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Document Purpose
 

This document was produced by the FAME Programme to provide guidance and practical examples to all Local Authorities/Partner Agencies for an implementation of Multi-Agency working.  All documents are the property of FAME National Project, and to access these documents you have agreed to the terms and conditions set out in the accessing of these products from the FAME website.
 


For a further description of this document please see the Product Definition below stating exactly what the product is.  For more in depth explanation and guidance please see the FAME "How to Implement and Sustain a Multi-Agency Environment".
Case Study:

an audit of each stage in the new processes compared with how services were delivered previously.  Can apply to an incident within a project – how a problem was resolved – or to a new way of doing business in a particular sector, or to a total reorganisation.

Case Study text for Housing Benefits Interworking

London Borough of Bromley   

Introduction

London Borough of Bromley was looking at the interworking between the agencies involved in the provision of housing, and payment of benefits within the borough.  These are closely related as, by its nature, many of the tenants living in council properties or housing association stock are on housing benefit.  There is considerable interaction between the Residential Social Landlords (RSL) and the benefits office, and as an added level of complexity Bromley had outsourced its housing stock, as well as outsourced the payment of housing benefit.  There was also involvement from voluntary agencies like Age Concern, and Citizens Advice Bureau that might be advising tenants about rent reviews or arrears.

What difficulties, if any, were there with the processes already in place?
Because of the involvement of a number of agencies, and an existing backlog of claims, Bromley was keen to review the underlying process to see if they could be improved.  It was felt that improved communication between the agencies; a better understanding by each of the agencies of the others role; a strategy of “getting it right first time” and an improvement of the underlying processes would bring a number of benefits:

· Reduce the likelihood of evictions

· Reducing the stress on tenants

· Improve the speed of processing of claims and enquiries leading to a reduction in backlog.

The project therefore undertook a series of workshops examining the processes to see where these benefits could be obtained.  During the lifetime of the project, the way in which housing benefit was paid was changed.  Rather than having to reapply each year, tenants were now only required to notify Bromley of moves or changes to income.  This significantly reduced the processing overhead.

What agencies are involved?

· London Borough of Bromley leading the project

· Broomleigh Housing Association

· Liberator – outsourced to handle benefits payments

· Department of Work and Pensions (DWP)

· Age Concern

· Citizens Advice Bureau
· Other Housing Associations in LB Bromley

What level of technology did different agencies have?

The agencies involved ranged form very large to relatively small.  For example Broomleigh has a sophisticated ICT set-up that would support application level integration for the exchange of data.  The smaller Housing Associations were best supported during the pilot through a web browser interface.  Other agencies like the DWP could have supported a number of different approaches, but the browser interface was most easy to achieve in the timescales.

However, as emphasised later, getting the processes right was the most important factor in the project.

What has been the practitioner response?

The practitioners were very enthusiastic during the workshops and through the initial phase of the changes to the processes.  They were also very enthusiastic about technology solutions that were considered in the early stages of the project, but expressed some concern when it was decided that best cost benefit realisation could be achieved with the existing systems and improved processes.

The practitioners saw the value of the improvements achieved overall by the project.  In addition the RSL’s have developed a clearer understanding of what the tenant needs to do for benefits to be paid.

What has been the service user response?

There has been no formal survey of the opinions of the tenants, but anecdotal evidence indicates that they have recognised the improvement in the service.  The ability of the various agencies to check information for them and to readily access information about the progress of their benefits claim is seen as a positive move.

The new processes mean that tenants are less likely to fall into arrears and the reduced backlog means a quicker turnaround.

What key lessons have been learnt?

The most important lesson is that realising the benefits is all about process, process, process!  It is not about adding more technology, but about looking at the way you interact with the other agencies, and seeing how the process can be improved.  If this then requires additional technology then well and good, but the goal is process improvement.  In Bromley’s case the benefits that could be achieved didn’t require additional technology, particularly because of the way in which benefit renewals were handled was changed.

Another area that was seen as very important was that of the Data Sharing Protocols.  For everything to work it needs to be clear what data is going to be shared and who should have access to which elements of it.

The technology involved has moved on significantly over the period of the project.  

Finally communication is very important as well.  Providing updates to all of the agencies on a regular basis helps them to understand what each is doing.  This improved understanding of how each worked then leads to further improvements.  For example Liberator’s call centre is now able to answer some initial questions from the tenants.

What software and hardware was implemented?

No additional software or hardware needed to be implemented.

How would the framework be rolled out across other services?

The experience gained from the project is widely applicable across other services.  The exercise of engaging with the other agencies has been very valuable, particularly the lessons learnt about communication, and the balance between processes and technology.  Bromley would take these lessons and use them for other services across the range.
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