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1.	Overarching Purpose of Workstream

The Collaboration through Transformation Board has been established to oversee the work being undertaken to deliver transformation through collaboration with partners.  In the first instance, the Board is focused on the approved Tranche 1 functions and corporate overarching workstreams.  The Revenues & Benefits workstream is part of Tranche 1.

A key priority for the Revenues & Benefits workstream is to deliver a Business Case which supports the delivery of integrated services across partner organisations.


1.2. 	Project Aim

	Please provide a short summary that illustrates what this workstream is trying to achieve.

	
[bookmark: _Hlk221883972]To design and develop a shared Revenues & Benefits service with unified operations, improved efficiency, and greater digital enablement.  Customer facing services will also be explored to assess the extent to which these will be in scope.

This will enhance resilience, improve consistency/customer experience, and reduce costs, while allowing scope for expansion. Standardisation of policy interpretation and compliance are direct benefits of a shared service.





2.	Objectives

The following sets out the key objectives of this work in relation to the above summary:

Mapping the current processes, structures, and ways of doing things for all in scope functions assessing their suitability and any re-design required for integration – this will be done in the priority order noted below.
Designing/Redesigning optimum end-to-end workflows ensuring the future operating model and re-designed processes are transformational and mirror the ambition of this programme. 
Identifying digital opportunities, including:
· Core software requirements
· Systems integration analysis 
· Data migration assessment
· all automation opportunities
Assessing existing workforce considering any re-design of the workforce
Identify and assess all project risks
Defining operating model
Develop a fully costed business case


3.	Scope

	In Scope

	
[bookmark: _Hlk221884965]All key elements of a progressive Revenues and Benefits Service are in scope.  The highlighted sections are not currently within the remit of Revenues and Benefits Service at both authorities:

· Council Tax billing and collection
· Housing Benefit
· Council Tax Reduction
· Non-Domestic Rates (NDR)
· Scottish Welfare Fund and Discretionary Housing Payment (DHP)
· Sundry Debt
· Business Improvement District Levy (BID)
· Sheriff Office Services
· Rent Collection (considered alongside housing workstream) 
· Educational Benefits
· Welfare Benefits & Debt Advice (to ensure fairer approach to public debt is integral)
· Customer-facing services

The design of a transformational future operating model will consider the functions noted above, including those highlighted as not currently within the Revenue and Benefits remit of all councils.  As this work develops, future areas of work may be identified to be considered in scope.  

The design of a future operating model will reflect the programmes ambitions of transformational change.  The outcome of external consultant’s review will be considered by Lead Officers and the Board to ensure transformation is prioritised and achievable.  

	Out of Scope

	
[bookmark: _Hlk221885104]Creditors
Social Work/ Finance Appointee 
Anti-poverty strategy (this was a recognition that this does not fall under Revenue and Benefits in both Authorities and is not overly common within services nationally and therefore is unlikely to be scalable given the unique local context to such policies)

As this work develops, future areas of work, currently marked as out of scope, may be identified to be considered in scope.  




4.	Design Principles

Scalable – the model should be able to be scaled up beyond the initial two partner Councils to enable other Councils to join for a wider partnership
Significant – the approach to collaboration must provide significant and measurable financial benefits which outweigh the cost of implementation
Flexible and form agnostic – any model should be flexible enough to adapt to change over time
Proven outcomes for communities – there should be benefits to the community we serve either through improved services or through the release of expenditure which can support higher priority services
Strategically aligned – there should be an alignment to the goals of the partner Councils
Sustainable – the approach taken must be future proofed to ensure long term success
Transformative and ambitious – continuous improvement and innovation must drive the model forward, and focus on digital by default where applicable 
Fair and equitable – the approach must deliver benefits for partner Councils in proportion to their resources and investment given the likely disparity in size of Councils.

Please indicate below how this workstream aims to achieve the above noted design principles:

	Scalable

	
Given that all Council’s provide the services in scope, there is nothing to prevent further council participation.  There are examples of this in England with shared working between two Councils incorporating a third, for a working example see Thanet Shared Services - Revenues.


	Significant 

	
The scope identifies significant opportunities and potential benefits to the Council and citizens.  Potential costs of implementation, savings, efficiencies, and non-financial benefits will be assessed within the business case. 


	Flexible and form agnostic

	
The design principle will ensure that flexibility and adaptability are integral, this is especially important given ongoing Council Tax reform. 


	Proven outcomes for communities

	
The aims outlined in section one highlights the potential to improve service delivery and reduce operating costs, benefiting all citizens.


	Strategically aligned

	
The project aligns well with both Councils priorities.  A key example is in Inequality, Poverty & Financial Hardship.  Both councils place significant emphasis on reducing inequality and tackling poverty.

An integrated Revenues & Benefits service contributes by:
· Ensuring fair, consistent access to Housing Benefit, Council Tax Reduction, Scottish Welfare Fund and Discretionary Housing Payments across both areas.
· Enhanced financial inclusion through coordinated debt recovery that is fair and supportive.
· Reducing delays in benefit decisions via pooled capacity and standardised processes.

This directly supports Falkirk’s aim of reducing inequalities and strengthening communities and Clackmannanshire’s Wellbeing outcome to reduce inequality and tackle poverty.


	Sustainable 

	
This will be integral to each of objectives identified in Section 2.


	Transformative and ambitious

	By aligning areas in scope an integrated model will remove duplication, strengthen resilience, and create capacity for automation and continuous improvement, improving consistency, speed, and customer outcomes across both areas, whilst enabling the opportunity of further expansion. The design of a future operating model will reflect this programmes ambitions of transformational change.


	Fair and equitable

	
This will be a core consideration when defining the full business case. 





5.	Financial 

	Please outline how this workstream will work to achieve financial sustainability in both approach and outcomes, in 500 words or less.

	
Establishing a joint service is expected to reduce overall operating costs by combining capacity, standardising processes, and minimising duplication across both Councils. Efficiencies are anticipated through the alignment and redesign of core back-office functions. Financial and non-financial benefits will be considered throughout the business case development.

A consistent, end-to-end approach to processing, recovery and support will improve productivity, resilience, and service consistency, benefiting all citizens.  Standardised processes and shared systems will strengthen governance, performance management and compliance, while enabling greater digital enablement and automation to reduce manual activity, error, and rework.  Additional opportunities for efficiency such as shared workflow management, aligned system configurations, joint procurement of specialist services, and streamlined training and development will be explored as part of the business case.

The workstream will be progressed using the knowledge and expertise of existing Revenues & Benefits managers and practitioners across both Councils with potential to supplement this with external consultancy support.

Relevant good practice examples and learning from established shared service models will inform the design.

Any initial set‑up or transition costs for either Council will be fully explored and quantified through the costed business case.




6.	Governance

The workstream will be overseen by joint strategic leads Ben Watson (Clackmannanshire Council) and Paul Ferguson (Falkirk Council) and all members will play an active role.  The workstream will report to the Transformation through Collaboration Programme Board. Governance process will be agreed in line with the Governance Workstream, as this work evolves. 


7.	Group Membership

	Name
	Job Title
	Partner Organisation

	Ben Watson
	
	Clackmannanshire Council

	Paul Ferguson
	
	Falkirk Council

	
	
	

	
	
	

	
	
	




8.	Stakeholder Engagement 

	Please note all stakeholders that should be considered in this workstream including details of their interest and influence in the workstream

	
	Stakeholder
	Interest
	Influence
(High/Med/Low)

	Scottish Government
	Information sharing and communications
	Low

	Stirling Council Lead
	Existing and shared planning
	Low

	DWP
	Information sharing and communications
	Low

	Employees in scope
	Information sharing, communications, and consultation.
	Med

	Software suppliers (Civica and NEC)
	Information sharing and communications
	Low

	Service user (if customer service elements to change)
	Information sharing and communications
	Med





9.	Technical Assistance or Additional Support (Internal/External)

	Please indicate any anticipated technical or internal/ external support that may be required to ensure the success of this workstream (e.g. procurement support).

	
[bookmark: _Hlk221886896]Support from internal functions such as:
· HR
· IT (Clacks partly outsource to provider with additional costs)
· Finance 
· Procurement 
· Legal (partly outsourced) may be required throughout the development and implementation of this workstream.

External consultancy may be considered as part of business case development.  If legal advice is required beyond the capacity of internal teams this will be built into a programme wide bid for legal advice and support. 
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