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2. BACKGROUND INFORMATION 
 

2.1 Local councils face significant challenges in delivering high quality customer focused 
services in the context of increasing customer expectation and reducing budgets.  It 
is vital that we explore and develop future delivery models that will improve services 
and achieve the best possible value for money. 
 

2.2 In North Lincolnshire, Customer Services provide frontline LT&B services through 
the wider Local Link service and Contact Centre.  Since 2012 the LT&B back office 
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1. OBJECT AND KEY POINTS IN THIS REPORT 
 

1.1 To approve further progression of work to transform the front and back office 
delivery of Local Taxation & Benefits (LT&B) services. 

 
1.2 The key points are: 
 

• The current delivery model has been in place for a number of years 

• There is a need to redesign the service in response to customer needs,   
budget pressures and saving targets, and the rise of online channels 

• LT&B Shared Service and Customer Services staff in North & North East 
Lincolnshire are already working together to explore the issues 

• There is scope to develop a new ‘Digital First’ service model that will 
improve the service and achieve substantial savings 

• This will involve significant reorganisation of staffing resources and an 
extension of the existing LT&B Shared Service arrangement 

• We will need to secure significant customer take up of online channels 

• The proposal is to progress work to fully develop a new model and the 
implications for future staffing arrangements 

• This work would be incorporated into the wider back office transformation 
programme for North & North East Lincolnshire. 



service has formed part of a shared service arrangement with North East 
Lincolnshire Council (NELC).  

 
2.3 The frontline Local Link service offers customers 1-1 interviews on a drop-in basis. 

Staff help assess customer needs, assist in completing claim forms and check 
evidence.  In addition a dedicated LT&B team within the Contact Centre deal with a 
wide range of enquiries and take payments. Over the years Local Link and the LT&B 
telephone staff have taken on more duties and acquired more specialist knowledge 
to support customers. 

 
2.4 The LT&B back office has teams of specialist staff for Benefits, Council Tax and 

Debt Management. They assess and process claims received, deal with complex 
cases and manage debt recovery.  The shared service arrangement has operated 
successfully for three years. The arrangement has yielded financial savings and 
secured more service resilience through the sharing of skills. 

 
2.5 Both the front and back office LT&B services deal with high volumes of contact and 

cases. As such, they operate in a pressured environment.  Service volumes for 
2014/15 are set out in Appendix 1.  At the same time both services need to achieve 
challenging budget saving targets over the next few years. 

 
2.6 The current delivery arrangements have operated for several years. However, we 

believe this model is not fit for future purpose:   
 

 The frontline service is resource intensive, with LT&B enquiries accounting for c. 
80% of Local Link and 45% of Contact Centre business 

 Most frontline contact is through the more expensive face-to-face channel  
 The spread of specialist staffing resource across both back and front office 

services is expensive and can lead to duplication and inefficiency 
 Some existing processes will not meet the needs of online channels and 

emerging new customer journeys  
 Both the front and back office are at capacity to respond effectively to current 

demand, and any increases in demand create additional pressure 
 This leads to poorer customer service e.g. longer waiting times in Local Links, 

more missed calls, repeat contact, and longer benefit claim processing times 
 
2.7 There are opportunities to modernise and develop the service. Take up of online 

channels to date has been extremely low. The LT&B Shared Service has recently 
installed Victoria Forms – providing a suite of online council tax, benefits and 
change of circumstances forms. The soft launch and promotion of Victoria forms has 
already increased take up of the online channel. 
 

2.8 Changes in legal requirements also offer scope to do things differently.  LT&B staff 
are currently exploring Risk Based Verification (RBV). This computer routine will 
allow a judgement to be made that some claimants will need to produce less 
evidence in support of their claim than others, which should allow claims to be 
processed more quickly giving an improved service to customers.  

 
2.9 At the same time, it is essential that we continue to offer appropriate access 

channels and effective levels of support for our most vulnerable customers and 
those with complex needs. 

 
2.10 In light of these issues, it is timely to review the LT&B service to ensure we are able 

to manage future customer demand on a more sustainable basis.  As the LT&B 
shared service operates across North and NE Lincolnshire it makes sense to work 
with NELC Customer Services which is facing the same challenges. 

 



2.11 Over the last few months Shared Service and Customer Services staff from both 
councils have explored and tested the potential to do things differently.  This has 
included reviewing processes, ‘once and done’ approaches, more use of 
appointments and the promotion of online channels. 

 
2.12 We now believe there is scope to create a new delivery model for both councils that 

will radically modernise and improve the service to customers and yield substantial 
financial savings.  Core to a new model would be: 

 
 A unified and customer-focused multi-channel service - with emphasis on 

‘Digital First’ to maximise take up of online channels   
 Telephone access, advice and support as appropriate to meet customers’ needs 
 Specialist face-to-face support for vulnerable customers with complex needs 
 More seamless processes and transparent communication 
 A move away from drop-in to appointments 
 Extension of the Shared Service function and reorganisation of staffing to 

maximise capacity to resolve customer issues at the first point of contact 
 
2.13 We are now in a position to progress the transformation of the LT&B service further.  

This will include developing a full business case, redesigning processes, defining 
staff roles and clarifying benefits realisation. We propose to take this project forward 
as a workstream and within the framework of the wider North and North East 
Lincolnshire back office hub transformation programme. 

 
2.14 We would aim to roll out a new model on a phased basis from early 2016/17. 

 
 
3. OPTIONS FOR CONSIDERATION 

 
3.1 Option 1:-  

 
• Develop and refine a holistic ‘Digital First’ model and fully integrate the current 

LT&B back office shared service with telephone provision and specialist 
elements of face to face contact.  The principles and main features of a model 
on these lines is set out in Appendix 2 

• Develop and roll out campaigns to drive the majority of frontline customer 
contact to online channels. 

 
3.2 Option 2 : –  Do nothing 

 
4. ANALYSIS OF OPTIONS 
  

4.1 Option 1 is the preferred option. This offers the greatest opportunity to transform the 
service and achieve a range of benefits and outcomes: - 
 
Improved customer access and service 
 

 24/7 access to online forms for customers to complete at their convenience 
 Increased self-service access points 
 Digital assistance available to support customers to access self-service 
 Continued telephone or face to face support for more vulnerable clients 
 Ability to book an appointment if appropriate at an agreed location and time 
 Reduced waiting times for customers who have an appointment 
 Customers will be aware in advance what evidence they need to bring in 
 Customers will need to make fewer visits or service contacts to resolve issues 
 Quicker processing of claims and access to benefit entitlement 

 



Improved service efficiency, flexibility and resilience 
 

 Integration of specialist staff and ‘once and done’ approaches will increase 
capacity to deploy specialist resource more flexibly and effectively  

 Improved capacity to deploy staff in response to service peaks and troughs 
 Potential to offer a more seamless service / achieve economies of scale in Local 

Link/libraries through generic facilities and integrated staffing 
 The proposed model will continue to allow Customer Services in each authority 

to operate within its own local context and ‘brand’ 
 More joined up and seamless end-to-end processes will reduce duplication and 

speed up processing times 
 Take up of online channel and reduced duplication / repeat contact should 

reduce the overall level of resource required to meet demand  
 Improved facility utilisation – e.g. new face to face delivery model could free up 

space in frontline facilities for integration with other services and partners 
 
Financial savings 
 

 Rationalisation of staffing resources arising from reduced face to face and 
repeat contact and improved processes 

 Reduced printing and postage costs 
 Reduction in scanning requirements 
 Potential for reduced premises costs / new income streams through more 

effective and innovative use of facilities 
 
Strategic fit 
 

 Contributes to the council priorities for Excellence in Customer Service and 
Provide Value for Taxpayers’ Money 

 Increasing self-service while safeguarding the most vulnerable will promote 
citizen independence and community resilience 

 The project will sit alongside the wider back office hub transformation work with 
NELC 

 Strong fit with the emerging Transforming Customer Access project to embed 
‘Digital First’ principles for customer transactions across the council. 

 
4.2 In contrast, Option 2 would not address any of the current service pressures or 

future savings requirements.  Future resources will not sustain the current model 
and lead to a poorer service to the customer. 

 
 
5. RESOURCE IMPLICATIONS (FINANCIAL, STAFFING, PROPERTY, IT) 
  
 5.1 Financial 

 
5.1.1 We anticipate that a new LT&B delivery model will generate substantial 

savings for the council.  Council budget plans for 2016/17 include savings 
targets of £50k for LT&B and c.£100k relating to channel shift in Customer 
Services.  Some investment may also be required.  Costs and savings still 
need to be fully quantified and will be subject to future reports to cabinet 
members and the Shared Services Joint Committee. 

 
5.2 Staffing, Property and IT 

 
5.2.1 Any new delivery model and increased take up of online channels is likely to 

lead to substantial reorganisation of staffing resources. Any future structural 
changes will be undertaken in line with the council’s normal review protocols 



and will be subject to future reports to cabinet members and the Shared 
Services Joint Committee. 

 
5.2.2    A new model is also likely to require some changes to facilities.  We will 

work closely with IT Services to develop and support a ‘Digital First’ delivery 
model.  

 
6. OUTCOMES OF INTEGRATED IMPACT ASSESSMENT (IF APPLICABLE) 
 

6.1 We will complete and monitor an integrated assessment during the development of 
a new service delivery model. 

 
7. OUTCOMES OF CONSULTATION AND CONFLICTS OF INTEREST DECLARED 
 

7.1 CMT and the Joint Shared Service Board have endorsed the proposal to develop a 
new delivery model and extend existing LT&B shared service arrangement 
 

7.2 We will observe the normal consultation protocols in developing the project 
 
7.3 No conflicts of interest have been identified at this stage. 

 
8. RECOMMENDATIONS 
 

8.1 That the Cabinet Members approve the further development of a business case and 
new delivery model to transform the LT&B service and a campaign to drive take up 
of online forms as set out in Option 1 
 

8.2 That the Cabinet Members receive further reports as the project develops. 
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APPENDIX 1 
 

Local Taxation & Benefits 
 

North Lincolnshire Service Volumes and Activity 2014/15 
 

 
LT&B Shared Service 
 
  

Total Number 
Average 

Processing 
Time (days) 

Council Tax bills issued 101,324 n/a
Council Tax bill reminders issued 30,843 n/a
Council Tax summonses issued 13,268 n/a
  
New housing benefit claims processed 3,476 28.87
Housing benefit change of circumstances processed 40,062 11.04
  
 

 
Customer Services & Web 
 
 Total Number 
Local Link – Council Tax enquiries 9,907 
Local Link – Housing Benefit / CT reduction enquiries 80,437 
Contact Centre – LT&B telephone enquiries 76,276 
Web e-forms – general change of address 979 
Web e-forms – Council Tax enqs, discounts, exemptions 369 
Web e-forms – Benefits enquiries 29 
Web e-forms – Benefits change of circumstances 120 
Total frontline enquiries and notifications 168,117 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 



APPENDIX 2 
 

Local Taxation & Benefits 
 

Potential New Delivery Model  
 

Principles & Main Features 
 
 
Channel Development and Migration 
 

 Primary method of customer contact through online channel (e.g. 80%+ take up of online 
forms) 

 Secondary contact by telephone 
 Face to face contact by appointment for the most vulnerable customers / complex cases  

 
Extended Access  
 

 24/7 customer access to online LT&B forms from home  
 Self-service online LT&B forms accessible to customers in a wide range of venues – Customer 

Service Centres, Local Links/libraries, other council customer facing services, partner venues 
 
Processes 
 

 Revised / simpler front and back office processes in response to new channels / access routes 
 Seamless customer focused end-to-end processes  
 More integration across the different teams within the LT&B Shared Service 
 Review of current policies e.g. evidence requirements, customer correspondence etc. 

 
Service Operation & Delivery 
 

 Extension of the LT&B Shared Service through:  
• creation of a joint call handling function for LT&B customer enquiries staffed by 

specialists able to resolve more customer issues at first point of contact 
• taking in the more specialist elements of face to face contact – with specialists 

delivering appointments for more complex cases in frontline settings i.e. Customer 
Service Centres, local Links/libraries, other council and partner venues 
 

 Generic face to face customer service staff in both authorities (Customer Service Centres, 
Local Links/libraries) providing support and assistance to LT&B customers through – initial 
triage, digital assistance, quick query resolution, signposting, appointment booking, evidence 
checking 
 

 Move from drop-in to appointments based service wherever possible  
 
 
Notes: 
 

 Customer Services would continue to manage generic (non LT&B) telephone customer contact  
 The generic face to face LT&B service to be delivered as part of the wider face to face 

customer service offer in each authority – each within its own local context and subject to 
separate future development plans. 
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APPENDIX 3:    LT&B  CUSTOMER CONTACT  – PROPOSED TRANSFORMATION OVERVIEW 

Note  –  in future model there would be equivalent generic frontline F2F and telephone services in NE Lincs 

Green – Web / Generic Customer Services 
Gold – Shared Service/Specialist 


