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1. INTRODUCTION
1.1 The Council is part of a fully operational shared service administering Revenues and Benefits
for Carlisle, Copeland and Allerdale Council’s through a strategic partnership.
1.2 This report updates members on the current position of the service with regard to operational
implementation, service performance and financial savings achievement.
2. REVENUES & BENEFITS
2.1 Progress of the Shared Service has included the following key milestones
 The creation and adoption of governance arrangements enabling the establishment of
the Shared Service Partnership.
 Staff transfer for Allerdale and Copeland employees to Carlisle as the Employing
Authority, effective from 1st June 2010.
 Implementation of a new service structure from October 2010
 Allerdale successfully converting administration data and records from the legacy
Pericles system to Academy in November 2010.
 Copeland and Carlisle converting over 5 million images to the CIVCA document
management system in June/July 2011.
2.2 These milestones have been achieved whilst maintaining operational service delivery in an
already challenging area, allowing for the scale and complexity of the key services involved.
The dependency on core IT systems and the technical functionality which underpin them, have
also been significant across the various sites involved.
2.3 Variation of salaries remains under consideration within the service. The TUPE transfer
ensures that the salaries and terms & conditions of staff are protected following their transfer
into the shared service. As a result, salaries applied to roles under the Carlisle pay grades may
and in some instances differ to those applied previously to similar roles in Copeland and
Allerdale. Whilst all TUPE requirements have been met, we are working to ensure that a fair
and appropriate resolution can be applied for all staff across the service.
2.4 The second year of operation commenced with the conversion of the document management
systems at Carlisle and Copeland respectively, to create a common database for
documentation accessible at all sites. Extensive user training and periods of system downtime
created anticipated backlogs of work. Whilst additional capacity was applied through overtime,
resources were also required to address backlogs remaining due to the Allerdale data
conversion. These difficulties were compounded by a major hardware failure at Copeland
relating to the document management server. As a result, documents could not be accessed
for several weeks, affecting both the document conversion process and adding to delays in
assessment.

2

2.5 Common systems are in place and we are working towards establishing a Shared Desk Top
platform imminently top give easier access to all databases. The technical complexities of the
ICT requirements have required significant development, testing and implementation. It is
anticipated that once the solution is fully operational, greater flexibility can be applied to using
resources to meet the varying workload requirements within the Partnership.
2.6 Operational service delivery on a day-to-day basis remains the key priority. However, the
range and nature of the services delivered will be directly affected by the growing legislative
changes being implemented by Central Government. Areas of legislation which will
fundamentally affect the service from April 2013 onwards include:
 Welfare Reform
- The introduction of local council tax support to replace Council Tax Benefit.
- Universal Credit which will include assistance towards housing costs, replacing
Housing Benefit.
 Local retention of business rates where growth in rate liability may generate additional
funding for Council’s.
 Technical Council Tax changes relating to increased flexibility to introduce discounts
and exemptions, especially to reduce the level of empty properties.
2.7 We have commenced our evaluation of the impact of the proposed changes and will develop
proposals to address the implications that will be clearer as the legislation is confirmed.
3. PERFORAMNCE
3.1 Due to the issues encountered in the first six months of the current financial year, cumulative
performance for 2011/12bwill be lower than in the previous year, especially in relation to
benefit processing times. As can be seen from the table below, giving performance both across
the Partnership and in Carlisle, it is clear to see how service delivery has been affected.
Further details are in Appendix 1 which shows performance against the service indicators
quarterly throughout 2011/12.
3.2 Delays arising due to the technical issues affecting the various systems, along with the impact
on processing efficiency whilst new systems became familiar, inevitably have meant that there
has been an adverse affect on operational performance.
3.3 Establishing the new structure has included periods where posts have been vacant and there
have also been significant levels of absence due to maternity and sickness. Temporary
appointments have been made to reduce the impact of absence and where cases of long-term
sickness have occurred, they have been closely monitored in accordance with the appropriate
policy and specialist advice sought where required.
3.4 Resources have been supplemented for a considerable period through remote working, the
use of Agency staff and overtime. This provided additional capacity to reduce backlogs and
improve performance. Whilst already proving effective, the ability to work across sites will be
enhanced through the increased IT capability as the Shared Desk Top becomes fully
operational.
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Performance
Indicators
Summary

3rd Qtr 2011/12

2010/11
Partnership

Carlisle

Partnership

Carlisle

Exceeded

21

8

10

2

Met

2

0

6

4

Not Achieved

13

4

20
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3.5 A performance improvement plan is in place and operational performance is reviewed
extensively by the Joint Operational Board on a monthly basis.
4. FINANCIAL
4.1 The financial projections outlined in the original business case for the first year proved to be
adequate expectations and savings were achieved. Salaries were under spent by £58,151
resulting in a saving for Carlisle’s share of £23,847. Capital provisions remain within the
anticipated costs and the programme expenditure for the capital implementation has spanned
both financial years of the service. Current projections indicate that the overall capital
expenditure will also be under spent by between £39,000 - £99,000.
4.2 The challenges of reducing benefit administration subsidy and the funding implications of
future legislative changes will require continual financial review. Financial performance
monitoring is established and maintained through monthly monitoring by Finance Officers and
quarterly reporting to the Joint Operational Board.
5. RECOMMENDATIONS
5.1 Members are asked to consider the progress being made through the operation of the shared
service, including the performance and financial implications outlined in this report and
Appendix 1.
5.2 Acknowledgement should be made of the implications of the proposed legislative changes
which are expected to be implemented from April 2013 onwards. They will require extensive
review of the services delivered through the partnership arrangements.
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Impact assessments
Does the change have an impact on the following?

Equality Impact Screening

Impact Yes/No?

Does the policy/service impact on the
following?
Age
Disability
Race
Gender/ Transgender
Sexual Orientation
Religion or belief
Human Rights
Health inequalities
Rurality

Is the impact
positive or
negative?

No
No
No
No
No
No
No
No
No

If you consider there is either no impact or no negative impact, please give reasons:
Update report relating to the implementation and operation of the shared service, no proposals
to change or revise existing service provision.
If an equality Impact is necessary, please contact the P&P team.
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APPENDIX 1
Revenues and Benefits Shared Services

2011 – 12 Quarter 3 Performance Summary

PERFORMANCE UPDATE

2010/11
Outturn

2011/12
Q1

2011/12
Q2

2011/12
Q3

% of Council Tax collected within
year demanded (BV9)

97.63%

29.86%

57.63%

86.05%

% of National Non Domestic Rates
(NNDR) collected within year
demanded (BV10)

98.06%

32.50%

60.62%

87.18%

11.48

14.23

13.90

14.45

11.48 13.96 last year

24.32

25.64

26.69

28.86

24.32 25.56 last year

Brief Description of Indicator

2011/12
Q4

2011/12
Outturn

2011/12
Target

Comments

Performance
Against
Target

Revenues

Benefits
Time take to process Housing
Benefit/Council Tax Benefit new
claims and change events (NI181)

Average time (days) for processing
new claims (BV78a)

Date: January 2012
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97.63%
86.19% last year



98.06% 88.47% last year






APPENDIX 1
Revenues and Benefits Shared Services

2011 – 12 Quarter 3 Performance Summary

Brief Description of Indicator
Average time (days) for processing
Changes in Circumstances (BV78b)

2010/11
Outturn

2011/12
Q1

2011/12
Q2

2011/12
Q3

8.44

11.43

11.02

11.01

2011/12
Q4

2011/12
Outturn

2011/12
Target

Comments

8.44 10.67 last year

Performance
Against
Target



Comments:
The above indicators are recorded as cumulative (i.e. year/April to date) when reporting quarter end.
Performance remains below the comparative previous year position due to the backlogs arising in Quarters 1 & 2 following the Allerdale conversion and CIVCA
implementation. Resources are being managed to provide support across all sites
Benefits
% of cases paid on time (PM4)
Cumulative Figures

Accuracy of processing
Cumulative Figures

90.85%

89.11%

88.00%

87.63%

90.85% 90.33% last year

87.35%

79.31%

85.84%

88.13%

87.31% 87.14% last year

Benefits

Date: January 2012
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APPENDIX 1
Revenues and Benefits Shared Services

2011 – 12 Quarter 3 Performance Summary

2010/11
Outturn

2011/12
Q1

2011/12
Q2

2011/12
Q3

% of applications for reconsideration
actioned and notified within 4 weeks
(PM17)

64.88%

82.61%

80.17%

79.56%

64.88% N/A last year

% of appeals submitted to Appeals
Service in four weeks (PM18)

68.42%

66.67%

42.86%

36.29%

68.42%

% of appeals submitted to Appeals
Service in three months (PM19)

100%

66.67%

85.71%

70.59%

Brief Description of Indicator

2011/12
Q4

2011/12
Outturn

2011/12
Target

Comments

78

18

31

100% N/A last year

43






78 (*62) 62 *(50) last year



Cumulative Figures

Date: January 2012



N/A last year

Comments:
Figures for 2011/12 are cumulative figures i.e. performance from year start to date.
The comparative figures for 2010/11 are not available for quarters 2 & 3 as statistics were not extracted in cumulative format.
% of recoverable overpayments
recovered within the year against
raised in the year (BV79b i)
63.24%
63.89%
67.96%
72.73%
63.24% 61.67% last year
Cumulative Figures
Fraud Detection – Number of
Successful Sanctions (PM16)

Performance
Against
Target
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APPENDIX 1
Revenues and Benefits Shared Services

2011 – 12 Quarter 3 Performance Summary

Brief Description of Indicator

2010/11
Outturn

2011/12
Q1

2011/12
Q2

2011/12
Q3

2011/12
Q4

2011/12
Outturn

2011/12
Target

Comments

Performance
Against
Target

Comments:

*Carlisle’s fraud target has been reduced to 62 as the number of officers working on the caseload has been reduced from 2.5 FTE to 2.0 FTE (20% reduction) so the target is
excessive.

Performance Guidance
The targets reflect maintained performance from 2010/11 although there is still a fairly ambitious programme of Information Technology
implementations/enhancements and regulation changes planned during the next 12 months.

Date: January 2012
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