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Results Map:
Responsible:
 Accountable, innovative, and efficient government
 Provides understandable and accurate information
 Sustainable fiscal health through a well-run organization
Community Indicator(s):
 Tax Levy as a Percent of Total Personal Income
Scott County Board Objective/Strategy:
 Board Objective: Performance: Identify and implement changes to service delivery leading to
improved outcomes
 Board Strategy: Evaluate and address Scott County Government operations based on the 2040
Comprehensive Plan
Background: What goal are you trying to accomplish
 Strategically, being an internal service department, we understand we need to find solutions that
don’t involve increased headcount as much as possible.
o Because we are not seen by the public, it’s not as easy for a Board member to support
new headcount.
o We are most successful with headcount increases when we have a firm Return on
Investment (ROI) to support the increase but this is not always easy to calculate.
o Reality is that transaction volumes increase every year. To handle those increases, we
need to find ways to reduce transactions, increase automation or change processes to
be more efficient every year. Historically, we’ve always needed to continuously improve,
even before the term became popular.
 Major internal services include:
o Annual budget creation, budget revisions, long-range fiscal planning, year-end
forecasting - budgeting
o Paying the bills - accounts payable
o Collecting money owed to the County - accounts receivable, cash receipting and credit
card acceptance, collection of bad debt
o Tracking and investing all financial transactions (in and out) - cash management
o Tracking major assets like tandem plow trucks and county facilities - fixed assets
o Recording daily financial transactions - general ledger
o Keeping our initiatives on track and within budget – financial analysis
o Working with external agencies to secure funding for some of the services we provide grant management
o Providing transparency into our financial activities and financial position - external and
internal financial reporting
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Making sure our record keeping is timely, accurate and in compliance with the various
laws, rules, and regulations affecting counties - internal control monitoring
Providing support to divisions/departments in securing goods and services they need to
do their jobs – purchasing & procurement card program
Keeping our employees paid accurately and timely - payroll, benefits deductions, HRIS
support

Major external services include bond rating interviews, state audit coordination, W-2 and 1099
processing, external payroll reporting, grant, state and federal reporting, revenue billing, vendor
payments and support.

Key Performance Indicators (KPIs):
 Bond Rating
 State Auditor’s annual opinion
Supporting Measure(s)
 Direct deposit for Accounts Payable
 Employee expense statements
 General Ledger close cycle
 Credit card acceptance
 Late Accounts Payable payments
 Interface growth (manual data entry reduction)
What’s working well and why?
 Every year we make productivity improvements to help us keep up with transaction volume
increases.
 Accounts Payable (AP) direct deposit success: We’ve tracked progress for 11 years and every
year our average percentage has increased, from 25% in 2009 to 91% in 2020.
o It would have been expected to have one year dip down because it’s hard to maintain
this high of an average.
o Our success is beyond just our AP group. All our accounting partners in various divisions
help us recruit vendors.
o For vendors, they get paid faster and decrease risk of fraud for them with their own staff.
o Saves us time with monthly bank reconciliations because there are fewer outstanding
checks.
o Average cost of handling checks is 6-12 times higher than ACH (direct deposit)
transactions (23-50 cents vs. 3 dollars).
 General Ledger close cycle goal is 5 days. Most months we close in 3 days.
o This allows staff to prepare and file their monthly grant or external reports. Departments
can review their budget to actual cost comparisons and year-end projections can be
made.
o The more transactions that can be automated, the faster we can close.
 Our automation of interfaces to our financial systems and edits to detect errors expand every
year.
o Automating transactions allows us to do less data entry, saving time and improving
accuracy and reducing errors.
o One example was the automation of journal entries for fleet charges to departments.
This involves transactions from the Assetworks system to the Infor General Ledger
system. When it was done manually, we had one monthly charge to the departments for
this allocation. When we automated, we show the vehicle charged and the cost type
(e.g. fuel cost, outside labor, parts). Now departments can see if perhaps their vehicle is
costing too much in repairs and should be retired.
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Cash receipting, accounts payable, general ledger, medical payments and payroll have
all had interfaces expand from just a few to several.
Our staff has a lot of experience and are committed to professionalism and great customer
service. A very easy group to manage. They are committed to helping departments succeed.
We don’t experience a lot of turnover but when we do, we have had good staff adds.
Our division works well together, and we try to help each other stay afloat. We are all in the
business of helping departments succeed.
During the SharePoint Online upgrade project, it was discovered that the Employee Relations
training tracking site was not going to work in the new SharePoint environment. That meant a
new system or way of tracking training was going to be needed.
o Accounting and Employee Relations collaborated to move the system to Infor and we
now have a system with more capabilities. Information Technology provided some
critical class alerts and reports which helped us succeed.
We are also fortunate to have some staff and tools to help accomplish some interfaces,
reporting and edits on our own with limited IT resources. We appreciate the IT services we get
but like most people, could use more of those services.
o







What’s not working well and why?
 Lack of imaging with workflow automation is hurting not only Accounting and Employee
Relations but the entire county for financial and personnel documents. Everyone is affected by
the by this issue.
o In 2019, the Document Management studyconducted by EBT indicated our need was in
the top three for the county.
o With so many people working remotely this past year we tried to accommodate by
allowing electronic signatures, but this just added to our workloads because we still need
to file documents in paper form. We also scanned documents to other people daily so
they could work remotely.
o All comparable counties and many smaller counties are way ahead of Scott County for
financial and HR documents.
o Various auditors ask for files to be pulled and if the records are off-site, the cost and time
to retrieve increase greatly.
 As county staff workloads increase, there’s a natural push to complete primary work and
administrative deadlines such as payment processing suffer. Particularly there has been more
follow-up needed for payment deadlines and collecting supporting backup materials.
 Having lean staffs lead to many single incumbent positions with specialized knowledge. We do
a good job with cross training of primary tasks, but we have several staff members who have so
much knowledge and skill at what they do that replacing them would be difficult. This challenge
is typical of most departments.
 With all the history of constant process improvement, we have captured a lot of low hanging
fruit. There’s a lot more, but items such as imaging will require funding.
 Fraud attempts have become routine, fortunately we’ve been able to recognize those attempts
so far. Years ago, if we got an email to request to make a bank account change for payments
that was enough. Now we call to verify it was an intended change with known contact
information.
Next Steps / Future Program Development and why?
 To further increase direct deposit participation, we need to push more government agencies,
with the state being a primary bottleneck. We send hundreds of checks for child support as all
counties do but it’s still check driven. It’s been a while since we’ve checked on this, but we were
told all counties want this, but they aren’t ready for it.
 More self-service options for vendors and staff would be useful. When we offered employees
the ability to enter their own requests for mileage reimbursement for using their own vehicles,
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that streamlined the process. We’d like vendors to be able to initiate their own changes such as
banking information and contacts.
One of our goals with imaging automation for Accounts Payable would be to have invoices
collected centrally and imaged upfront with automated routine for approvals. This will improve
our late payment statistics because we’ll know where invoices are immediately. Today, if they
are sitting on desks, we don’t know about it until someone finds it and sends it in.
Our daily bank monitoring of transactions is currently mostly manual and can be better
automated.
We need to put more effort into onboarding of new staff for PCard billing, employee expense
processing, and financial reporting training. We currently do this periodically with conventional
training. People learn in so many ways and prefer a timing of learning when they are ready to
learn. We need to consider video training more like YouTube offers.
The next version of Infor offers a lot of exciting features that we would benefit from. Because
most everything has been rewritten and improved, it would be a large and difficult upgrade. We
are currently analyzing this and will also consider the outside options too.

Funding Description
OMB is funded by county levy dollars. There is no significant revenue from non-levy sources. 2020
Levy was $1,974,260 for Accounting.
Explanation of Funding Information
The Priority Based Budgeting (PBB) sheets for programs that relate to the topics covered in this presentation are included in the packet.
These profile sheets include both program revenue from outside sources, levy contributions to the program, and program costs. It is
important to note that the PBB model includes administrative and management expenses not included in the operating statements as these
expenses are allocated across the PBB programs through a standard allocation process. In addition, the program description on the form
includes the following:

Direct: is the total of Personnel costs + Non Personnel costs

Total: is Direct + Admin

Personnel: direct program staff allocated to the program and support staff allocated by FTE

Non Personnel: Any expenses that are not direct staff costs

Admin: management costs allocated by FTE that may not be reflected in the program operating statement

Revenue: is program revenue from state, federal or other grant sources

Levy: is county levy costs associated with the cost of running this program
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Resources:
Resource Type
Snapshot
Chart
Snapshot

Title
County Levy as a % of Total Personal
Income
Accounting/Budget Information
Pyramid
Percent of Accounts Payable ACH’s
Processed

Snapshot

Total Employee Expense Reports

Snapshot

General Ledger Close Cycle

Snapshot

Credit Card Receipts ($) by Year

Snapshot

Percent of Accounts Payable Invoices
Paid on Time

Snapshot

Automated Receipt Interfaces

Snapshot

State Auditor Findings

Snapshot

Accounting FTEs vs Transactions

Location
CI Responsible: Co Levy as % of
Income

3Delivering_What_MattersFinance.pptx
Accounting Transactions Performance
Measures, Snapshot #9
Accounting Transactions Performance
Measures, Snapshot #1
Accounting Info Reporting Performance
Measures, Snapshot #2
Accounting Transactions Performance
Measures, Snapshot #4
Accounting Transactions Performance
Measures, Snapshot #10
Accounting Transactions Performance
Measures, Snapshot #12
Accounting Info Reporting Performance
Measures, Snapshot #6
Accounting Transactions Performance
Measures, Snapshot #5
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Key Performance Indicator

Reasonable Taxes and Transparency on
how they are spent
About this measure:
% of Levy to County's Personal Income

The County Board sets the tax
levy each year to fund the cost
of the total budget not covered
by other sources of revenue.
This measure is the total levy
divided by the total personal
income of residents showing
the average percent of income
spent for county services. This
demonstrates the cost of
county government in contrast
to all local government that
levies property tax.

County Levy as a Percent of Total Personal Income
5%
4%
3%
2%
1%
0%

Scott County

2015
0.79%

2016
0.79%

2017
0.77%

2018
0.75%

2019
0.74%

All Communities

3.04%

3.25%

3.11%

3.12%

3.07%

*Personal Income Estimated

Source: Annual Scott County Budget and US Bureau of Economic Analysis

Why does this matter?
Residents have expectations that the County provides the services they want or need in a fiscally responsible manner. This
includes setting property taxes at the minimum level necessary and at a stable rate. All local jurisdictions that levy property
taxes are included in one annual statement. We would like residents to be aware of the breakdown of their taxes to ensure
transparency and encourage participation in decision making at all levels of government.
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Delivering What Matters –

Accounting/Budget Information Pyramid

Decisions
ADvising

Financial Consulting/Advising:
• Projections
• Fiscal Modeling
• Program/Project Tracking
Annual Budget

informAtion
reporting

Ad hoc Reporting &
Financial Analysis
Reporting:
• Internal
• External
Accts Rec/Cash Mgmt/Billing
Accounts Payables
Activities & General Ledger

trAnsActions
7/18/2012

Internal Controls:
• Financial Controls
• Annual Audit
• Asset Mgmt
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Delivering What Matters
Transactions
Percent of Accounts Payable ACH's Processed

About this measure:
Studies vary on the cost of
processing checks vs. ACH
(electronic payment)
transactions but even the most
conservative studies indicate
that checks are more than
twice as expensive to process.
We've been pleased with the
constant growth and reaching
90% of our payments being
ACH. We have many payments
which are one-time vendors
and in those cases we don't
pursue ACH enrollment.
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2009 2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020
Scott County Average
25% 36% 45% 48% 58% 60% 64% 66% 72% 76% 85% 91%
Scott County High Month 35% 41% 48% 56% 65% 65% 68% 72% 77% 89% 90% 94%
Source:

Scott County Infor Accounts Payable System

Why does this matter?
ACH transactions cost less than checks to process; they don’t get lost in the mail and simplify the monthly bank
reconciliation process. The electronic deposit (ACH) remittance e-mail still communicates the same information to our
vendors so they get accurate information for applying the invoice payment.
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Delivering What Matters
Transactions
About this measure:

Total Employee Expense Reports

This is a count of the
employee expense
reports entered into Infor
for reimbursement. In
2013, fleet cars were
introduced as a less
expensive option when
compared to using
employee-owned
vehicles. In 2018, the
mileage reimbursement
module allowed for self
entry. In 2020, COVID
reduced usage.

* Excludes Fleet Pool Mileage Reimbursements, Inovah refunds and cell phone stipends
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Infor Accounts Payable

Why does this matter?
Represents manual data entry for payments and more expensive options in some cases such as employee owned
vehicles usage.
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Delivering What Matters
Information Reporting
General Ledger Close Cycle Days

About this measure:
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The General Ledger close
date is a day when all the
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month are completely
processed. The financial
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the future.
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Source:

Monthly Close Log - maintained by Rachel Brennan

Why does this matter?
In an ideal world, the finanical information would be available on the first working day of the next month. Due to
various allocations and entries that need to be made, this is not possible. These processes need to be completed in a
specific order before the general ledger is closed. Types of reporting: Grant Reports, Regulatory Reports, Activity
Reports, Management Reporting, Budget Variances, and Forecasting.
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Delivering What Matters
Transactions
About this measure:
This is the dollar volume
each year from all
sources. We started
accepting credit cards in
2011. In 2014, we offered
payments online for
property taxes. In 2017,
we expanded to Customer
Service, which is our
largest collecting
department.

Credit Card Receipts ($) by Year
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2012
$150,379

2016
$457,520

2018
$1,507,807

2020
$1,900,711

Heartland Credit Card Processing Monthly Reports

Why does this matter?
Consumers expect Scott County to accept credit cards. Most counties do accept credit cards. Credit card processing is
less labor intensive to handle as compared to cash and checks. In some cases, it allows us to collect debt that we
wouldn't have otherwise collected.
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Delivering What Matters
Transactions
About this measure:

Percent of Accounts Payable Invoices Paid on Time

MN statute allows 35
days to pay invoices
(claims) before we owe
interest. We compared
the invoice date to the
payment date for this
measure. We have a
responsibility to pay
vendors in a reasonable
timeframe. In some cases,
a late payment is ok if the
invoice arrives late from
vendor and disputed
charges.

97.0%
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85.0%
Scott County
Target

Source:
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95%

Scott County Infor Accounts Payable System

Why does this matter?
Being late on payments may result in additional charges or interest, as well as, tarnish our relationship with vendors.
Industry experts indicate that customers who pay late may not get offered the best prices because the supplier's costs
rise as a result of late payments. State Auditors may comment on late payments as a weakness in management controls.
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Delivering What Matters
Transactions
About this measure:

Automated Receipt Interfaces

In 2015, cashiering was
done with Quadrant. In
2017, iNovah was
implemented which gave
us the capability to
expand interfaces.
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iNovah Project Envirnoment Chart

Why does this matter?
Quadrant was a cash receipting system that served us for 8 years but was an end-of-life product with no potential for
productivity gains. iNovah was installed in 2017. It allowed us to add interfaces which eliminated the need to generate
paper documents and manual entry in the accounts payable refund area. We have processed 815 refunds electronically
saving over $6K in labor. In other areas, the interface allowed us to eliminate duplicate receipting situations in
subsystems.
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Delivering What Matters
Information Reporting
About this measure:

State Auditor Findings

The auditors issue a
Management Findings
Report at the end of the
annual audit. Our goal is
to have no finding and
any prior year findings
resolved.
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Why does this matter?
Findings increase our audit cost and is a negative reflection of fiscal policies and procedures. It's normal for counties to
have some findings. The first time Scott County ever achieved "no findings" status was in 2012. Having too many
findings can impact bond ratings or inhibit our ability to acquire grants.
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Delivering What Matters
Transactions
About this measure:
Accounting FTEs are the
staff resources we have to
complete the financial
transactions and reports.
General Ledger transactions
are the accumulation of
most accounting areas.
Accounts Receivable
automation helps to reduce
labor and makes more
accurate and timely
information available.
Similar patterns are evident
in data related to Accounts
Payable and General Ledger
interfaces.

Number of Transactions vs FTEs
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Why does this matter?
Every year workload (transactions) increase yet the number of FTEs remain constant. Managing increased workloads
requires ongoing efforts to improve efficiency. Automation allows us to shift staff resources away from transaction
processing and commit more time to analytical work which contributes more value to the organization.
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