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Annex A

Application for Performance Standards Funding

1
This form should be completed in Word.

2
Please refer to all relevant guidance notes in annexes B and C before starting to complete the form. 
Part 1 – Basic project information

Local Authority name:

Carlisle City Council

Project name: (this should be a description of the type of project)

Benefits Homeworking Pilot Scheme

Application type:

 FORMDROPDOWN 
  

Project category:

 FORMDROPDOWN 

Linked projects:

None 

Brief summary of project: (approx 50 words)
The Benefits Section has severe accommodation problems and staff are located in overcrowded offices where the overcrowding directly contributes to higher than average sickness absence levels (18.64 days absence per employee in 2002/03 and13 days in 2003/04). Some staff already have to share desks or ‘hot desk’ but are unhappy with the position.

Carlisle City Council’s area covers a total of 100sq km and stretches from the Scottish border in the North to the edge of the Lake District in the South and from the North Pennines in the East to the Solway Firth in the West.  City Centre traffic is severely congested and a long overdue northern

Bypass (linking the west of the City to the North) has only just recently received final approval but will take many years to complete.   The Council faces a number of problems in recruiting or retaining staff.  These include:

· Insufficient flexibility in the current working patterns

· Travel costs

· Poor public transport from rural areas

· Traffic congestion in the city; and

· Competition from Capita’s Benefits Processing Centre: on the outskirts of Carlisle. 

Benefits staff turnover for 2003/04 was 29% and we have lost experienced staff, and had staff reduce their hours, due to family commitments and difficulties with childcare or travel arrangements and or costs.  Although the Council offers a basic flexible-working scheme, it does not appear to provide sufficient flexibility to allow staff to maintain a healthy work/life balance.

In order to create a more flexible working pattern, reduce travel requirements and improve the existing accommodation with a view to inceasing productivity and service standards, the Council wants to pilot a homeworking team of 12 Benefits Staff.

The team will be a comprehensive pilot consisting of 3 types of homeworkers using a broadband connection and/or GPRS/3G technology to access the Council’s network.  Homeworkers will have the ability to access the document management system and core processing software to allow ‘real time’ and processing in their homes and, in the case of mobile homeworkers, in customers’ homes.

Summary of project costs:


2004/2005
2005/2006

Amount requested from DWP
£72,269
£24,376

Matched funding from lead LA
£36,134
£12,188

Matched funding from LA2



Matched funding from LA3



Other funding from lead LA
£0
£0

Other funding from LA2



Other funding from LA3



Overall  project costs
£108,403
£36,564

Special treatment request (if applicable see notes):

None


Local authority partners:

LA2


LA3


Other partners / suppliers:

Name
Type of involvement
Level of commitment

British Telecom (provided estimates) or similar organisation
Provision of Broadband connections
Potential supplier

(subject to tender)

NOVOS (provided estimates) or similar organisation
Provision of Remote Citrex solution
Potential supplier

(subject to tender)

Part 2 – Detailed project information
How will the project work:

A bid for funding, from the Department for Work and Pensions’ (DWP) Performance Standards Fund will enable Carlisle to initiate a home working pilot.  The objective is to enable three types of Benefits workers to become more home-based and achieve a greater work/life balance whilst achieving increased productivity/greater efficiency for the authority.  The success of the pilot will lead to the Authority adopting a wider homeworking initiative and probably extending into other service areas within the Council

The pilot consists of 12 people but three types of homeworkers.  The three types are:

· Full-time home workers

7 x Benefits Assessment Officers working entirely from home except when they need to attend the office for meetings or training sessions.

· Part-time home workers
The Senior Adjudication Officer who would work from home 4 days per week or 9 days per fortnight but attend the office periodically to carry out legislative advisor duties.

The Deputy Benefits Manager who would be able to monitor new software releases and batch processes from home to ensure no system downtime when implementing software releases as a result of major regulation changes or the annual uprating/year end processes.  Also ad-hoc tasks such as the subsidy return or major statistical returns reducing the time taken to complete such returns in a more concentration conducive environment.

· Mobile homeworkers
3 x Verification Framework mobile homeworkers who would start and finish from home thus reducing delays travelling back and forward to the office.  These workers currently collect evidence from claimants when out on the district in the course of their duties.  The technology would give the ability to visit claimants in their home and determine the Benefit claim at the point of completing the claim and gathering the information required i.e. real time processing.

Results from site visits to other authorities who operate home working have evidenced an increase in productivity i.e. 50% to 75% reduction in sickness absence and 10% to 20% measurable increase in productivity.

These attainable results would assist Carlisle in achieving all round performance improvements and help overcome current office space difficulties.

Staff were initially asked if they would be interested in homeworking before work was undertaken on this bid.  Many members of staff were interested and, on current levels of interest, we expect to be oversubscribed.  We have obtained a number of sample policy, contract and risk assessment documents and sought corporate and member endorsement of the pilot project: subject to a successful Standards Funding Bid.

The pilot project will consist of four main stages:

1. Initiation and Planning

2. Testing and Trialling

3. Implementation

4. Review and Roll Out

A project team (Prince 2 principles), supported by a project manager, will be appointed for the duration of the pilot and the first task will be to produce a project plan detailing the milestones, main tasks, subtasks, timescales, resources and inter-dependencies required, for each stage of the project, to deliver it.  The Project Manager will have responsibility for tracking progress and making any necessary adjustments as the project progresses.  Changes would be subject to change controls in order to meet audit requirements.

The key aims and primary objectives of the pilot scheme are to:

· Improve staff retention and aid in recruitment of new staff by offering more flexible working patterns to aid the work/life balance for Benefit employees.

· Increase productivity.  The scheme will require a minimum increase in productivity for homeworkers of 15% whilst maintaining accuracy rates.

· Improve performance against Best Value Performance Indicators.

· Increase flexibility for staff to work where and when they want: making it more likely for staff to work additional hours when required.

· Free up office accommodation space. 

· Improve staff moral – measured by using staff surveys against an existing baseline assessment.

· To reduce levels of sickness absence.

The project objectives will be to:

· Agree the project terms of reference

· Agree and develop a project plan

· Agree the steering group

· Agree the project board

· Agree all other roles and responsibilities

· Document the procedural processes:

      i   ) Distance management procedures

      ii  ) Reporting mechanisms and support structures

      iii ) Performance monitoring – piece and time work

      iv ) Attendance monitoring – pattern of working, sickness, annual leave entitlement, flexi etc.

       v ) Communication – daily, office meetings & updates, training sessions, appraisal etc.

      vi ) Training requirements and appraisals

· Identify criteria for staff selection taking account of:

      i   ) Current performance (quality and quantity) 

      ii  ) Current level of experience and support requirements

      iii ) Ability to work under reduced supervision

      iv ) Equality issues

       v ) Training and development issues

      vi ) Maximisation of system availability time – viability of working patterns

      vii) Geographical location

· Identify and address any legal issues:

      i   ) Variations to Contracts of Employment (including changes to flexible hours core time 

            agreement)

      ii  ) Homeworking Policy

      iii ) Homeworking Agreement (to be signed by employee)

      iv ) Health and Safety requirements

       v ) Risk Assessments

      vi ) Equipment installation agreements

      vii) I.T. Support agreements

     viii) Data Protection issues

       ix) I.T. Security requirements

        x) 3rd party permissions e.g. landlord, mortgage lender.

· Identify and address the physical issues regarding homeworking:

      i   ) Suitable home accommodation, with appropriate floor space, in which to site equipment 

      ii  ) Work station risk assessment (including health and safety requirements)

      iii ) Security of premises and equipment

      iv ) Suitability of location – general access, availability of electrical sockets, Broadband 

            connection/extension etc.

       v ) Homeworker check list e.g. lighting, heating.

      vi ) Time recording mechanisms and monitoring systems.

      vii) Data Protection issues

     viii) Equipment inventory (incl. location of council vehicles for mobile workers)

· Identify and address the technical aspects of homeworking

      i   ) Appropriate connection e.g. line speed cable (home) or GPRS or 3G connections (mobile)

      ii  ) Specification of PCs

      iii ) Appropriate networking solution

      iv ) I.T. requirements for set up and ongoing support in resolving problems

       v ) Procedures/back up for down time

      vi ) Service level requirements for hardware/software 

· Finalise project financing.

This will be a unique step for Carlisle City Council which is probably reflected in the set up costs.  However, we already have examples of homeworking policies and risk assessments from other local authorities (through site visits, networking and direct contact) who have successfully implemented homeworking: to enable us to fully assess the impact and risks involved.

Option analysis:

Option One – Do Nothing

This is not really an option as staff are already in overcrowded accommodation and some members of staff already have to share desks or hot desk to be able to accommodate them.  The accommodation is at maximum capacity and there is no space available to conduct confidential interviews, appraisals or in-office training.  There is no space available to be able to increase the numbers of Assessors or overpayments staff.  Staff turnover levels (29%) indicate the scale of the problem.

Doing nothing (i.e. maintaining status quo) would incur no additional costs but would affect potential to increase performance and service to the customers in meeting the ‘Gershon’ agenda.  There would be no improvement in staff morale, staff retention and recruitment problems and there would be an unlikely prospect of improving sickness absence levels: directly affecting performance capacity.

Option Two -  Contract Out Benefits Service

A market testing exercise (under OJEC rules) was undertaken in 2003/2004.  Resulting discussions with potential tenderers demonstrated that, due to the significant internal recharges charged to the Service (and client duties remaining within the Authority), this was not a cost effective option at the current time.  Also, site visits to shortlisted tenderers suggested contracting out the service would lead to reduced levels of service.

Option Three - Homeworking

This option is believed to be the best option as the Council has the technology in place to facilitate a homeworking solution.  The Benefits Section has a performance culture and a document image/workflow environment well suited to meet the home working challenge.  The staff are enthusiastic to make the scheme work and other authorities have had proven success with the solution in terms of increased productivity (10% to 20%) and reduced sickness absence (50% to 75%).

The homeworking solution would have additional benefits in improvements in work/life balance and in reducing the impact on the environment and traffic congestion.  An additional benefit would be the option to extend customer service by allowing return telephone calls to be made outside normal office hours. 

Expected future performance:

Performance Standard in which improvement sought will be achieved
Date
Expected performance without project
Expected performance with project

4.1 Average days to process new claims
31/03/2006
33 days
25 days*

4.1 Decide 90% of all claims within 14 calendar days of receiving all information
31/03/2006
92%
98%*

4.13 Average days to process Change in circumstances

*Note: in conjunction with other projects being progressed in Benefits e.g. pre-determination accuracy checking, improving written correspondence and implenting a detailed Best Value Review action plan.
31/03/2006
12 days
8 days*

Risk analysis:
Option three is the preferred option and the main risks to the project are:

· Reliance on it – Technical aspects have yet to be finalised but there are a number of associated issues e.g. Broadband coverage in the more rural areas, reliability of GPRS or 3G connection access, speed of data transfer, proving technology etc.

· Union agreement – consultation with the Unions is in the early stages at present and there are potential areas for disagreement e.g. links to an increase in productivity, no reimbursement of overheads etc.

· Project dependant on availability of DWP funding and meeting the compliance necessary to maintain funding.

· Health and Safety and insurance issues to be successfully overcome.

· Expected outcomes are not achieved e.g.improved performance and reduced sickness absence.

Risk management plan:

The risk management strategy contains a series of processes, methods and tools for managing risks in a project.  It provides a disciplined environment for proactive decision making to:

· Continuously assess what could go wrong i.e. the risk

· Determine which risks are important to deal with 

· Implement strategies to deal with those risks

The principal tool will be the project risk log within which risks will be systematically assessed and records retained of actions taken to reduce the impact of the potential risk.

The most important step will be to list the risks likely to threaten the success project and recognise the risks outside the control of the project team.

Each risk is assessed on two factors:

· Probability – the chance or possibility the risk may occur; and

· Impact – if the risk were to occur, the consequence or severity of threat to the project success.

The next step will be to identify the action required to limit the chances of the risk occurring or to reduce its impact.  These actions form the control mechanism to try to ensure the success of the project and need to become an intrinsic part of the project plan and resources provided.

The project leader will be responsible for identifying and monitoring the risks and the risk analysis will be a continual process throughout the duration of the project.

Any problems that cannot be managed by the project leader or within the project team, will be referred upwards to the project sponsor for a higher level decisions/support. 

Detailed cost breakdown:

Item
Unit cost
Number
Amount to be spent in




2003/04
2004/05
2005/06

Project Officer (for 14 months)






Scale SO1 – SCP29 - Feb to Mar 05






Salary costs per month 
£1,822
2

£3,644


National Insurance costs per month
£131
2

£262


Employers’ Pension Contribution costs per month
£195
2

£390


Scale SO1 – SCP29 (with estimated 3% increase) - Apr to July 05






Salary costs per month 
£1,877
4


£7,508

National Insurance costs per month
£135
4


£540

Employers’ Pension Contribution costs per month
£201
4


£804

Scale SO1 – SCP30 (with estimated 3% increase) – Aug 05 to Mar 06






Salary costs per month 
£1,940
8


£15,520

National Insurance costs per month
£141
8


£1,128

Employers’ Pension Contribution costs per month
£208
8


£1,664

Computer Base Unit and Monitor

Specification: 512mb RAM, 17” flat panel monitor, 80gb hard drive & current graphics card
£1,000
8

£8,000


Laptop  

Specification: 15” screen, 40gb hard drive & CDR Combo
£1,300
1

£1,300


USB Memory Stick – 500mb
£60
5

£300


Tablet PC
£1,600
3

£4,800


Priority Client, Client Exchange & Unix Network Licences
£50
12

£600


Dedicated Benefits Homeworking STA/RSA (Security) Server
£7,000
1

£7,000


Dedicated Benefits Homeworking CITRIX Server
£7,500
1

£7,500


Dedicated Benefits Homeworking RSA/ACE Server
£7,000
1

£7,000


OS Licence for Servers
£1,500
1

£1,500


Microsoft Office (Professional) 2000 Licences
£250
12

£3,000


Broadband Internet Connections – 2mb
£210 per install
12

£2,520


Broadband Line Rental Charges
£30 per month per user
156


£4,680

6 Digit Security Fobs (secure log on) – up to 25 users
£2,500
1

£2,500


Citrix Licence – up to 20 users
£4,000
1

£4,000


Packeteer Organiser 10mb – to dedicate bandwith to homeworkers
£7,000
1

£7,000


GPS/G3 Card
£125
3

£375


GPS/G3 Rental Charges 
£20 per month per user
36


£720

Combination Work Station
£775
8

£6,200


Fully Adjustable Chair
£248
8

£1,984


3 Drawer, Lockable Mobile Pedestal
£87
12

£1,044


Desktop Printer - Hewlett Packard Laserjet 4250TN
£1,000
12

£12,000


Letter Trays (set of 2)
£8.25
8

£66


Bookrack (4 part)
£30
9

£270


Confidential Waste Shredder with Receptacle
£30
12

£360


CO2 Fire Extinguisher
£60
12

£720


First Aid Kits
£30
12

£360


CPAG Book with supplement
£85
8

£680


Guide to Housing Benefit and Council Tax Benefit
£21.50
8

£172


Telephone Handset
£25
12

£300


Smoke Alarm
£13
12

£156


Desk Lamp
£20
8

£160


4 Gang Extension (surge protected)
£12
8

£96


Screen Wipes
£12
12

£144


Personnel Officer (6 months set up) – to include Health and Safety advice and involvement.
£12,000
0.5

£2,000
£4,000

IT Consultancy 
£1,000 per day
20

£20,000






































Total*



£108,403
£36,564

* Figure should match overall cost in summary of project costs on page 2.

Project plan:

Key milestone
Month/year

Decision on bid application
January 2005

Project Manager appointed & project plan produced
February 2005

Trial installation
March 2005

First permanent homeworker operational
May 2005

All homeworkers operational

Initial review of scheme and documentation.  Act on results

Interim report to members
September 2005

Pilot completed
March 2006

Results of pilot reported to members
April 2006

Review mechanism:


The Benefits Manager reporting to the project Board will oversee the project.  The Project Board will report to the Executive Management Team (Project Sponsor).

The Project Board will report the following to the steering group via the Benefit Manager/Project Manager:

· Progress and outlook

· Issues requiring resolution

Sub teams and project members report to the Project Board.

Background Information:

Local Authority Caseload -  Rent Rebates (hostels) @ 11th November 2004


43

Local Authority Caseload  - Rent Allowances only

                          Rent Allowances & Council Tax Benefit @ 11th November 2004 


666

5,726

Local Authority Caseload  - Council Tax Benefit @ 11th November 2004


2,115

Number of Housing/Council Tax Benefit Staff


38 fte

Level of management checks carried out before decision letter issued
2%

Level of management checks carried out after decision letter issued
5%

Other funding: 

None

Part 3 – Statements and contact details

Statement by benefits manager

I can confirm that this project is dependent on this application being successful, and it will not go ahead without DWP funding. I can confirm that this is not a committed project and that no funds other than those stated in the application form have been set aside already.

I understand that DWP will not normally fund the cost of recruiting or training staff who already work in benefits for another local authority or contractor. I am not seeking funding for such costs unless I have clearly stated so in this application.

I confirm that I will report on progress in delivering this project during the funding period and at the end of the funding period, as required by DWP.

I undertake to report promptly likely underspend or failure to deliver the project, to allow funds to be reallocated to another authority.

I confirm that I have a commitment to funding for the LA contribution to this project. If I am unable to obtain LA contributory funding to allow this project to go ahead in full, I will return to DWP their contribution to the project. 



I confirm that the statements made in this application form are true.

Signature of Benefits Manager


Name:
Elaine Turner

Position:
Benefits Manager

Email:
ElaineT@carlisle.gov.uk

Phone number:
01228 817220

Statement by responsible finance officer

I support the statements made here by the benefits manager.

I confirm that we are taking the necessary action to obtain our (and any other local authority or third party) contribution to the costs of this project as set out in this form.

Signature of responsible finance officer


Name
Angela Brown

Contact details

Postal address of benefit manager
Revenues and Benefit Services Business Unit

Civic Centre

Rickergate
Carlisle

Cumbria
CA3 8QG



Postal address of responsible finance officer (if different)
Financial Services Business Unit

(address as given above)

Contact for further information

Name
Elaine Turner

Position
Benefits Manager

Email
ElaineT@carlisle.gov.uk

Telephone number
01228 817220

Checklist











Is the form signed by both the housing benefit manager and finance manager?


Are all sections complete?









Have you included your self assessment performance bar chart? 


Have you included your staff structure chart if relevant? See guidance.
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