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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".
Specification of Requirements:

the technical and process specifications to support the development and implementation of a working solution. 
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Management Summary

The key objective of the FAME programme is to establish a framework for inter-working between government (local and national) authorities and the agencies they use to provide services to the citizen. The partners involved within this strand along side London Borough of Bromley are RSL’s operating in the Borough, Citizens Advice Bureau and other voluntary organisations. CIBER UK is the Technology Partner for this strand.

The Housing and Benefits Project will be comprised of several related initiatives designed with a common purpose of improving the information flow and collaborative working in the Housing and Benefits arena.  Whilst addressing different problems, they all share a common set of goals;

· Being of national significance

· Delivering real business benefits

· Creating innovation in information sharing

Projects already under consideration for this stream include; Housing Benefits system integration, Housing Evictions and integration with the Department of Work and Pensions. 

The Housing Eviction process meets the above criteria and is the first sub-project ready for development. It has been chosen as an exemplar of an end to end solution for business processes in this area because;

1) To deliver the new Housing Evictions process requires new facilities and capabilities.  These will be delivered in a generic way so that future business changes may be more easily and cheaply introduced.  Specifically the facilities would include:

· Integration with Bromley’s CRM  and Social Services System (LINKS)

· Provision of interfaces to Housing Eviction files

· Provision of  event acknowledgements 

· Attachment of supporting documentation

2) It addresses in itself a high profile business issue with national applicability; namely the aim to minimise the number of housing evictions and the prosecutions concerned with this process and to make this area of work as efficient as possible.

3) It will provide a valuable ‘early win’ from the project, enabling dissemination and  national engagement to proceed quickly 

This document provides a summary of the investigations into and analysis of the Housing Evictions process, the role played by the facilities identified and the recommendations for a phased approach to this element of inter-working. The costs of the key facilities referred to above are broken down by function in the costs section of this document.

1 Background

The Framework for Multiple Agency Environments (FAME) is an ODPM national programme involving a consortium/partnership of public sector organisations to develop and implement a range of joint agency services in a ‘multi-vendor’ environment to the customers of those services.

There are ten project strands within the overall FAME programme; Housing & Benefit Inter-working is one of the project strands. London Borough of Bromley will be the lead authority, the other partners in this strand include; Broomleigh, Affinity, London & Quadrant, English Churches Housing Associations, the London Boroughs of Croydon and Bexley, Age Concern and the Citizens Advice Bureau.  CIBER UK is the Technology Partner for this strand.

At present, when an eviction process is instigated for a tenant in a Housing Association residential property, a number of partner care organisations are notified.  The organisations include the Local Authority Social Care team, Housing team, Community Services, Homeless Advisors and Voluntary Organisations.  The current method for communication is fragmented across phone calls, faxes, emails, letters etc.

It is generally accepted that the process would be more efficient, and the citizen’s interest’s would be better represented, if the process were formalised through a standard automated process, common information provision and guaranteed deliver mechanism.

ExSEL was developed as a tool to support such inter-partner processes.  Some work has already been started to develop the ‘Notification of Potential Eviction’ Event within ExSEL.  However the process developed was not fully developed or implemented and so is not in production.

Consequently, as part of the Housing Strand, the London Borough of Bromley (LBB) has asked CIBER UK to propose a method for designing a solution to the Eviction Processes.

This document outlines the finding from the findings based upon comments received and workshops with key staff at London Borough of Bromley and respective agencies.

2 Approach

The approach taken establishes the current working practices and procedures within the London Borough of Bromley departments with its respective organisations/agencies for the Housing Evictions process.

Once the current landscape has been determined (business and technical) then future processes and system solutions can be developed, which will allow benefits to be gained with the sharing of information and departments/agencies working collaboratively.

2.1 The Re-design Process
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The general approach to process analysis is described by the following diagram:
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2.1.1 Understand the As-Is

In this activity the emphasis is to understand how the process is currently conducted and identify the current roles and responsibilities involved in the process. The key process steps were documented and analysed for flow problems, low value add and causes of poor performance. 

2.1.2 Measure the Existing Process

The key performance indicators for the process are analysed. This indicates the effectiveness, efficiency and adaptability of the process. These are for the whole process. Peaks and troughs are also documented indicate seasonal or daily variations.

2.1.3 Design the To-Be Process

This activity involved the re-design of the existing processes to eliminate the process flow problems and bottlenecks. The approach is generally top down, looking first at the overall inputs, outputs and outcomes. For each process step there needs to be an estimate of new performance metrics.

At this stage new roles and responsibilities can be determined and new job roles identified. This will include changes to the levels of delegated authority and escalation paths. These can be documented and the requirements for training and recruitment to fill these can be determined.

2.1.4 Document the Process

Each step in the process needs to be documented.

2.1.5 Validate the Process

This involves testing the revised process in a workshop environment to obtain buy in from all participants. Alternatives may be investigated and the expected performance measures can be validated.

2.1.6 Implementing the Revised Process

Within any value project there will be multiple processes to be supported. Each will be a combination of manual and automated processes, for some the processes will already be supported by existing IT solutions, others will require the deployment of new internal systems (both manual and automated) and some will require modifications to the way LONDON BOROUGH OF BROMLEY work with Partner organisations.

The re-use of common process models will allow us to build and re-use common support facilities across an increasing range of service instances. Each project therefore becomes an exercise in adding facilities to an existing base rather than a complete rebuilding.

Each project will also involve new roles and responsibilities being embedded within the organisation by deploying technical and attitudinal training. But over time the degree of change required for each new service or additional responsibility will reduce as they will become marginal extensions to the existing way of working.

2.2 Evaluation of technical options

In parallel to the business process mapping an evaluation of the current technological landscape will also be undertaken, which will allow mapping out the future technical landscape. This will involve discussions with the authorities, agencies with their respective system suppliers to establish the options and outline the feasibilities of each these options.
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3 Housing Eviction ‘As-Is’ Process

3.1 Swim-lane Activity Process Flow

Initially, a set of process flow diagram were designed based upon a high level understanding, these would then be validated by the departments/agencies to whom the process impacts.

The following diagrams illustrate the current processes for the Eviction process within London Borough of Bromley’s area. The process was split into two,

· Notice of POTENTIAL Eviction

· Notice of Eviction

The information was initially presented in the form of swim-lane diagrams, which identify the participants within the process and the activities the department/agencies perform within the process. The diagrams were supplemented with descriptions of the process flow, so that a common understanding of the procedures could be obtained. 

This information was presented to the respective departments and agencies who were involved within the process so that they could provide validate the information presented.
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The above swim lane diagram attempts to illustrate the events and activities that occur when an citizen of London Borough of Bromley, who is accommodated in one the local Housing Associations/RSL’s properties, has been identified for potential eviction.

We have identified and shown two scenarios, but there could be more that are related that we would like your help in identifying, and we need to identify them.

Scenario 1:  Non-Payment of Rent 

1. The citizen has consistently failed to pay their rent to their RSL

2. RSL notifies the citizen of their potential eviction

3.1. The citizen challenges the potential eviction with the RSL

3.1.1. If the challenge has been successful then the RSL agrees to close the case

3.1.2. If the challenge has not been successful then the RSL’s continues the process of eviction

3.2. The citizen does not challenge, the RSL continues with process of eviction

4. If process of eviction continues then RSL’s will notify various departments/agencies

4.1. The Benefits department are notified

4.1.1. Check on the status of the citizen, if they are due to receive or are receiving benefit

4.1.1.1. If citizens benefit claim is outstanding then inform the RSL and close case

4.1.1.2. If citizen benefit claim is completed, then check the blockage

4.2. Housing department is notified – What action do you take?

4.2.1 Contact household and advise to make appointment for interview with HPU

4.2.2. Make enquiries, try to prevent eviction by negotiation with HB,H/Hold, RSL

4.2.3. If unable to prevent eviction, and decision made on h/hold’s application that homeless unintentionally 

          LBB would accept for rehousing and provide temporary and permanent rehousing

 4.2.4.If decision on h/hold’s application that intentionally homeless, temporary accommodation only

                would be provided if necessary and if household has dependent children then referral would be made 

                to Social Services Children and Families at appropriate area office.

4.3. 
Social Services Children’s and Families department are notified

4.4. Social Services Community Mental Health department are notified

4.5. Social Services Adults Learning Disabilities department are notified

4.6. Social Services Child Protection department are notified

4.7. Citizens Advice Bureau (CAB) department are notified

4.8. Age Concerns are notified

4.9. Supporting People are notified

Scenario 2:  Complaint regarding environmental health issues

Response from Environmental Health and Trading Standards:
one of the example scenarios given relates to Environmental Health but I am not sure how you see us becoming involved in the eviction process. The flow chart shows us notifying the RSL'S of a potential eviction after enforcing the complaint.  We wouldn't really have any involvement in the eviction process other than perhaps providing the RSL with evidence if we had witnessed any tenancy breaches and the RSL was progressing to Court with the eviction.

1. The citizen has not maintained  their residence to the standard that is required and/or constant noise disruptingare being a social nuisance  the neighbours 

2. RSL notifies the citizen of their potential eviction

2.1. The citizen challenges the potential eviction with the RSL

2.1.1. If the challenge has been successful then the RSL agrees to close the case

2.1.2. If the challenge has not been successful then the RSL’s continues the process of eviction

2.2. The citizen does not challenge, the RSL continues with process of eviction

3. If process of eviction continues then RSL’s will notify various departments/agencies

3.1. The Benefits department are notified – Does this happen where payments are being made?

3.1.1. Check on the status of the citizen, if they are due to receive or are receiving benfit

3.1.1.1. If citizens benefit claim is outstanding then inform the RSL and close case

3.1.1.2. If citizen benefit claim is completed, then check the blockage

3.2. Housing department are notified

3.3. Social Services Children’s and Families department are notified

3.4. Social Services Community Mental Health department are notified

3.5. Social Services Adults Learning Disabilities department are notified

3.6. Social Services Child Protection department are notified

3.7. Citizens Advice Bureau (CAB) department are notified

3.8. Age Concerns are notified

3.9. Supporting People are notified



The above swim lane diagram attempts to illustrate the events and activities that occur when a citizen of London Borough of Bromley, who is accommodated in one the local Housing Associations/RSL’s properties, is notified of eviction.

1. The RSL will officially informs the citizen, local authority departments and agencies of a citizens eviction

2. RSL notifies the citizen of their eviction

2.1. The citizen appeals the eviction with the RSL

2.1.1. If the challenge has been successful then the RSL agrees to close the case

2.1.2. If the challenge has not been successful then the RSL’s continues the process of eviction

2.2. The citizen does not appeal, the RSL continues with process of eviction

3. If process of eviction continues then RSL’s will notify various departments/agencies

3.1. The Benefits department are notified

3.1.1. Check on the status of the citizen, if they are due to receive or are receiving benefit

3.1.1.1. If citizen’s benefit is being paid then close stop the benefit 

3.1.1.2. If citizen benefit is being paid and an over-payment has been made then re-claim the money

3.2. Housing department areis notified

3.3. Social Services Children’s and Families department are notified

3.4. Social Services Community Mental Health department are notified

3.5. Social Services Adults Learning Disabilities department are notified

3.6. Social Services Child Protection department are notified

3.7. Citizens Advice Bureau (CAB) department are notified

3.8. Age Concerns are notified

3.9. Supporting People are notified

For each of the processes (Notice of Potential Eviction and Notice of Eviction) please enter the information. It is important that this information is entered, which allow us to ensure where we can focus on for the ‘Vision’ phase of this project.

Please indicate the following,

	Volumes:

How many of these cases do you get?
	Approximately 150 referrals per annum

Approx 18 a month this year.


	SLA’s:

When does each of these need to be completed by?
	When we are about to apply for a eviction warrant is when we notify Social Services and HPU.

	What Policies need to be followed/adhered to for this process.
	From a RSL point of view, our own policies and procedures.

	What systems are currently involved within the process?
	Letter or email.

	Are there any existing initiatives currently being planned to improve the current processes/systems?
	From the RSLpoint of view, the key lies at the Social Services end of the process. If they can have a “front entry” which can direct the notifications to the appropriate sections it will work.

	Any other information/comments
	



3.2 Findings from Workshop 

A workshop was organised to develop a common understanding of the current processes, identify and agree the current issues/bottlenecks within the process and design a new process.

3.3 IGOE Diagrams

The format of the workshop was based upon developing IGOE process diagrams. 

· Input = 
Something Utilised, Consumed or Transformed

· Guide = 
Something that determines how or when an activity occurs but is


not consumed

· Output = 
Something that is produced by or results from an activity/process

· Enabler = 
Something (person, facility, system, tools, equipment, asset or


other resource) utilised to perform the activity

The following process map is the output workshop of the Notice of Potential Eviction and Notice of Eviction.




3.4 Issue with Current Process

The issues identified with the current process are,

	Issue
	Comment

	Insufficient information on the tenant
	The tenant may be receiving other services from the council (E.g. Social Services), this information is not readily known to E.g.


Homeless Person Unit


RSL’s

	Other agencies are not being informed of tenants potential eviction or eviction itself
	Agencies providing services or are required to re-house the tenant do not know of the eviction, therefore ability to plan to re-house the tenant or prevent the potential eviction from happening

	RSL’s are not able to reliably communicate when notifying agencies of eviction 
	RSL’s cannot determine if the information sent of the eviction has been received and also acknowledgement are not being received from  the agencies E.g. Current E-mail distribution list is outdated

	Tenant are visited by more than one agency regarding their potential eviction or actual eviction
	Each agency would arrange to visit the tenant separately, If more than one agency is involved, which leads to duplication of effort and information gathering

	Information is being shared by sending letters, email, fax etc
	The mechanism for sharing information is manually intensive and is not done at the right time 


3.5 Future Processes

Once the current processes were mapped out and the key issues identified then a new set of processes were mapped, which attempts to streamline the process, acknowledges that information needs to be shared at the appropriate stages.





4 Requirements Register

Based upon the workshop findings and interviews with key personnel a list of requirements has been derived. The requirements register outlines a list of functionality that the users want the system to perform. The priority has been based upon MoSCoW


Must or Should or Could

The following table list the requirements identified for the Housing Evictions process.

	Req. no.
	Cat 2
	Requirement
	Source
	Business Benefit
	Priority

	1
	NPE Event
	Create a event message to Notify agencies of a Tenants Potential Eviction from an RSL's property
	Workshop 15-09-03
	One standard event/message sent to Interested Parties. Information derived from RSL's system (e.g. Broomleigh) or entered onto a event form in ExSEL
	M

	2
	NPE Event
	Send a Notice of Potential Eviction message to interested parties - configuration of Broker
	Workshop 15-09-03
	Agencies are notified early in the process, at the same time and have all relevant information to process the case
	M

	3
	NPE Event
	Interested parties receive the Notice of Potential Eviction event message - configuration of Client
	Workshop 15-09-03
	Interested parties will have subscription rights to view all the information
	M

	4
	Additional Information & Attachments
	RSL's and Interested Parties to attach documents to the event messages to provide or support evidence or the Notice of Eviction Case
	Workshop 15-09-03
	To support the case for eviction then information can be attached to the message, to avoid duplication of information and/or re-key of information 
	M

	5
	RSL Integration
	Process the interface file from the RSL's system(s) of the potential evictions to develop messages for the respective recipients
	Interview with RSL 
	RSL's do not have to double enter the details into respective systems.
	M

	6
	Links Integration
	Automatically update LBB Social Services system to indicate a change of circumstance of the tenant being evicted 
	Workshop 15-09-03
	Avoid the re-key of information, automatic update of the clients records plus updating the Care Managers workload
	M

	7
	NPE Acknowledge, Track and Alert
	On the delivery of a Notice of Potential Eviction message and with the user opening the message the system responds with a 'Read Receipt' message back to the originator
	Interview with RSL
	Automatic response back to the originator (e.g. RSL) after the recipients have opened the original message
	M

	8
	NPE Acknowledge, Track and Alert
	Interested parties acknowledge the receipt of the messages sent
	Workshop 15-09-03
	Interested Parties send an acknowledgement of the Notice of Potential Eviction message to provide assurance to the RSL's that they have received the message and read the information inside the message. 
	S

	9
	Links Integration
	Return the name of Care Manager to the NPE Event
	Interview with RSL
	Return key information back to the originator of the event
	S

	10
	CAB Integration
	Automatically update Citizen Advice Bureau's AIMS system of the potential eviction
	Interview with CAB
	update the Citizen Advice Bureau's AIMS system, to inform them that an event has occurred and appropriate action needs to be taken
	S

	11
	NPE Event
	Interested parties respond to the Initial Notice of Potential Eviction message 
	Workshop 15-09-03
	Interested parties respond to the initial Notice of Potential Eviction message, to clarify the information and/or request for additional information
	S

	12
	Additional Information & Attachments
	Interested parties request for additional information/evidence to support the case or prevent the case for eviction
	Workshop 15-09-03
	The interested parties request supporting information regarding the eviction
	S

	13
	Joint Visits
	Create a message to arrange joint visits. The message will state suggested dates and times, purpose of the visit, location. 
	Workshop 15-09-03
	Avoid the tenant repeating the information to the agencies and also avoids respective agencies capturing the same information
	S

	14
	Joint Visits
	The invitees to the joint visit can acknowledge the appointment of visit
	Workshop 15-09-03
	Interested parties ensure that they can attend the proposed dates/times of the meeting
	S

	15
	NPE Acknowledge, Track and Alert
	ExSEL generated e-mail message to alert users that a Event message has been received in the receiving system
	Interview with RSL
	As well as delivering a  message an e-mail alert is sent to inform the user that a Notice of Eviction message has been sent
	S

	16
	NPE Acknowledge, Track and Alert
	Track the acknowledgements received/not received from Interested Parties for the initial Notice of Potential Eviction message sent
	Interview with RSL
	RSL's can check which interested parties have received, opened and acknowledged the receipt of the Initial message. RSL are not left waiting of the intent to evict has been acknowledged
	C

	17
	NPE Acknowledge, Track and Alert
	Raise an alert (e.g. e-mail message) if the interested party has not acknowledged receipt of the initial Notice of Potential Eviction message within a specified timeframe
	Workshop 15-09-03
	RSL's can be assured that messages they have sent then the interested parties are alerted of the potential eviction
	C

	18
	Additional Security
	Information shared is of sensitive nature, therefore the data needs to be encrypted to ensure tight security and also only the people who have the appropriate rights to view I can
	Workshop 15-09-03
	To ensure that information that is going to be transported and/or stored then the information must be secure
	C

	19
	Email Alerts
	Auto-generate an e-mail message to notify the correct agencies of the potential eviction.  E-mail to be generated after successful search in LBB's Social Services system
	Interview with RSL 
	Message can be viewed in the recipients e-mail system, without the need to log onto another system. May have to log-on to another system see more detail of the eviction
	C

	20
	Housing Integration
	Automatically update LBB Housing system to amend the status of the tenants status if tenant has been evicted
	Workshop 15-09-03
	Avoid the re-key of information
	C

	21
	Joint Visits
	The party initiating the Joint Visit can track the responses to the invitation
	Workshop 15-09-03
	Visits are coordinated with all interested parties, this mechanism assist the parties to establish this one visit
	C

	22
	Joint Visits
	The invitees can suggest alternative dates/times/location of the visits
	Workshop 15-09-03
	If the proposed dates/times are not suitable then provide the opportunity to develop new date and time
	C

	23
	Joint Visits
	Ability to trace the joint visit to the initial Notice of Potential Eviction message
	Workshop 15-09-03
	Ensure traceability of the event
	C


5 System Outline
This section provides a high level architecture to support process improvements identified for the Notification of Potential Evictions process in LBB.  The major components in this architecture are ExSEL which is a message broker designed specifically for local government requirements and the existing systems in each of the organisations, agencies and departments involved in this aspect of the evictions process.

The following describes each of the components and, where they exist, the interfaces that are to be used to improve the processes.

5.1 High Level Architecture 

This section details the overall architecture and identifies the major components of the system.  The diagram below shows the major components of the proposed process and the interactions between them.  
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Figure 1: Architecture Overview

5.1.1 Example process supported by the proposed architecture

· The Housing Association (HA) performs internal processes that result in a potential eviction.

· The HA raises a Notification of Potential Eviction in their internal system.

· The HA’s internal system, generates (through an ExSEL Gateway) an ExSEL Notice of Potential Eviction message Event.

· ExSEL Broker provides a mechanism to allow other organisations to subscribe to NPE messages, and forwards the message on to all subscribers.

· As each of the subscribing organisations read the received message, an automatic “read” message is sent to the originating HA.  Providing confirmation to the HA that the organisation has received and someone has read the message.

5.2 Message Broker – ExSEL

ExSEL was originally a message broker build on the SunOne Integration server.  The ExSEL broker has been re-engineered as a fully open J2EE application utilising eGIF compliant XML messaging.  The client is also build on the J2EE platform, and provides a multi organisation front end system called ExSEL partner.  

Messages can be sent to ExSEL directly from a back office system.  The message must be in the correct format, compliant with the ExSEL published XML schema.  If there is not an appropriate mechanism available to enable the organisations back office system to generate ExSEL compliant messages, then the ExSEL Partner application can be configured for an organisation to allow web based creation and publication of events and handling of incoming subscribed events.

Both ExSEL Broker and Partner are full ‘n’-tier J2EE component based applications.  Broker and Partner rely on a database to store data, workflow and security information.  It is compatible with a number of databases including Oracle 8 and 9, Postgress and will soon be enabled for Microsoft SQL Server.  

The Broker and Partner are described in more detail below.

5.2.1 ExSEL Broker

The ExSEL Message Broker is a system that facilitates the trading of key information relating to an event between partners and organisations. ExSEL provides a solution to facilitate information flow between the partners, by brokering information through a focal point that manages the partners rights to sent (publish) and access (subscribe) information. The solution ensures that only authorised Partners can participate and that they have appropriate permissions to send and access specified information. 

ExSEL controls security by allocating different levels of privilege to user sign-on.  All messages are protected using 128bit encryption in Secure Socket Layers.  This provides a level of confidence and non-repudiation of messages.  Message transfers are audited and can be monitored through management reports.  Should systems be unavailable then they are held until the systems come back up and the originator is informed of the delayed delivery. This means access to sensitive assessment information can be tightly controlled.

ExSEL has adaptors that can connect using eGIF compliant XML message standards, to partners’ systems.  The message broker contains workflow and rules to control the flow of information between partners using a ‘publish and subscribe’ model.  Business Events cause structured messages to flow between the partners containing the information normally sent via fax, phone, letter or email.  Late delivery can cause alerts to the originator according to pre-defined service level agreements.

The use of such standards minimise the development overhead on organisations when they opt to participate. 

XML Messaging solution provides significant benefits over an email, fax or postal solution:
· E-GIF compliance

· Easier to integrate directly with existing systems – the XML data is structured so it can be processed electronically, whereas email tends to be less structured, requiring manual processing

· More robust through the use of a store-and-forward mechanism

· More secure through the use of digital signatures and signed messages

5.2.2 ExSEL Partner

In addition to connecting to existing systems, ExSEL has a Web based User Interface called ExSEL Partner that allows agencies that lack a system to work with their partners.  The Interface can also be used to gain benefits more rapidly and pilot new ways of working, by implementing new business processes across partners without costly and time-consuming systems integration development.  This Web Interface can run on PCs as well as mobile devices such as PDAs. 

ExSEL Partner can easily be configured to provide an e-Form to support any number of simple and complex ExSEL events.  A single installation of Partner can securely support many organisations, each with individual look and feel and compartmentalised data to keep all messages and other sensitive information secure.

Partner acts in the same way as any other system that publishes or subscribes to ExSEL.  However to provide the dynamic e-Form capability, the schemas for Partner are a specialisation of the ExSEL event schemas.  These may not be suitable for other client systems, but client systems must comply with the Partner XML schema, to send events to organisations that use Partner to deal with event messages.

5.2.3 ExSEL Gateways

Where an authorised partner system has the capability to integrate with external systems, it is a great benefit to generate ExSEL messages directly from that system.  In some cases, the system may not be able to generate an ExSEL compliant XML message, or indeed may not be able to generate XML at all.  In these cases, there is an ExSEL module called a Gateway that will take in data in the format that the partner system can generate, and transform the data into an ExSEL compliant XML structure.  

The Gateway can operate on behalf of subscribers and publishers, translating outgoing data to ExSEL format and incoming data to the required proprietary system format respectively. 

The gateways uses industry standard XSLT (Extensible Style-sheet Language Transformations) to transform XML to the required data format.
5.3 Housing Association (HA or RSL) Systems

The main HA in the borough of Bromley is Broomleigh.  Many of the other HA’s are smaller in size and will have fewer messages to be sent.  Therefore in many other cases the interface to ExSEL will be through the ExSEL Partner  web based application interface.

In the case of certain HA’s (such as Broomleigh), an interface can be developed to integrate the existing system to generate an ExSEL message and consume and process the read acknowledgements from ExSEL.

5.3.1 Broomleigh Technical Environment

Broomleigh use a housing management system called In house from Comino.  This manages all of the housing related functions such as accounting, repair job management, rentals, household membership, property management.  The Comino system is build on an Informix database with the application logic written in Informix 4GL.  The whole system runs on Unixware on an Intel  fujitsu 4 CPU server.

There are no application interfaces (APIs) available for Comino In House, but it is possible to create an interface using file import and export.  This is the mechanism currently used to provide external integration with the system.

5.4 LBB Social Services - LINKS System

LINKS is a software system developed by CIBER for the UK Local Authority marketplace.. The system is web based and it embodies Customer Relationship principles.

The LINKS system is modular in form, encompassing:

· Customer Service Centre facilities

· Environmental Health Services

· Knowledge Management

· Social Services 

· Electronic rollout of facilities to the public

The LINKS CRM system is a web-enabled application that provides a customer centric, unified service centre. It is based on the use of e-Point, a CRM system from Edify (part of S1 Corporation).

LINKS is based on ePoint which is a Microsoft Com based application with an ASP web based user interface running on a Microsoft IIS (Internet Information Server).  As part of the LINKS application, there is an XML over HTTP API to allow functions to be called and processes and workflows initiated within the CRM system itself.

The underlying database in LINKS is Oracle however the ePoint application completely encapsulates this and the database should not be accessed for update directly.  It is possible to extract data from the database, but the recommended route is via the LINKS application or API.

5.5 Citizen Advice Bureaux (CAB)

The CAB currently run a largely paper based process for dealing with the support of citizens with potential evictions.  This is being supported soon with a new IT system called AIMS (Advice & Information Management System) from LASA (http://www.lasa.org.uk/aims/index.shtml) .  


AIMS is based on the Microsoft Access application and provides case centric management for the CAB.  

5.6 Homeless Persons Unit

Having spoken with end users of the HPU system, it was possible to get a high level overview of the processes that are in place.  It was not possible, however to gain access to staff with in depth technical knowledge about the system and it’s interfaces.  Therefore it is not possible at this time to complete this section or make any recommendations of a suitable solution.

Therefore the recommended approach is to assume the HPU will us the ExSEL partner application to send a receive events.  Taking this approach will allow a gateway to be implemented in the future.

After interviewing key staff, it is recommended that, in the first phase, the CAB utilise the ExSEL Partner client application to interact with ExSEL messages.  This will allow the implementation of the AIMS system to be completed.

Appendices

A Workshop Meeting Notes 

	

Minutes of Meeting

	Subject:
	LBB Housing Evictions 

	Meeting No:
	LBB Housing Eviction Workshop
	Date Held:
	15/09/2003

	Present:

· Caroline Ishola-Burrows – LBB

· Sue Essler – LBB

· Paul Blackaby – Broomleigh HA

· Janice Taylor – LBB

· Anita Gummerson – LBB

· Chris Dawson – LBB

· ????  - LBB Social Services (Disabilities Unit)

· Grace ??CMHT Lorien House user

· Paul Streeter - Ciber UK Ltd

· Raj Vatte – Ciber UK Ltd
	

	Distribution:
	Those present
	
	

	Minutes By:
	Bill Boyall and Rajendra Vatte
	No. of Pages:
	1


1. Apologies for Absence

2. Minutes of Previous Meetings

	There had been no previous meetings on this matter.
	


3. Matters Arising

As-Is:

	· RSL working with out dated distribution list

· HPU get notification at Eviction when a warrant is applied for.

· SS do not get notification of Potential Eviction.  The tenant usually contacts them. 

· Care manager should be notified

· Service users also are not aware of eviction/letters used

· Benefits are notified at Actual Eviction (not potential) by RSL and use systems to determine the status of benefit claim.  Prior to this an informal process where the RSL talks to Liberata takes place.  This needs checking with other RSLs.

· RSL do not notify CAB or Age Concern

· RSL’s are working closely with Liberata to establish benefits status 

· There are initiatives in place or to be started which try an establish areas where the problems exists in LBB (e-Forms etc) with Evictions

· % of Eviction for non-payments is small  However, most evictions are for non-payment rather than other reasons.

· HPU

· HPU generally find out thru citizen, HPU officer,or their advocate etc

· Information they would require is

· Contact details (data)

· Family compositions (data)

· Supporting information such as reason and steps taken to date.

· If children then SS notified by HPU

· HPU will arrange interview at the HPU to assess situation

· Assess case and try to prevent the eviction, e.g. calls to Liberata

· Refer to CAB specialist team if Rent arrears

· Prevent eviction does happen, generally for Benefit arrears (ideally this is scenario is designed to prevent this)

· Re-house the citizen if it is un-resolvable with RSL’s

· Smaller RSL’s will not notify on potential evictions only on actuals

· Government statement -> Cannot place into local authority housing for families with children in Temp accommodation for min 6 weeks. 

· Liberata are going to start to inform RSL Broomleigh about the benefit status etc

· 60% of all Tenants are on full benefit

· 20-25% on partial benefit

· Broomleigh has a Tenancy Sustainment team (funded by supporting people), cases referred to this team, before eviction notification (see action 1)

· Care management manager refers to Tenancy Sustainment team to support the person 

To-Be:

· RSL notify interested parties when they have applied for a warrant

· Contact CAB early in the process to assist the citizens of their potential eviction

· Alert renewal of citizens benefit RSLs should be told of renewal dates for Benefits to prompt for action rather than await cessation of payments.

· Once interested parties have been notified, it would be appropriate for a response back to RSL’s

· HPU receive up to 150 a month potential evictions 

· SS possibly cannot handle the potential eviction early in the process, due to their workload/demands

· RSL’s Notify

· HPU

· SS

· Benefits

· CAB?

· Age Concern?

· What is Broomleigh’s policy on what information they can have, this could allow them too short-cut to who the care manager is? – Raj – Should this be Action 3?

· RSL’s will only provide Name, address and now they are looking towards gathering more information and providing more to the interested parties

· Joint Visit to be considered i.e. Social Service + Homeless Person unit

· Could do Joint Interviews if the person is visiting Housing dept.

· Attachments of documents + e-forms into ExSEL, may need to have consent/authorisation.  Need to be able to share DPA agreement between agencies.

· Inform Liberata/Exchange regarding benefits case is closed, Broomleigh currently OK but the other RSL’s cannot currently process this

· Look into Tenancy Sustainment Team into more detail

· Check the letters that are sent-out if they can provide additional info. i.e. Contact CAB

· Legal status of tenant post court order – tolerated trespasser.  This diminishes their legal standing but has no impact on the process.  Raj This should be in the As-Is.

4. Other comments

· Broomleigh Tenancy Sustainment group We need to understand their involvement/processes This is already an action

· Vulnerable people could receive Tenancy Support for early assistance on the associated problem

· Housing benefit Info needed for Age Concern, CAB (already users of ExSEL) can provide guidance/information to citizen Action for us to talk to them about this?

· Check Age Concern/CAB have been given as source of advice early in the process by RSL

· RSL’s could hold more information on Tenants and will allow RSL’s to inform the Carer’s

· Attachments of DPA + signatures for releasing info

· Outbound e-mail for Proactive notification

· RSL’s to inform Liberata of end-of tenancy. Statutory requirement – avoid over-payment.
	


5. Any Other Business

No other business was raised.

6. Date of Next Meeting

It was agreed that no follow up meeting was required. Of all parties.  However follow-up interview will be required.

	Summary of Meeting Actions


	No.
	Action Description
	To

	1. 
	Meeting to be arranged with Broomleigh Tenancy Sustainment Team
	Paul Blackaby

	2. 
	How does the Tolerated Trespasser impact the process
	Chris Dawson

	3. 
	
	

	4. 
	
	


A.1 Tenancy Sustainment Meeting 

	

Minutes of Meeting

	Subject:
	LBB Evictions - Tenancy Sustainment Team

	Meeting No:
	1
	Date Held:
	22/9/2003

	Present:

· Julie Schone - Broomleigh HA

· Richard Bellis – Broomleigh HA

· Ken Holsen – Broonleigh HA

· Raj Vatte – Ciber UK Ltd
	

	Distribution:
	Those present
	
	

	Minutes By:
	Bill Boyall and Rajendra Vatte
	No. of Pages:
	1


1. Apologies for Absence

2. Minutes of Previous Meetings

	There had been no previous meetings on this matter.
	


3. Matters Arising

· The Tenancy Sustainment Team (TST) is made up of the following units

· Mental Health

· Older People

· The current process is

· Take a referral, in general, from anyone, but primarily from the Arrears Team at the HA, and ideally before an Eviction Warrant/Court Order has been applied for

· TST Referral form is completed via the information supplied by the Arrears Team and any other supporting information

· TST then contacts the tenant via a letter to inform them of their service(s)

· If a tenant wants to seek help from TST, then they would respond to the letter. An appointment will be made to see the appropriate TST team member, which is dependant upon the status of the tenant (e.g. mental health, older person etc)

· The visit/appointment will try to determine the reason(s) for the concern raised by the HA after which action plan will be created, the TST team assist with the Tenant to complete to get a resolution on the problem(s)

· Based upon the reason(s) the TST (including the Tenant)  will contact the various agencies/Benefits dept/Social Services Care Manager etc and assist with clearing problem

· For sharing of information between the agencies and departments then consent will be required by the Tenant

· It was noted that once contact has been made then the communication is generally good between the various departments/agencies

· A specific problem could take upto 6-9months to resolve and the case could be closed

· If the problem cannot be resolved and/or the tenant does not want the support from TST then the eviction process would continue

· TST will monitor the progress of the Eviction process and will generally assist the tenant to ensure they are supported through to being re-housed? Also they will work closely with Citizen Advice Bureau

· The court can order a number of outcomes, which could allow the tenant to remain in the same residence, e.g.

· Suspended action

· Tolerated Trespasser 

· Most cases are for Arrears 

General Notes:

· Within the process the Tenancy Sustainment Team should be the first point of contact if an concern has been raised by the HA, who could then collect and assess the information to determine the reason and assist with resolution

· They should have available to them as much information, i.e. If the tenant is receiving Social care, then a Care Managers details must be known

· Care Manager should look not just at the individual’s care need, but also look at the housing issues as well!

· Benefits can provide Interim payments, if the Benefits Claim is going to take a long time to resolve

4. Any Other Business

No other business was raised.

5. Date of Next Meeting

It was agreed that no follow up meeting was required. Of all parties.  However follow-up interview will be required.

	Summary of Meeting Actions


	No.
	Action Description
	To

	
	
	


	

Minutes of Meeting

	Subject:
	LBB Housing Evictions 

	Meeting No:
	1
	Date Held:
	15/10/2003

	Present:

· John Nightingale – LB Bromley

· Angelo Iullino – Liberata

· Natalie - Liberata

· Bill Boyall - Ciber UK Ltd
· Raj Vatte – Ciber UK Ltd
	

	Distribution:
	Those present
	
	

	Minutes By:
	Bill Boyall and Rajendra Vatte
	No. of Pages:
	1


1. Apologies for Absence

2. Minutes of Previous Meetings

	There had been no previous meetings on this matter.
	


3. Matters Arising

Benefits:

	· JN stated that the systems themselves are not the issue but it is how they are used. There is a need to look into procedures.  Benefits have a process in place to respond to HA enquiries within 5 days.  If the HA are not getting information that is required this could mean that they are either not asking the correct questions or are no asking the questions at all.

· Benefits are only involved in the Evictions process, when RSL’s request for the status of the Tenants Housing Benefits application

· ExSEL is currently being used in the Sheffield office where they receive 15-20 Housing Benefit enquiries a day

· Liberata have established eForms that enable people to complete their Benefits forms, this is a faster/efficient method of completing the forms.

· Liberata currently receive 17452 Housing Benefit Claims (which may include Council tax claims) a year

· 43% are Broomleigh HA

· 35% other RSL’s

· There is no legal requirement for Liberata to provide evidence when the RSL’s apply for Eviction warrants

· An interface between Broomleigh HA and Liberata is operating (with the PMAC rent system) to inform benefits of the tenants eviction and to stop the payment.  Payment can be stopped retrospectively if required.  On allocation of a new home, the claimant must re-apply for benefits.

· Benefits provide a fast track service for the largest HA (Broomleigh)

· Most common route for a claim is (the traditional one) through the post.  Fastrack and e-Benefts form are much less frequently used.

· The courts will usually raise a benefits enquiry update before raising the warrant/court order.

4.Other comments

· As there is another project running looking into the Benefits process, then it would be better to wait for the findings of this project.


	


5. Any Other Business

No other business was raised.

6. Date of Next Meeting

It was agreed that no follow up meeting was required. Of all parties.  However follow-up interview will be required.

	Summary of Meeting Actions


	No.
	Action Description
	To

	
	
	


	

Minutes of Meeting

	Subject:
	LBB Housing Evictions 

	Meeting No:
	1
	Date Held:
	15/10/2003

	Present:

· Phillip Dodds – Bromley CAB

· Bill Boyall - Ciber UK Ltd
· Raj Vatte – Ciber UK Ltd
	

	Distribution:
	Those present
	
	

	Minutes By:
	Bill Boyall and Rajendra Vatte
	No. of Pages:
	1


1. Apologies for Absence

2. Minutes of Previous Meetings

	There had been no previous meetings on this matter.
	


3. Matters Arising

CAB Set-up:

	· The CAB office has been organised into tiers to support the types of services they provide.

· 1st Tier is the CAB which provides a number of general services (3 in LBB)

· 2nd tier is for the specialist services E.g. Housing Specialist unit

· The Housing specialist unit will be contacted by either the CAB, LBB Homeless Person Unit or by the tenant 

CAB Process:

· CAB is notified usually 2-3 days before the tenant is due to be evicted - a warrant has already been issued.

· CAB would attempt to obtain an adjournment of the warrant/eviction

· It is not in interest of the RSL to notify CAB of the eviction.  The CAB is seen as the opponent of the RSL.

· CAB would like to be notified earlier in the process, therefore the tenant would get better representation to support their case.  This would avoid the CAB getting an adjournment of the case, which wastes time for everybody.

· Often eviction is scheduled the day after the hearing.

· CAB get approximately 4 cases/month related to evictions

· CAB get approx. 80% of their cases through Broomleigh HA

· Homeless Person Unit ask CAB to provide assistance to obtain/check information

· If the case is from Private Landlords then CAB would check to see if the process has been followed (Section 21 Act)

· CAB attempt to contact/discuss eviction issues with LBB Social Services

· CAB share information, which if of a sensitive nature, between RSL’s and agencies to support their case (e.g. Rent statements)

· HPU will fax referrals to the CAB.  This should only be for tenants that have a warrant.  In reality the CAB do get poor referrals to the housing team, these may require the CAB, but not the housing team part.  These referrals are often at a late stage in the process.

· The HPU do not have a duty to be involved until 28 days from the eviction.  The CAB can be involved with the HPU post-eviction for example in the case of someone being accused of intentional homelessness.

· The Notice of Potential Eviction will not be raised unless a Possession Order exists.  There will, therefore be many more possession orders raised than notifications of potential evictions.

· CAB make enquiries of the HA for rent statements.  These could be presented as an attachment in ExSEL provided the HA have the information in the correct format (digital image) to send as such.

Technical Environment

· CAB Housing team are currently being trained up in ExSEL

· There will be several staff within the CAB (not sure if this is specifically the Housing Team). Using ExSEL.

· Main tool for external communication, calendaring and scheduling meetings is Microsoft Outlook.

· New system about to be implemented is AIMS (advice and Information Management System).  This is an off the shelf software product from a company called LASA (www.lasa.org.uk/aims) contact Phil Woodall.

· Currently the process for the housing team is largely paper based.

AIMS

· Access based database with Client server UI.

· Performs case management, Calendaring, Template for prompted actions, generates a to do list for each user.

· LASA are a Small company who are not very willing to divulge information about their product.

CAB Volumes

· Average 3 eviction cases (with warrants) per week.  This number can fluctuate from none in a week to many more than 3

· 80% of eviction cases are from Broomleigh

Other comments



	


· When the warrant is issued, the Eviction date is set and the papers are issued to the tenant.

· CAB appreciated they would be notified and earlier in the process

· CAB also suggested if they could be notified earlier in the process then they would have time to build a case and would not need to use the first hearing simply to arrange an adjournment.  Additional time, could allow the CAB to identify solutions, to the issues that have resulted in a potential eviction, that might not have been identified or possible if less time was available.

· After the hearing, the court may suspend the matter until it can be fully resolved.  This could mean the tenant must repay arrears at a set amount per month.  The eviction warrant will remain suspended until all costs and arrears etc are fully settled.
5. Any Other Business

No other business was raised.

6. Date of Next Meeting

It was agreed that no follow up meeting was required. Of all parties.  However follow-up interview will be required.

	Summary of Meeting Actions


	No.
	Action Description
	To

	1.
	
	













































































































































































































































































Understand the As-Is  Process





Measure the Existing Process





Document





Validate





Design the To-Be Process











�Information Provided by Homeless Person Unit


�Information provided by HPU


�Information supplied by Broomleigh


�Information supplied by Broomleigh
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