haveto pay as part of doing your 

job

•Expenses you have to pay as part of changing 

work location (within certain guidelines)

Principles for the review:

•Staff to be reimbursed for additional costs 

incurred –not make a loss or a profit

•Ensure tax efficient

•Support greenest county

•Easy to understand and process

•Reduce costs

•Support health and safety

•Maximise procurement options

•Fair and equitable

•Support service delivery

•Avoid the need for staff to incur additional cost

Draft
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