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1. Background 

At the 17 June 2010 meeting, the EDDC/SSDC Joint Integration Committee (JIC) approved the 

development of business plans for service integration for the following 8 workstreams: 

 Finance 

 Human Resources 

 ICT 

 Legal & Democratic Services 

 Revenues and Benefits 

 Public Spaces 

 Licensing 

 Environmental Health 

The business plans will set out the approach, implementation options, implementation costs, 

timescales, risks and overall cost savings for the move from the separate provision of services by 

SSDC and EDDC to the joint management, operations and delivery of the selected workstreams.  The 

business plans will build on the work that delivered the Project Definition Documents (PDDs). 

Completed business plans should be returned by 23rd August.  The business plans will be reviewed at 

the JIC meeting on 9th September.   

2. Objectives of the project 

A project will be set up to manage the integration of services for each of the 8 workstreams selected.  

The key objectives of each project will be to: 

 Implement a shared management structure for the current services provided by SSDC and 

EDDC.  The new structure to be effective from 1st April 2011. 

 Implement the shared operation and delivery of services – with an initial target date of 1st 

April 2012. 

Additionally the project will: 

 Detail any further project objectives here. 

 

 

 

3. Project scope 

Detail the services that will be included in the project and any elements that are to be excluded.  

Define the boundaries of the project. 
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The scope of this document covers the Revenues & Housing Benefits Service.  

 Revenues defined as the billing and collection of Council Tax and Business 
Rates. 

 

 Housing Benefits defined as the administration and award of Housing and 
Council Tax Benefits. To include work to prevent and detect Housing and 
Council Tax benefit fraud and the collection of benefit overpayments. 

 

The service in total; pays benefits totalling £86m, collects council tax of £154m and business 
rates of £61m. 
 
Both services have recently independently reviewed this service area and introduced 
efficiencies and savings prior to this review. Posts have been saved in SSDC totalling 
£350,000 and £150,000 in EDDC.  In addition through the changes made EDDC have dealt 
with a significant increase in benefit demand with existing staff levels and through the 
service improvements have increased government subsidy, in total giving savings of 
£300,000.   

 

Certain aspects of this service are not undertaken directly within the Revenue and Benefits 
Service at SSDC; 

 
- With SSDC all initial customer telephone contact is made through a 

corporate contact centre. All benefit phone calls, with the exception of 
notifying a change of circumstance, are passed to the Benefit team to be 
dealt with. All business rate calls are passed to the Revenues team to be 
dealt with. All council tax calls  where a customer is reporting a liability 
change of any kind are dealt with in the corporate contact centre with 
workflows from the customer services IT system  in the form of emails 
into the Rev’s & Ben’s document management system . The Revenues 
team then process the work.  All council tax recovery calls are dealt with 
in the Revenues Team. Callers just wishing to make a payment are dealt 
with in the contact centre. 

 
SSDC has a network of nine offices, face to face contact is handled by 
Customer Advisors in each of the area teams, with the exception of 
Brympton Way, where contact is undertaken by the corporate customer 
services team. 

 
- Customer contact for EDDC is direct to the Rev’s & Ben’s team with the 

majority of work being processed at that point.   
 

In considering future service delivery for a combined service this will 
need careful consideration. 

 
From SSDC perspective the corporate contact centre is a strategic model 
that has been pursued with a significant element of the centres work 
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dealing with Rev’s & Ben’s queries. A move to the EDDC model of 
customer telephone contact would have significant implications for the 
corporate Contact Centre Team (CCT) and the impact of this would need 
to be separately assessed in the context of the interrelationship between 
the CCT and other SSDC services.  

 
From EDDC perspective, strongly reinforced through the work of systems 
thinking, the Rev’s & Ben’s service model of customers dealing directly 
with the officers of the service is one it is assumed the Council would 
wish to continue. 

 
This differing approach would need to be addressed in designing a 
combined Rev’s & Ben’s service for the two Councils but the same issue is 
likely to be relevant to other service areas.   
 

- Housing Benefit fraud investigation sits in the Legal Services Group and 
reports to the Fraud and Data manager at SSDC with 2.5 FTE staff 
involved with some shared admin support from another team.  EDDC 
team consists of 2 investigators and an admin post (3 FTE).  Although this 
area is not significant in terms resources used, it is considered that there 
is potential to share this function. Additionally SSDC is looking to extend 
the scope of the investigation team’s (subject to agreement on additional 
resourcing) beyond benefits. It is worth both authorities reviewing this in 
the light of the current economic climate and raising issues of fraud 
together. 

 
- Housing Benefit Subsidy returns and checks are carried out within the 

Finance team in SSDC whereas at EDDC this undertaken within the 
service.  This is an essential role and important in reclaiming millions in 
benefit payments from the government.  It is felt in combining the service 
this should lead to advantages in following best practice and sharing ideas 
and processes but this is still a key function which each authority would 
want to retain and separate subsidy claims would need to be prepared by 
each authority. 

 

4. Approach 

The project to deliver shared services between SSDC and EDDC will be delivered in 2 phases: 

 Shared management structure – subject to approval, recruitment to the new structure will 

be complete by 31st January 2011 and the structure operational by 1st April 2011.  

 Shared operation and service delivery – timescales for the development of the structures, 

processes and systems required to enable the shared delivery of services will vary between 

services.  The initial target for the start of shared delivery is 1st April 2012.  Timescales for 

each service will be agreed following the development of the detailed business case and the 

appointment of Directors and Heads of Service. 
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5. Implementation of shared management 

A proposed management structure for tier 2 (Directors) and tier 3 (Heads of Service) will be 

presented to the JIC in September.  Human Resources are dealing with all issues relating to 

recruitment to this structure, consultation and redundancy.   

For the purposes of this business plan it should be assumed that the new structure will be approved 

and recruitment completed by the end of January 2011. 

Detail any issues or actions required to implement the new management structure – excluding those 

being progressed by Human Resources. 

In both services there is a Revenues & Benefits Manager below the 3rd tier level, these posts 

have a number of responsibilities and tasks to carry out relating to the delivery of the 

service as well as managing a large and complex service area.  In SSDC the manager reports 

to an Assistant Director and at EDDC the manager reports to the Head of Finance; both 

these posts are subject to the management restructure and the outcome of this will have an 

effect on the management of the service. Once the outcome of the senior management 

structure is known a structure can be completed for management and service delivery of a 

joint revenues and benefits team. 

6. Implementation of shared operation and service delivery 

Introduction 

In order to produce a Business Plan for the shared delivery of a Revenues and Benefits 

service it would require a significant amount of work, time and resource to produce a 

plan in order to fully assess the options and costs involved.   

The service in each authority is delivered fundamentally different and would require a 

complete review and redesign to bring the two services together. 

There are many dependencies and considerations to be understood and explored in 

order to produce a new model of working; for instance the issue of whether a joint 

service would operate through a single corporate contact centre or do we favour direct 

contact by the customer, do we have local offices, one centre location (implications on 

staff contracts and travelling costs), home visits, home working by staff, complete 

document management system, can IT infrastructure support one system for both 

authorities and a host of service design issue etc. This work has not been done within 

the time afforded for the presentation of this document.  

What has been considered, in simple terms, are the main options, some estimated 

savings that might be obtained and what would be required to deliver them.  

Details given below outline possibilities and highlight the likely scale and savings of the 

options. 
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There are 3 keys elements of this phase of the project: 

 Development of business processes to deliver services on a shared basis. 

 Implementation of a staff structure to deliver the revised processes. 

 Consolidation/convergence of business and IT systems to support shared delivery. 

 
6.1. Business processes - In this section identify: 

 The options for shared service delivery 

Option 1 - One service, one team, one system, one place 

This option would bring both teams together under one staffing structure, operating one 

process of working with one IT system. 

This should generate the greatest savings but would involve the greatest risk in terms of 

investment costs and possible service interruption for the customer. 

To give an idea of scale of possible savings roughly estimated this could generate £200k 

to £300k annual savings; comprising of staff savings (£150k), ICT procurement (£89k) 

and other joint procurement and business activities (£20k).  This takes no account of 

implementation costs. 

A number of decisions on service delivery would need to be taken which would effect 

this broad calculation.  This savings is based on one Revenues and Benefits Manager, a 

reduced staffing level required in the systems/support teams and a general reduction 

(say 5% in the main teams).    

In addition to ICT costs discussed below in 6.3 a number of set up costs would be 

involved which need to be costed as part of the whole shared service agenda for the 

two councils; accommodation, staff contracts and salaries (integration between the two 

authorities), travel, communication and IT infrastructure links etc. 

Risk 

National Changes to the Benefit System 

On the 30th July 2010 the Department for Works and Pensions issued a consultation 

paper to seek views to inform their thinking on reforms to the Benefits and Tax Credit 

System, including the idea of a single integrated Universal Credit.  This paper has a 

consultation period from 30th July to 1st October, following which it is proposed to bring 

forward legislation early in the New Year to reform the Benefits and Tax Credits system.  

Although the paper is lacking detail it is clear that there is a strong emphasis on one 

benefit/credit calculation delivered by it is assumed by one organisation. 
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Housing Benefits administered by local authorities is part of the current benefits system 

covered by the consultation paper and is included with the proposals of merging into 

one benefit/credit calculation.  There is a significant risk from 2012/13 that local 

authorities will no longer be delivering this service.  

In terms of this project it would be considered unwise to implement changes if they 

have a payback period greater than a year or with potential to severely hinder customer 

service in terms of implementation without a period of time to reap any rewards. 

Option 2 - Retain two teams, two sites, shared R & B Manager, one IT system sharing 

elements of the service. 

This would leave the two teams situated as is with a shared manager (although 

consideration required of ensuring enough management cover at each site) and would 

benefit from the procurement advantages of one IT system and with authorities still 

sharing system support activities.  Again to give an idea of scale this could generate 

savings in the order of £150k to £200k annual savings; comprising of staff savings 

(£70k), ICT procurement (£89k) and other joint procurement and business activities 

(£10k).  This takes no account of implementation costs (ICT alone would be around 

£180k) and some of the additional cost associated with option one would need 

calculating but not so many factors are involved.  

Risk 

The same risk exists for option 1, but the implementation costs will be less. 

 

Option 3 - Retain two teams, two sites, two IT systems, two managers, sharing elements 

of the service.  

This would involve working together as much as possible and taking advantage of joint 

working where possible.  Again to give an idea of scale this could generate savings in the 

order of £30k to £50k annual savings through general joint procurement and sharing 

business activities ideas and processes.  

Summary 

The first two options will require further analysis and will depend on other work streams 

and key decisions being made.   Option 3 could be explored pending the further 

analysis/key decision resolution required for options 1 and 2 

6.2. Revised staff structure – a revised staff structure will be required to support the preferred 

option identified in 6.1 above.  This section should:   
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 Identify the existing staff structure that currently delivers the services for SSDC and EDDC – 

include a structure chart as an appendix. 

 Present the proposed structure (to tier 4 as a minimum) that will support the preferred 

option for service delivery.  Provide an approximate cost for the new structure.  Include a 

structure chart as an appendix. 

 Identify key activities required to implement the new structure – e.g. training.  Note – 

exclude activities that will be performed by Human Resource such as recruitment and 

consultation with unions. 

As a preferred service delivery model has not been designed at this stage a revised 

staffing structure has not been identified. 

Some general points that were discussed during our inter authority meetings were; 

 If there is to be one Rev’s & Ben’s Manager for a combined service then this would 

require additional payments to other posts/ an additional post to cover operation 

work undertaken by the two current positions. 

Team Leader posts at both authorities have a significant amount of operational 

responsibility and with large teams reporting to them.  It is felt there is not great 

scope to create larger teams as this could not be managed effectively by a single 

team leader. 

Revenues and Benefit Staff are mainly working on a demand (transactions and 

provision of advice) basis and by combining teams this does not mean a reduction in 

that demand.  What is considered is that by creating a bigger service some work 

currently undertaken by authorities could be done once and you gain more resilience 

in dealing with demand. 

6.3. Systems – it is likely that the systems currently supporting the delivery of services will need to 

be reviewed to enable services to be delivered on a shared basis.  In this section:  

 Identify the systems currently used to support service delivery, their purpose and the costs 

of running these systems. 

 Identify systems that will need to be changed, upgraded or merged to support the 

implementation of the preferred option identified in 6.1 above.  Provide estimated costs for 

the system changes required. 

 Identify the expected costs of running systems once changes/upgrades etc are complete. 

 Identify any keys risks that arise from planned changes to systems. 

 Identify the key activities required to implement the system changes. 
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The main issue here is the authorities currently use two different ICT systems to deliver the 

service.  Details are contained in the IT Business Plan.  This plan highlights the systems 

currently being used by each authority with indicative implementation and saving figures 

involved by procuring one system for both authorities.   

Indicative figures show for one supplier a capital investment of £180,000 with annual 

revenue savings of £86,000, this has to be tempered as they are indicative amounts and 

until the exact service model is known to suppliers they can not really give  accurate 

costings.  

The investment costs do not account for the significant internal staffing costs involved in 

transferring to a new system and the need to hire agency staff etc to cover this workload, 

the cost of redesigning processes, letter templates, payment procedures and system 

interfaces.  In additional with such a large project there will be implications on performance 

and a high risk of backlogs of work occurring effecting customers.  When EDDC moved IT 

systems to its current system its council tax collection rate fell by nearly 2% and arrears 

levels increased by over £1m, we also had significant backlogs in benefit work. Many 

authorities, including SSDC having experienced significant service delivery issues in changing 

systems.  The impact of migration can be mitigated to some extent if the project provides 

sufficient financial resourcing to employ external staff to maintain the service during the 

implementation project period.  A full cost benefit and impact analysis is required for each 

option. 

7. Timescales 

The timescale for the implementing shared service delivery will be dependant on a number of 

factors including the complexity of the changes required to business processes, the extent of the 

staffing structures proposed and the number of systems changes required. 

Provide a high level plan for the implementation of shared service operations and list the factors 

that determine the timescales required for the change. 

 

Having regard to the above it has not yet been possible to develop a high level plan. 

It is considered that at this stage it would not sensible to build any savings from a 

combined redesigned service into 2011/12 budget; however by taking the final option of 

sharing elements of the service and the services working together where it can then an 

objective should be set to set a combined service saving of between £30k to £50k for 

2011/12 budget year with further plans drawn up when more certainty is known over the 

risks and dependencies identified in this paper. 

8. Costs 
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Populate the table below with the costs of providing the service currently and under the preferred 

shared option. 

Cost of Service Delivery (£k) SSDC EDDC Total Shared 

Staff Costs £1,142,790 £1,568,640 £2,711,430  

Non-Staff Costs £356,580 £382,530 £731,910  

Total Costs £1,499,370 £1,951,170 £3,450,540  

Note: 

SSDC staffing costs do not include the corporate contact centre element, which is included in the ICT 

business plan, or the generic customer advisor resource in the 9 area/community offices as they are 

indirect costs. 

 The service costs for both councils are off set in part by government grant for the administration of 

benefits and business rates – this income is not shown above.  

 

Detail the costs of implementing the preferred option.  Note – exclude any potential redundancy 

costs; these will be managed by Human Resources. 

Item / Description Cost (£k) 

  

  

  

  

 

 9. Dependencies 

Some of the activities within the implementation plan may be dependant on work done within other 

services.  There may also be reliance on work that is not within the direct control of either SSDC or 

EDDC.  Identify these in this section. 

 


