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1. 
INTRODUCTION

IT has been a significant challenge and problem with unsustainable down time on all the systems used by the team that has been a real barrier to increasing the pace of change. In many examples, change has stalled due to IT modules not being implemented or because systems have been too unreliable to use modules that are already in existence. Much effort has gone into migrating from 2003 servers to 2008 servers for both the Academy systems (revs and bens) and Anite  (document management system), as well as doing multiple upgrades to both systems so that they are now up to date. Progress has been made on a number of other IT projects, including stabalising the customer self-service portal and introducing e-billing for council tax and NNDR customers. However what has been demonstrated is that many of the structural and organisational problems that have beset the team have been managed out of the service, as evidenced by the improvement in almost all of the PI’s despite the IT. There is no reason why both Watford and Three Rivers should not be a top performing authority in 2016/16, if the IT can be finally resolved.
Below is list (though not exhaustive) of the work that has been achieved in the last 12 months. This has been year of re-building, stabalisation and achieving basic levels of service for customers.

2. 
2015/16 Achievements

2.1
General issues
•
All staff received an appraisal and key work objectives

•
Sickness Absence now being actively managed and continues to fall
•
Regular liaison meetings being held with the Housing Trusts

•
Regular Liaison meetings being held with Housing (WBC)

•
Regular Liaison being held with WBC and TRDC CSC
· 
Regular meeting with TRDC legal section on enforcement of debts
•
Performance monitoring introduced for revenues staff

•
Performance monitoring dashboards in place for all service areas

•
Procedural changes to maximise collection levels
· All audit reports completed and action arising have been actioned or are in progress

· 
Coherent process for complaints management and managing FOI requests

•
Revamped and review of all revenues and benefits web pages for TRDC and WBC

· 
Introduced telephone wallboards on the section for both revenues and benefits

· 
Calls answered both over 95% (from a low of 60% benefits and 80% council tax) for both revenues and benefits and waiting 
times reduced from over 20 minutes to less than 90 seconds

· 
Anite document management system updated to latest version in August 2015
 
2.2
Council Tax Achievements in 2015/16
•
Successful year end process for council tax with no known problems or errors in billing in 2015/16
•
Council tax write offs are being done monthly
•
VOA band changes and new properties registered weekly and no backlogs in issuing new/revised bills

•
Council tax bill and adjustments notices reviewed, updated and simplified having not been reviewed since the inception of 
shared services

•
Council tax credits are being actively managed 
•
New contract and monitoring in place for Enforcement Agents (previously known as Bailiffs)  
· 
In first 11 months of 2015/16 Council Tax arears have reduced by 32.6% (TRDC) and 30.7% (WBC)

· 
Introduced committal hearing surgeries for taxpayers to advise of committal if debts not settled


· 
Two successful committal hearings resulting in suspended sentence orders

· 
Successful year end process for council tax with no known problems or errors in billing in 2016/17

· Introduced Anite/Academy suppression module in March 2016 for council tax summons cases

· Self-service letters in council tax working from January 2016 for both councils

· E-billing fixed from December 2015 for both councils
2.3
NNDR Achievements in 2015/16
•
Successful year end process for council tax with no known problems or errors in billing in 2015/16
•
Successful winding up petition on Watford case resulting in a £173k debt being paid 
· Worked with Watford council to prepare for the Watford BID in October 2015 

· Implemented Analyse local to manage and forecast NNDR appeals 

· In first 11 months of 2015/16 NNDR arrears have reduced by 47% (TRDC) and 44% (WBC)

· Undertaken a review of discretionary rate reliefs for both councils

· Successful year end process for business rates with no known problems or errors in billing in 2016/17

· Introduced Anite/Academy suppression module in March 2016 for council tax summons cases

· Self-service letters in NNDR working from January 2016 for both councils

· E-billing fixed from December 2015 for both councils
2.4
Sundry Debtors Achievements in 2015/16
•
Invoice templates and letters reviewed and refreshed on COA

•
Work started to work more closely with departments on managing outstanding invoices

•
Aged Debt analysis introduced on a monthly basis and departments chased regarding historic debts
· Bailiff collection increased by 21.3% for WBC and 15.2% for TRDC
2.5
HB Overpayments – Debtors Achievements in 2015/16
•
Reduced the number of outstanding invoices where customer is back on benefit and deductions from benefit restarted

•
Increased the number of Attachment of Earnings Order where customer no longer on benefits but is known to be employed

•
Exercise completed to up rate deduction amounts that had not been reviewed for a number of years

•
Overpayments recovery increased by 25.62% (TRDC) and 24.5% (WBC)
· 
Attachment of earnings orders increased from 15 (£16k) to 61 (£125k) TRDC; 133 for WBC (£202k)
2.6
Benefits Achievements in 2015/16
•
Successful year end process for housing benefit with no known problems or errors in billing in 2015/16

· Atlas files are up to date and over 50% of files are now automated
•
RTI downloads started October 2014 and are up to date
· 
Claim form redesigned and updated

· 
On line claim form (BECS) introduced in November 2015

· 
Level of LA error overpayments for Watford and Three Rivers below 0.54% at February 2016 and will attract subsidy for first 
time

· 
Successfully bid for FERIS funding for both councils in March 2016

· 
QA module in Academy now working

· 
Self-service letters in benefits working from January 2016 for both councils

· 
Successful year end process for council tax with no known problems or errors in billing in 2016/17

3. Departmental priorities in 2016/17
3.1
2016/17 will be a re-launch of the phase two of the modernisation programme for Revenues and Benefits and we are not complacent about the task ahead of us. As well as building on the work done in 2014/15 and 2015/16, we must now focus on bringing “added value” to our services. In addition, we have a number of identified major projects to be undertaken in 2016/17 which are listed below but is not an exhaustive list :

•
Introduction of AUDDIS paperless direct debits for WBC wil go live in April 2016
•
Focus on QA and reducing overpayments

•
Review all processes to stream line and make them efficient and effective

•
Improve on our PIs in all areas

•
Focus on customer service in general and how to improve, i.e., channel shift 

3.2
We have identified a number of distinct IT projects including that will require implementation including :

•
Re-launch of self service for customers and landlords
•
introduce “trusted third party access” for the CAB

•
VOA interface / integration
· Building Inspection module for CTAX and NNDR
4. Service area priorities


For each Service Area we have identified, after discussion with staff, areas for development and service improvement which are listed 
below.
4.1
Revenues (Council Tax, NNDR and Sundry Debtors) 
•
Maximising revenues collection for council tax and NNDR

· 
Further focus on arrears collection

· 
Targeted use of charging orders, possession orders and committals
· 
Direct Debit take up campaign

· 
Campaign to increase usage of self-service for council tax and NNDR
· 
Review and consult on changes to the council tax reduction scheme, to be effective from 1/4/17, in light of other benefit 
changes which could result in increase expenditure for both councils on Council tax reduction

4.2
Benefits

•
Introduce risk based (FERIS) interventions for change in circumstances to reduce fraud and error

· 
Promote and encourage use of on line claims form

· 
Roll out DHP on line claim form

· 
Roll out of on-line change of circumstances module

· 
Promote greater use and take up of self-service with landlords and claimants

5. Challenges
From 1s June 2016 there will be a new Head of Service in post. They will have a significant role in formulating the procurement of the new IT contract to support revenues and benefits after the Capita contract ends on 30/6/16.  Regardless of this, the service is extremely reliant of IT to not only manage and process claims, but for managing the paperwork. In order to deliver our aims and objectives for 2016/17 we have identified the following challenges :

•
IT upgrades and hardware road map modernisation agenda

•
Stable IT platform

•
Government legislative changes
· 
Welfare reform and continued roll out of universal Credit 
•
Economic environment and caseload profile changes

•
Effective management of staff and staff performance

•
Management and Introduction of a Business Improvement District in WBC
6. Monitoring the Service Plan

The progress of this service plan will be monitored in the following ways:

· Through regular discussion at departmental management teams and at Section Heads meetings and logged in the version control section of this document
· Performance indicator monitoring by the Council’s Management Board on a quarterly basis
· By Committee reports twice a year (at the end of quarters two and four)

Service Plans will be formally updated on an annual basis, taking into account internal and external influences arising from monitoring arrangements throughout the year.

7:
INPUTS

	7.1


	Budgets


	
	
	2016/17
	2017/18
	2018/19

	
	
	Latest
	Latest
	Latest

	
	Net Cost of Service (Direct cost / Income Only)
	1,319,000
	1,328,880
	1,341,990


Further financial analysis can be found by using this link
8.
Outputs and Outcomes
	8.1

	Performance management


8.2
Contribution to Three Rivers’ Councils’ Strategic Aims and Objectives
	Strategic Plan 

Priority theme
	Strategic Plan objective 
	Measure 
	Target

	Economic opportunities


	Ensure businesses and council tax payers are properly advised what discounts they are entitled to. Reducing their liability for NNDR and Council Tax increases their spending power which is of benefit to the wider local economy. Ensuring people do not get discounts they are not entitled to reduce the burden on other rate and tax payers.

	Council Tax collection rates
NNDR collection rates

	97.5%
99.7%


	Customer Service


	Processing benefit claims on time and accurately ensures claimants can budget accordingly. This reduces complaints and overpayments by processing change of circumstances.

	New claim processing time
Change of circumstances processing time

	22 days
15 days



8.3
Contribution to Watford Councils’ Strategic Aims and Objectives
	Strategic Plan 

Priority theme
	Strategic Plan objective 
	Measure
	Target

	Making Watford a better place

	Work with Watford Community Housing Trust, the CAB , Housing and other agencies to reduce homelessness by ensuring benefits are paid on time

Support the Watford Business Improvement District implementation if successful from October 2015 by managing the billing arrangements etc.

	Council Tax collection rates

NNDR collection rates

	96%

97%


	Operating the Council efficiently and effectively

	Processing benefit claims on time and accurately ensures claimants can budget accordingly. This reduces complaints and overpayments by processing change of circumstances.

We will support and enable the Council and its’ services to meet it’s objectives.
	New claim processing time

Change of circumstances processing time

	22 days

15 days



9 
Performance indicators
Performance indicators are used to aid the decision making process as well as assess the efficiency and effectiveness of service delivery. The data that we use must be accurate, reliable and timely. To meet these requirements we have adopted the Audit Commission’s Standards for Better Data Quality. Further details of the Council’s commitment to data quality can be found in the Strategic Plan.

	Service Area
	Description of target
	2015/16
Feb 16
	2016/17

Target

	Housing Benefit
	Av time to process housing benefits claims (from date of claim)
	18 (TRDC)

20 (WBC)


	22 days
(to 31/1/16)

	Housing Benefit
	Av time to process change of circumstances
	10 (TRDC)

13 (WBC)
	15 days
(to 31/1/16)

	Housing Benefit
	Accuracy of Financial assessments of HB cases in payment 
	n/a
	90%

	Council Tax
	Collection rates of council tax (against profiled target)
	94.59%

	WBC 95.5%

	Council Tax
	Collection rates of council tax (against profiled target)
	97.02%

	TRDC 97.5%

	Council Tax
	Time taken to register new liabilities as are result of notifications from VOA
	100%
	90% within 10 days

	Business Rate (NNDR)
	Collection rates of NNDR (against profiled target)
	95.4%

	WBC 97.3%

	Business Rate (NNDR)
	Collection rates of NNDR (against profiled target)
	97.0%

	TRDC 99.7%

	Business Rates (NNDR)
	Time taken to process any changes  affecting NNDR liability including rate reliefs
	100%
	90% within 10 days

	Business Rates (NNDR)
	Time taken to register new liabilities as are result of notifications from VOA
	100%
	90% within 10 days

	Business Rates (NNDR)
	Time taken to set up a Direct Debit 
	100%
	100% within 2 days

	HB  Overpayments 
	% of HB overpayments recovered in year
	93.71% TRDC

94.14  WBC
	>92.5%

	HB  Overpayments 
	% of all HB  overpayments recovered as a % of total outstanding overpayments
	29.89% TRDC

30.77% WBC
	>20%

	HB Overpayments
	% of overpayments classified as "LA error
	0.39% WBC

0.39% TRDC
	<0.54%
(to 31/1/16)

	Overpayments and sundry debtors
	% of invoices raised within 10 days of a debt being received
	n/a
	100%

	Sundry debtors
	Value of total outstanding invoices >2 months <12 months old compared to total raised in a rolling 12 month  period
	1% TRDC

2% WBC
	<3% of total outstanding debt under 12 months old

	Sundry debtors
	Value of total outstanding invoices over 12 months
	9% TRDC

7% WBC
	<10% of total outstanding debt


	The Head of Revenues and Benefits is responsible for the source data, data entry and checking the data. The purpose of collating this data is to ensure that our services improve.


	10.

	Projects



	Project details
	Project timescales

	Project title
	Proposed outcome
	2015/16
	2016/17
	2017/18

	Introduce Auddis for Watford
	
	
	
	

	Manage new processes for NNDR BID
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


	10.
	Risk Management



RISK REGISTER

	Service Plan: Revenues and Benefits Plan 2015-2018

	Risk

Ref
	Risk
	Impact
	Impact

Classification
	Likelihood

Classification
	Reason for Assessment
	
	

	
	Brief Description – Title of Risk
	See Impact Table
	See Impact Table
	See Likelihood Table
	Use this box to describe how the score has been derived
	
	

	1
	Insufficient staff


	Service Disruption 
	III
	E
	
	Requires Treatment
	Yes

	
	
	Financial Loss
	III
	
	
	Last Review Date
	19/7/14

	
	
	Reputation
	IV
	
	
	Next Milestone Date
	1/4/15

	
	
	Legal Implications
	IV
	
	
	Next Review Date
	31/10/15

	
	
	People
	-
	
	
	Date Closed
	dd/mm/yy

	
	
	

	2
	Total failure of ICT systems
	Service Disruption 
	V
	A
	
	Requires Treatment
	Yes/No

	
	
	Financial Loss
	IV
	
	
	Last Review Date
	dd/mm/yy

	
	
	Reputation
	IV
	
	
	Next Milestone Date
	dd/mm/yy

	
	
	Legal Implications
	III
	
	
	Next Review Date
	dd/mm/yy

	
	
	People
	-
	
	
	Date Closed
	dd/mm/yy

	
	
	

	3
	Loss of accommodation
	Service Disruption 
	III
	E
	
	Requires Treatment
	Yes/No

	
	
	Financial Loss
	-
	
	
	Last Review Date
	dd/mm/yy

	
	
	Reputation
	-
	
	
	Next Milestone Date
	dd/mm/yy

	
	
	Legal Implications
	-
	
	
	Next Review Date
	dd/mm/yy

	
	
	People
	III
	
	
	Date Closed
	dd/mm/yy

	
	
	

	4
	Fraudulent activity
	Service Disruption 
	III
	E
	
	Requires Treatment
	Yes/No

	
	
	Financial Loss
	III
	
	
	Last Review Date
	dd/mm/yy

	
	
	Reputation
	IV
	
	
	Next Milestone Date
	dd/mm/yy

	
	
	Legal Implications
	IV
	
	
	Next Review Date
	dd/mm/yy

	
	
	People
	-
	
	
	Date Closed
	dd/mm/yy

	
	
	


	5
	Failure of Academy  or Anite DIP System
	Service Disruption 
	V
	A
	
	Requires Treatment
	Yes/No

	
	
	Financial Loss
	V
	
	
	Last Review Date
	dd/mm/yy

	
	
	Reputation
	V
	
	
	Next Milestone Date
	dd/mm/yy

	
	
	Legal Implications
	IV
	
	
	Next Review Date
	dd/mm/yy

	
	
	People
	III
	
	
	Date Closed
	dd/mm/yy

	
	
	


	Likelihood
	A
	
	
	
	
	
	Impact
	Likelihood
	
	Enter Risk number in the profiling grid (left) against the highest impact classification for the risk and the appropriate likelihood classification taken from the table above.  

	
	B
	
	
	
	
	
	V = Catastrophic
	A = ≥98%
	
	

	
	C
	
	
	
	
	
	IV = Critical
	B = 75% - 97%
	
	

	
	D
	
	
	
	
	
	III = Significant
	C = 50% - 74%
	
	

	
	E
	
	
	
	
	
	II = Marginal
	D = 25% - 49%
	
	

	
	F
	
	
	
	
	
	I = Negligible
	E = 3% - 24%
	
	

	
	
	I
	II
	III
	IV
	V
	
	F =  ≤2%
	
	

	
	Impact


	
	
	
	


Version Control 
Example
	Version No.


	Date
	Reason for Update / Significant Changes
	Made By

	1
	14/10/15
	First version
	

	2
	15/10/15
	Updated achievements
	RDS

	3
	22/10/15
	Updated Pis
	RDS

	4
	4/3/16
	Updated Pis
	RDS

	5
	7/03/2016
	Budget info added, section 7.1
	GG

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


