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In line with all shared service/shared working arrangements, it is necessary to undertake an annual 
review of the arrangement.  The purpose of the review is two-fold; to ensure that the shared service 
is delivering against its agreed objectives and to identify any improvements/changes that need to be 
made to ensure the successful continuation of the arrangement.

The objectives identified for the Payroll shared service are as follows:

 Resilience to the service provision; Employee’s, members and casuals (e.g. working on elections) 
paid on a monthly basis on specified date 

 Maintenance of integrated HR system and provision of access and information to support the HR 
function within GBC 

 Provision of Self-service function reducing administrative impact on HR 

 Provision of Pension administration service 

 Provision of Financial reports which integrate with General Ledger 
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Review Findings

How is the shared service operating?
1. Has the shared service delivered on the objectives that are set out on page two of the review 

document?

Yes  No In part

The payroll shared service has provided greater resilience to that operated by Gravesham 
(GBC) prior to its implementation, when the service was effectively delivered by 0.6FTE 
Payroll Officer with HR staff providing support and often detracting from their own work load.  

Medway (MC) have maintained the capacity to provide GBC’s payroll service through the 
TUPE transfer of the GBC Payroll Officer, with support and cover for the role provided as 
necessary by the wider MC Payroll Team.

The GBC monthly payroll for employees, Members and casual staff has been prepared by MC 
Payroll in accordance with the agreed schedule and there have been no delays in processing 
and making payroll payments.

MC has maintained an integrated HR system (SS4U) with appropriate access to information 
granted to the HR and Finance functions within GBC. 

MC has provided a self-service function for GBC Staff in respect of leave booking, submission 
of travel and subsistence claims, overtime claims and maintenance of personal details.  Whilst 
this has reduced the administrative impact on HR, the self-service function would benefit 
from further development. 

MC has provided a pension administration service to GBC.

MC has provided financial reports and files to enable automated uploading of payroll 
information to the GBC General Ledger, though opportunities exist to further review and 
enhance how GBC salaries monitoring information is produced.

The payment to MC from GBC for provision of the service was as budgeted for 2017-18.

From 1 April 2018, the payroll function at MC has moved from HR to Financial Services and as 
such, there is a need to schedule regular service review meetings going forward.

2. Have there been any other, unforeseen benefits, as a result of the shared service? 

Yes   No

There have been opportunities to develop working relationships between the two councils 
and start discussions about learning from working practices.
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3. Have there been any unforeseen issues or problems resulting from the shared service?

Yes  No

Issues have principally been with the self-serve functionality within the SS4U system rather 
than the delivery of the payroll service:

 Bank Holidays are not prepopulated in the system therefore staff are each required to 
book bank holidays on the system.  This situation will be reviewed for 2019/20.

 The presentation and reporting of leave information on the system is not particularly 
user-friendly

 Issues with authorising leave applications, where some applications were not being 
received by line managers/error messages appearing when leave was authorised.  These 
issues have now been resolved.

 There was a delay in reflecting leave balances to be carried forward to 2018-19 on the 
system.  This issue has since been resolved.

 The SS4U system still continue to give problems for GBC and communication needs to 
take place to resolve issues in a more timely way around this system.  Unfortunately, 
whilst we are very pleased with the payroll system, SS4U is a poor system and GBC staff 
had a superior system before the changes.

4. What has been the financial impact of the shared service on both authorities? 

The cost to Gravesham in 2017/18 has been £40,000 (as budgeted), with Medway receiving 
this payment to cover the costs it has incurred.

Moving forward with the shared service
5. Based on the review that has been undertaken will the shared service continue to operate?

Yes  No

It has been concluded that neither MC nor GBC are wishing to cease the shared service.  The 
shared service provides a reasonably priced and reliable payroll service for GBC whilst 
allowing Medway to increase the sustainability of it providing payroll services.
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6. If the shared service is to continue to operate, what are the key areas of focus for the coming 
year for both authorities?

Key areas of focus for the coming year are as follows:

 Medway Council is undertaking a review of the payroll service it provides to all of 
its external clients to ensure that the service offered meets or exceeds 
expectations from the service user. This will inform a health check and 
transformation plan for the service so that it provides both an improved service 
and improved access to management information. This will involve discussing 
requirements with external customers so that their needs are identified, plan 
developed, plan shared and then service improvements delivered.

 The use of SS4U and the possibility of a new system in the foreseeable future.

Summary of recommendations

1. It should be noted that any changes to the way the service is currently provided 
is being reviewed and would expect Gravesham to be party to any 
improvements brought in.

2. Due to the changes of responsible departments at Medway, there is a need to 
hold quarterly service review meetings and these should be established moving 
forward.

3. There is a need to ensure that issues relating to the SS4U system (from a GBC 
perspective) are resolved in a more timely manner and that this is 
communicated to GBC officer accordingly.


