Haringey Council

Special Corporate Committee On 21 July 2011

Report Title: Integration of Benefits, Local Taxation and Customer Services

Report of: Julie Parker, Director of Corporate Services -U P .
Faune,~ | 3/:}1 {/

Contact Officer : Paul Ellicott
Email: Paul.Ellicott@haringey.gov.uk |
Tel: 0208 489 3854

Wards(s) affected: All Report for: Non Key Decision

1. Purpose of the report :
1.1. To provide an overview of the proposed integration and resultant structure of
Benefits, Local Taxation and Customer Services
1.2.To seek agreement from the Special Corporate Committee to the
recommendations set out in section 4 below.

2. Introduction by Cabinet Member (if necessary)
2.1. Not applicable

3. State link(s) with Council Plan Priorities and actions and /or other Strategies:

3.1.The proposals in this report reflect the changes agreed in the ‘Rethinking
Haringey’ report and the council’s budget strategy.

3.2. A council priority is to drive change, improving quality-customer focussed, cost
effective services achieving high levels of satisfaction.




4. Recommendations

That Members: .
4.1. Note the overview of the current and proposed shape of the service set out in
Appendices 2, 3 and 4.
4.2.Consider and agree the rationale and key elements of the proposed integration.
4.3. Following the completion of consultation it is recommended that this proposal is
the subject of a further report to the Corporate Committee for a final decision.

5. Reason for recommendaﬁon(s)

5.1.To ensure that the Corporate Committee is briefed on the proposals to date and
any comments can be incorporated into the final proposals that will be presented
to the committee.

6. Other options considered

6.1.Not applicable

7. Summary

7.1. The integration of Benefits, Local Taxation and Customer Services will provide
both a phase one approach to implementation of the revised customer contact
operating model and a tactical solution that focuses on handling customer
enquires at the first point of contact.

7.2. The proposed structure identifies our future requirements as an integrated
service and will encourage a joint front and back office approach to customer
resolution and satisfaction. A main aim will be to reduce hand-offs, waste and
duplication. Furthermore effectiveness improvements will be sought in the
business support activities of IT, administration, training and control. Through
focussed leadership and direction the structure will deliver a confident, learning,
supportive and disciplined culture.

7.3.The proposed structure seeks to realise the savings required as a result of the
following:

» The integration of Benefits, Local Taxation and Customer Services incorporating
management reshaping, delayering and reduction.

e The closure of Hornsey and North Tottenham Customer Service Centres.
The reduction of intemal calls to the switchboard.

e The reduction of call centre hours from 8 -6to0 9 - 5.




7.4 The proposed savings to be secured from the proposals is £1.798m over
2011/12 and 2012/13.

7.5 The proposed FTE posts reduction is 317 to 231.5 with a net reduction of 85.5
FTE posts. The current level of occupied posts is 274.4 FTE. The table below
provides a breakdown of the occupied posts against the new proposed structure
layers, the proposed post numbers and the voluntary redundancies already
agreed. There has been a number of voluntary redundancy requests that will
reduce the number of compulsory redundancies required.

Current Current  Proposed VR Agreed
Occupied Posts  Occ No. Posts
1 Head of Service 1 | Head of Service 1 0 0
2 Deputy Head 2 | Assistant Head 4 0 2
3 Managers 39 | Service 21 6 -12
Team Leaders Managers
4 Support Officers 232.4 | Service Officers 205.5 23 -3.9
Senior Officers
Officers
Assistants
Total 274.4 231.5 29 | -13.9

8. Financial Comments

8.1. The Chief Financial Officer has been consulted in the preparation of this report
and comments that the savings set out are consistent with those agreed by
Cabinet and are essential in achieving the budget strategy agreed by the
Council.

9. Head of Legal Services Comments

9.1.A decision by the Committee with implications for the staffing establishment of this
service can only be taken in principle pending the outcome of statutory
consultation with the trades unions and consultation with the staff affected.

9.2. The decision in principle must pay due regard to the authority’s public sector
equalities duties, including consideration of the equalities impact assessment.

9.3. The carrying out of this proposal must comply with the Council’s procedures
concerning restructuring. The position of staff who may be displaced as a result of
this reorganisation will need to be considered under the terms of the Council’s
procedures regarding redeployment and redundancy.




10. Head of Procurement Comments
10.1. Not applicable

11. Equalities & Community Cohesion Comments

11.1 For each of the savings proposals an Equalities Impact Assessment (EqlA)
has been completed.

12. Consuitation

121 The formal period of consultation has commenced and during this period
meetings are held with all staff and trade union representatives.

12.2 Consultation with service users and other stakeholders also forms part of the
service delivery EqIA process.

13 Use of appendices /Tables and photographs

13.1 Appendix 1 sets out the rationale and key elements of the proposals.
13.2 Appendix 2 sets out the current structure in Benefits and Local Taxation.
13.3 Appendix 3 sets out the current structure in Customer Services.

13.4 Appendix 4 sets out the proposed structure.

14 Local Government (Access to Information) Act 1985

¢ Not applicable




Appendix 1

Benefits, Local Taxation and Customer Services

Integration

1.0 Background

Haringey Council has and is facing significant budget reductions. We want to
minimise the impact of these cuts across front line services but this will not be easy.
We are aiming to prioritise the things that matter to local people by re-designing
services so that they cost less and work better, concentrating on getting right
outcomes, customer satisfaction and enabling people and communities to become
self reliant.

Customer contact and customer satisfaction is a major factor in defining the quality
and reputation of Haringey Council and the current staff within Benefits, Local
Taxation and Customer Services manage a significant number of customer
transactions through personal contact, telephone contact, electronic contact and
back office processing. The customer contact and channel strategy has set some
challenging commitments that require us to redesign those services that are key to
the customer experience. Benefits and Local Taxation customer interactions
account for at least 60% of the traffic which interacts with the Council through
Customer Services.

The Benefits and Local Taxation division has previously undertaken a review under
value for money. The recommendation from this review is that the links between
BLT and Customer Services need to be improved and this was endorsed by the
Department for Work and Pensions. Following analysis of the support functions
review diagnostics it is apparent that there are high levels of resources allocated to
managing the initial stages of customer contact, including assessment of eligibility
of services across the council. In March and April 2010 an exercise was
undertaken to understand the pattern of contacts, the channels used and the level
of avoidable contacts. A three tier model of customer contact across the council
has been developed that will increase customer query resolution at an early stage.

The integration of Benefits, Local Taxation and Customer Services will provide both
a phase one approach to implementation of the revised customer contact operating
model and a tactical solution that focuses on handling customer enquires at the first
point of contact.

The proposed structure identifies our future requirements as an integrated service
and will encourage a joint front and back office approach to customer resolution
and satisfaction. Our main aim will be to reduce hand-offs, waste and duplication of
effort and eliminate the inevitable customer frustration that follows.. Furthermore
effectiveness and efficiency improvements will be sought in the business support
activities of IT, administration, training and control. Through focussed leadership
and direction the structure will deliver a confident, learning, supportive and
disciplined culture.



2.0 The Key Elements and Rationale of the Proposals
The foundation of the structure is supported by the following key elements:
2.1.1 To ensure that performance is maintained and improved.

The structure reflects the attention required to key performance measures and
customer expectation and satisfaction.

2.1.2 Creation of a supporting, learning and developmental
environment.

Benefits, Local Taxation and Customer Services employ a large number of staff
who require training, development and support to meet personal objectives,
customer objectives and ultimately, business objectives. Generic job descriptions
across the service will enable managers, officers and assistants to widen their
breadth of knowledge and skills over differing functions. This provides a flexible
approach to the management of resources to meet customer requirements and also
provides staff with the opportunity of lateral movement and promotion
opportunities.

The proposals focus on a career-grade approach for staff development and
advancement. A career route would exist from assistant to senior levels.

The proposals detail an integrated Service Support Team, which have specific
responsibilities for training and performance improvement. This would take the
form of coaching and support for individual and divisional requirements. Further
responsibilities for Support and Development Officers would include policy
interpretation, formulation and implementation, maintenance of a quality
management system, supporting channel shift activities, key deliverables from the
customer contact and web strategy, close partnership working with internal and
external customers and supporting the approach to community hubs.

2.1.3 A focus on matching and excelling customer demand and
expectation.

The new structure supports a flexible approach to resourcing demands placed on
the service and clearly focuses on processes that are of value from a customer
point of view. Customer resolution at the first point of contact with minimised hand-
offs, delays and waste will be the primary aim. This can take the form of front and
back office staff working together.

2.1.4 Improved leadership and accountability.
The structure proposes that senior management be strengthened to ensure the
complexities of the business are managed in a disciplined manner through clear

objectives and accountability.

The proposals reflect best practices in devolving responsibility through clear lines of
strategic and operational management and providing a framework for continuous



improvement. As part of the reshaping, the service has streamlined the spans of
control by reducing the numbers of managers and layers.

2.1.5 Managing Work Demand

The proposal for a Workdemand Officer to support the operational management
team by accurately matching staffing to projected workload patterns, planning
schedules, and maintaining accurate staffing data for the Contact Centre (CC) using
the Council’s workforce management system (Shift Track). The role is common to
Call Centers, as it allows the management team to focus on the day-to-day
management of staff including quality and coaching. The post was successfully
trialed in the CC for 9 months during 2011-12. The expertise provided by the role
enabled the Shift Track system to be fully utilised for the first time since it was
installed in 2007, resulting in an increase in performance and played an intrinsic part
~in the CC achieving its performance targets last year. This role is expected to be
enhanced to manage demand across all the activities of the service.

2.1.6 Managing financial risk

Demand for our services continues to increase as a direct result of the economic
downturn and our benefit and revenues caseload has continued to consistently rise
over the last two years. Haringey has experienced the sixth highest national
caseload increase in 2010/2011.

Benefit payments make up a substantial amount of any Local Authority
expenditure. Over £290 million pounds is paid out in benefit to Haringey residents
on an annual basis. There is a considerable financial risk to the Council if our
subsidy claim to the DWP is not managed well. Risks to subsidy repayment include
a failure to maximise the subsidy claim, an inability to support our subsidy claim at
audit stage, under or over claiming and subsidy penalties where consistent errors
are uncovered.

Following a successful trial in 2010/2011, the proposal is to create a new
‘Compliance and Control’ team, to ensure that our subsidy repayments are
maximised, The team will undertake focussed quality assurance checks of benefit
claims and where required, the team will make recommendations for improvement.
Recommendations will range from individual feedback to Officers, new training
proposals, competency based Officer testing and, in some cases,
recommendations to review all similar claims of any given type where a significant
risk to subsidy repayment has been identified.

The Compliance Team will also monitor and action ‘control and exception reports’
across the service in order to maintain the integrity of the database and ensure
compliance to legislation and regulation is maintained, taxpayers are billed at the
earliest opportunity and overpayments of benefit are minimised.



r0s)
(t/€08) (9/608) 0s) +03)
(#1£09) Em\m_m? | (7£08) | n_A_Emoqu eSSy /509) | ewersissy|  [sumspesy] [SUBISISSY wﬁmwm_mmw
SIUE)SISSY 179 1SSy : NUE)SISSYY] 11a 119 119 o A4
- (
(9/508) ( (91608)] |(9/509) (9/508)| [(e1508) | [ (0r50%)
91509 |oreng)| {ers0s) (9/508) (91508) (9/508)
4300 1 sio0 st2oyj0] | Jeoo | [steowo
Bupsin| (OOl [sseoyo| (980 mmww.m, #0|| sseomo SEOHO SISOHO BugisiA
——
(L0S) (10d) (tod) (1od) 10s) (103)
A (108} (os) (10s) laviiv Am_oowv (10s) SB080 SO0 sibono| |t
8O0 1oo0 19080 unon 8OO 1990 suredwon sjuedwion)
soueydwo) swayshg| | sowsg Jones Joueg Jones ue sieaddy| | pue sieaddy Bupisia | | Bumsia
! 7
(zod) @oa) (20d) Zoa) zZod) (zod) (zoa)
{20a) (20q) (20d) sepeaT | | sapea lopes | |ispeewes) Japes (z0d) OO sapean (Z0d) (20d) {zoa) 1opea
SISO J lsimowio uoster) 2! iopeaT uotssiugng 1apea 1epean JopEaT
soustiLojiay | | 10O o et wes| wea ) wes] | | Aisrooay gH weaj ues sieaddy wea ], wies) wes), wes wes |
» Buiues Apisang plousHElS SWBISAS uwIpYy HONN L L
I I - “ T _ll_lll_ rl._.’ll_ _IQIWIL _||_I|L
(rOd) »Od) O
{¥0d) (#Od) (904) rOd) 1eBeuRpy 1obeueyy seBeuRpy
1abeuepy pe 90, 1eBrUBY
wswdojarsq Jebeueiy iabeuey XB| [I9UNG spreidwo) Bujsssooiq Buissaooid
ssauisng ddng sseutsng L fipunog pue sjeaddy spsuag syauag
|- | T | T 1 T
(80d)
174
o peeH Andsg
©(os) alnjonig
118 jo peay 0l vd
: uonexe] |ed207 pue sjyauag jusiing
{(+S)
179 jo pesyy

¢ Xipuaddy




S-v o8 v os S oS
sisiuoyds|e L — WEISISSYyY 19D URUPY
uonewioju| SODIAISS ISLUOISND
LOS LOsS tos 1Os
Si90UJO SIBVHO Josiniedng -+ SUBDYO
SVVIAISS SBWIOISND SVNNLIBS JILUOISND plEOQUOIMS SEOIAIDG IFCISND
‘ £-10d
Z-10Od Z-10d 12200
Jebeuwiy wes ) 1ebBeueN Wes | IUsWdoloAad BoIAleg
+Od +Od O L] Luw?rm.wn_o.r
OSOH B OSDOM OSOIN® LS o0 Juswdojensq SoiAIaS
ABYN SSDIAIBS JOWOISND JBN SIOIAIBS JISUIOISND 16N S@OIAIBS 1ewWoISND

o

8-90d
16N JUSWIdoieAa( IDINISS

PINGS
@oIMeS
MBU jo pERH O} sHodal Iy
-d3.137134a 1sO0d-
SIS
139WOISND JO praH

S1NONIIS S9JIAISS JBWIOISND JUBLUND

€ xXtpuaddy



(sapei9 aanedipu| - yeiq )

poddng ssauisng S80INIBS J1aWoIsSNy sanuanay sjysuag
9x 0l x
6% (p/ € 98) (7€ 28)
v/ € 08) SJ90MO S190O
Sjuesissy JUESIssy juejsissy
(Lauinwadns;
£Xx 8x I X 1x L4} e x =%
(zod) (108) 8 x ¥x (Lod) (108) zx £x (108) (108) x
S840 18000 (z04) (108) Frems) 5'go X 00 (zod) (5os) SIEUO X s1010 Amm )
sudissiugng | peuonmoeid || sisowo e TTe) puewag (9/90s) g S18210) sJeowo fouonnoeid (9rg08) Lisuonnosug Em\ mwm
9 sjeaddy g woddng u 0PI s1eoo nauonmg| Hnoo Bunisin g S18010 E,m WO
I i | ] L | | L ] I 1
I 1 [
eX 8Xx §x Gx
(5-£0d) (5-£0d) (s-e0d) (s-e0d)

Jebeuep eoines

1ebeuep aopmeg

sabeuepy sonag

LNS/80d
SOH JuEsISSY

JebeURy 3dIAIeg

LNS/80d
SOH wejsissy

LWS/80d LINS /80d
SOH BSISSY SOH WEISISSY
i I
(108) -
SOH 0) vd

(W)

0IAI0G JO pERH

pasodoid saoiAIag Jewoisny 3 sjyeusy sanuanay

CL/1 10T 8inonas pajesbajul

¥ xipuaddy




