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Introduction 

A successful Revenues and Benefits service is a crucial requirement for any local 
authority to meet the needs of its local community whilst contributing to the general 
confidence in the Council’s service delivery. It is central to the financial well being of 
each council providing the Council Tax collection so crucial for the successful 
delivery of all services and also meeting the day to day needs of poorer, vulnerable 
households through the Housing Benefits scheme.  

A high performing Revenues and Benefits service recognises diversity, individuality 
and need, it provides quality, efficiency and understanding, and it is central to its 
community.  

This case study will demonstrate how that excellence in service delivery has been 
achieved for Breckland, Forest Heath and East Cambridgeshire district councils 
through the ground breaking Anglia Revenues Partnership, but it will also 
demonstrate how sharing resources drives down the cost of delivery of these crucial 
services. The success of these twin aims of high quality and efficiency savings make 
a compelling argument for the development of partnership working as a preferred 
service delivery model.  

The Anglia Revenues Partnership (ARP) is an excellent example of this type of 
service delivery model clearly showing the opportunities and benefits of public sector 
partnership working.  

It demonstrates the real progress that can be made towards meeting the aspirations 
of both the local government modernisation agenda, and the customer at a local 
level, by placing quality and high performance at the centre of the delivery of Council 
services.  

The ARP’s own modernisation and efficiency agenda challenges the status quo and 
commits to a future that is not only of the highest quality but provides the greatest 
efficiency and consistency. To achieve this, ARP breaks down traditional Council 
boundaries to promote excellence for an increasing number of citizens. 

ARP delivers: 

 Excellence to our citizens 

 Efficiency to our partnering councils 

 Opportunity for our staff and 

 Experience to other partnerships. 

 

Three local authorities (Breckland Council, Forest Heath District Council and East 
Cambridgeshire District Council), have grasped the challenge of the efficiency 
agenda and have provided three of the top performing services in the country whilst 
also reducing the cost of service delivery for their residents by over £1,000,000.  

 

 

5 



But don’t just believe us!  

In 2006 the ARP received a Beacon award for ‘transforming public services through 
partnership’; in 2007 it won the Municipal Journal award for the ‘efficiency 
achievement of the year’ and was commended for the ‘transforming public services 
achievement of the year’, in 2008 ARP was again commended for the ‘transforming 
public services achievement of the year’. 

In 2006 ARP was a finalist in the IRRV 
Benefits team of the year and in 2007 it 
was highly commended for the Local 
Government Chronicle Efficiency and 
Modernisation award. 

In 2007 ARP was asked to represent the 
national Beacon Authorities at the launch 
of the Beacon Scheme in Bosnia 
Herzogovina and has as a result 
established enduring international links 
with two local authorities, Pale and Samac. 

This external endorsement of the ARP confirms the verity of our vision of placing 
quality, efficiency and high performance at the centre of the delivery of Council 
services. 

The ARP has, without doubt, transformed the Forest Heath, Breckland and East 
Cambridgeshire Revenues and Benefits services. This success lays a foundation for 
a continuing story of change and improvement that sees real progression every year.  
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The Anglia Revenues Partnership  

The Anglia Revenues Partnership was formed in August 2003 to deliver Revenues 
and Benefits services to Breckland Council and Forest Heath District Council.  

In April 2007 East Cambridgeshire District Council were welcomed into the 
partnership having carefully monitored the success of their neighbours. In the first 
year the ARP provided a step change in the council’s performance but also achieved 
an annual six figure cost saving for them.  

The ARP now delivers excellent services to a joint population of approximately 
260,000 residents – a population about the same size as Newcastle upon Tyne. 

The ARP provides the following services to the three authorities:  

 Council Tax and Business Rates collection 

 Benefits administration and Fraud prevention 

 

The history 

Prior to 2003, Breckland and Forest Heath had undertaken best value reviews of 
their revenues services and independently recognised that there were significant 
potential gains to be made in working with partners to deliver the services. Breckland 
undertook a procurement exercise to seek private sector partners as part of their best 
value process but no added value could be provided so this did not proceed. 

However as the Breckland procurement exercise ended the Forest Heath Best value 
review was also completing. Breckland shared their experiences of the private sector 
with Forest Heath and discussed a public - public partnership from an informed 
background of having worked to develop a public - private partnership.  

The two authorities began to develop the idea of forming a public sector partnership 
to achieve service improvements by combining similar skills and methods from within 
the individual authorities and by taking advantage of economies of scale. 

 Today the ARP is a mature public – public service delivery partnership and is the 
most successful of only a handful of partnerships in the country delivering Revenues 
services. With strong commitment on a political level from members and at senior 
officer and management level the three authorities are well set to further drive up 
performance and customer standards to be consistently the highest in the country.  

The main drivers behind the creation of the ARP were to: 

 
 Improve the quality of the services; 
 Reduce the cost of providing services; 
 Embrace new ways of delivering services. 
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Top quartile performance has been provided to the partners every year in all key 
Best Value Performance Indicators, whilst providing the whole of the Gershon 
efficiency target for each of the partners. 

High quality and high performance has been achieved through truly innovative 
thinking and innovative service delivery, built upon a strong quality culture that filters 
through the management, policies, governance and service delivery of the 
partnership. The public – public partnership methodology offers real opportunities to 
drive down cost of service delivery. It provides the best of the public sector but also 
learns from the private sector to encourage a performance culture that succeeds in 
providing the desired continuous service improvement. 

The ARP is fully committed to:  

 enhancing Revenues and Benefits service provision 

 improving the customer experience and  

 providing opportunity to realise cashable financial savings to support 
wider corporate priorities. 
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The Partners. 
 

The Anglia Revenues Partnership is a service delivery partnership formed between 
three rural councils in East Anglia.  The two founding councils in 2003 were 
Breckland Council and Forest Heath District Council. In April 2007 East 
Cambridgeshire district council joined the partnership.  

 

Breckland is a large rural area from the south west to the centre of the 
County of Norfolk. The population of 128 300 is spread over an area of 500 
square miles. Although mainly rural in character Breckland has five towns: 
Attleborough; Dereham; Swaffham; Thetford and Watton; that provide an 
urban mix across the region. Breckland gains its name from the heathlands, 
or ‘brecks’, that characterise the south of the area and a part of Suffolk. The 
south of the region also benefits from Thetford Forest, one of the largest 
forested areas in the country.  

 

Forest Heath is a rural authority in North Suffolk that covers an area of 144 
square miles with a population of 62 100 residents centred around the three 
towns of Newmarket, Mildenhall and Brandon. The population includes 13 
000 United States Air Force personnel and their families based at the two air 
bases RAF Lakenheath and RAF Mildenhall. 

Whilst agriculture still employs significant numbers in the more rural areas of 
the district there are three main employers in the district, these are Center 
Parks at Elvedon Forest, the airbases at Mildenhall and Lakenheath and the 
horseracing and bloodstock industries based around Newmarket. 

 

East Cambridgeshire is a rural authority in Cambridgeshire that covers an 
area of 253 square miles with a population of 79 600 residents. The main 
settlement is the city of Ely. The district is predominantly rural in character 
stretching from the border with Norfolk in the north to within 2 miles of 
Cambridge to the south, to the east the district is bordered by Forest Heath in 
Suffolk. The economy is diverse and unemployment is relatively low, although 
there are pockets of rural poverty with low skilled employment and low wages. 
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Why Partnership? 
 

Drivers for change  

The two best value reviews, mentioned above, considered how to improve the 
services and how to achieve a more efficient and cost effective service to the citizens 
of both authorities.  

It was recognised early in the reviews that Breckland and Forest Heath Councils 
were relatively small; as a result both paid a premium to seek to improve 
performance. There would come a point where increasing performance would not be 
cost effective and it was likely that a point would be reached where individually little 
or no further improvement could be made.  

To avoid this, the logical conclusion was to seek the opportunity to work with others 
to realise the economies of scale of sharing expertise, ICT, staff and accommodation.  

By sharing services the ability to improve whilst still seeing efficiency gains stretches 
further and further as the partnership grows.    

 
How is efficiency achieved? 

 

Partnership achieves efficiency gains by sharing: 

 Shared resources 

 Shared expertise 

 Shared ICT 

 Shared procurement 

 Shared accommodation 

 Shared savings 

 

And offers the following outcomes…… 

 

 Improved performance to the end user 

 Reduced base costs  

 Ability to do more with less 

 Stronger more resilient services 

 Flexible and commercial attitude  
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Both authorities had already experienced the success of partnership and so were 
comfortable with exploring a larger shared service delivery arrangement: 

 Breckland and Peddars Way Housing Association 
introduced a post based within the Peddars Way offices 

 Norfolk Registered Social Landlord pilot with Norfolk 
authorities and registered social landlords  

 Shared Benefits Manager and Fraud Team Leader 
between Breckland and Forest Heath. 

 The One Project in Suffolk between District Councils, the 
DWP, job centre and Deloittes Touche. 

The opportunity for Breckland and Forest Heath to be leaders in this revolutionary 
approach to Revenues and Benefits service provision was therefore recognised. 
Although other authorities across the country had tried, none of the proposed 
projects had yet reached fruition. 

The two authorities believed that they possessed circumstances that would 
encourage success, through their geographical position, political compatibility and 
shared needs. A commitment and clarity to the joint aims existed and both the 
members and officers demonstrated a will to succeed with this project to the 
advantage of both Councils and their residents. 

A business plan was therefore produced to define the gains envisaged, this was 
approved by both sets of Councillors and the project began. 

The outcomes anticipated from partnership were: 

 

 Excellence in service delivery 

 Customer satisfaction  

 Significant cost advantages  

 Continuous improvement  

 Economies of Scale promoting a robust and flexible 
service, capable of absorbing change 

 

Each authority committed to achieving all of these outcomes and agreed that by 
making sound investment in the future, added value in terms of expertise, innovation 
and investment would be gained for all of the Councils entering into the partnership.  

The building blocks for success and progress were steadily put into place. Unusually 
for a local authority the partnership provided the opportunity to tear the rule book up 
and build an organisation from scratch to provide for the requirements of the modern 
day customer and the modern forward thinking local authority.  
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The joint committee, senior officers in both authorities and the management team of 
the partnership have driven through real strategic and organisational change. They 
are now recognised nationally as deliverers of change and excellence and regularly 
provide support and consultancy to other local authorities. This however also 
provides them with a wide range of knowledge of best practice that is often 
incorporated within their own service delivery. 

To support the ARP a series of specialised teams have been created to provide solid 
expertise within key support service areas. These teams provide real sources of 
specialised knowledge that provide the foundations for a strong organisation.  

East Cambridgeshire  

In April 2007 East Cambridgeshire joined the ARP. Previously their Revenues and 
Benefits service had been delivered by a private contractor; In 2006 -2007 East 
Cambridgeshire were extremely happy with the performance that they were 
achieving, however the table below shows the ‘year to date’ progression that East 
Cambs have seen during 2007, imagine how good they feel now, especially when 
you also consider that they are paying £250 000 less than they were last year for the 
delivery of their Revenues and Benefits services.  

 

 End of 2006- 
2007 

End of Qtr 1 

 
End of Qtr 2 End of Qtr 3 End of Qtr 4 

BVPI 78a 31 days 31 days 26 days 21 days 19 days 

BVPI 78b 9 days 6 days 5 days 4 days 4 days 

BVPI79a 99% 100% 100% 100% 100% 

 

In addition to performance improvements East Cambridgeshire and their residents 
have also benefited from the updating of all of their service to meet the exacting 
standards of the ARP. Immediate improvements include: 

• Introduction of Electronic Document Management  

• Web access for all customers to their Benefits and Revenues accounts 

• Assessment of benefit claims at the public counters, providing customers with 
an immediate claim response 

• Home and flexible working for assessment staff 

• Remote access to systems to improve and enhance customer access 

• A Bereavement officer helps customers who have lost someone close  

• Improved performance to the service users 

• Reduced base costs of the service 

• Resilient services, able to ride the peaks and troughs of service delivery 
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• Flexible and commercial attitude to service delivery 

These improvements have all been introduced within the last six months to a 
background of continual performance improvement. So often the introduction of new 
IT is accompanied by a fall in performance or at best a stagnation of performance. 
However East Cambridgeshire have seen the complete transformation of all of their 
core platforms, introduction of EDMS and self service software whilst also seeing 
their performance improve dramatically. Throughout this period the customer 
feedback has been immensely positive and has really recognised the step change in 
service quality.  

The success of the delivery of Revenues and Benefits for our new partner East 
Cambridgeshire is solidly based on the same principals that delivered excellence to 
the original partners Forest Heath and Breckland, it is clear from the progress made 
within the first year that a consistency of performance and quality is now being 
achieved across all three authorities. 

Previously, under the private sector service supplier, the Revenues and Benefits 
services were spread across the country into units that were convenient for the 
supplier and perhaps not so convenient for the customer or the Council. 

ARP has brought all the services back together to take advantage of the overlaps 
between the Council Tax and Benefits team and to provide a telephone service by 
the same dedicated service staff, so now the customer can talk directly to the 

individual assessing their claim.   

A dedicated customer team is also 
provided for East Cambridgeshire in their 
Ely office but this team is still an integral 
part of the whole service. There is no 
separate management or differential 
treatment of this team, it is managed 
directly from our main offices in Thetford, 
and receives all the same training, 

meeting, social and support arrangements as every other member of staff working for 
the partnership.  
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Key Objectives 

The key objectives of the ARP are: 

 

 To improve the Revenues Services for the service user 

 To reduce the costs of administration  

 To see continuous improvement in the quality and 
performance of the services 

 To offer staff development and opportunities 

 To improve the staff skill levels  

 To achieve and maintain Upper Quartile performance in 
the BVPIs 

 To increase the number of partners and customers of the 
partnership to achieve further efficiency gains 

 To deliver a consistent and resilient service with the ability 
to ride the peaks and troughs of service delivery. 

 

To achieve these objectives the following specific outputs were expected: 

 

 Joint committee to oversee service, provide joint vision 
and policy direction 

 Shared Academy Revenues ICT suite from one server 
initially based in Breckland and building on the current 
installation.  

 Shared DIP systems 

 Joint IT support from one supplier 

 Shared managerial posts and operational posts 

 Joint procurements of all third party services 

 Unification of processes, working practices and policies on 
service provision 

 Shared accommodation and staff 

 Shared budgets 

 Single postal and cash administration access points 

 Shared training facilities 
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Governance 
 

After considering a variety of 
options for the governance of the 
Partnership it was decided to 
operate with a joint committee 
between the partnering authorities 
(Section 101 Local Government 
Act 1972). 

 
Forest Heath  
Committees 

 
Service Delivery 

 
Operational Board 

 
Breckland 
Cabinet 

 
Joint Committee 

 
East Cambs 

The joint committee option offers 
advantages to all partners but 
does have certain limitations and it 
is expected that it will become 
somewhat unwieldy if the size of 
the partnership continues to 
increase. However, currently it 
works efficiently and provides the 
essential links into the host 
authorities.  

The joint committee consists of 
two Council members from each 
authority; it sits quarterly and 
provides the operational policy for 
the service delivery, sets the 
budget and approves the annual 
delivery plan.  

 

 

 Anglia Revenues Partnership
Joint Committee consisting of two 

Council Members from each partner 
authority.

Partnership Management Team

Principal Benefits 
Officer

Principal Revenues 
Officer

Operations 
Manager

Performance & 
Support Manager

Strategic Manager

Operational Board

 

The Operational Management of the 
ARP is provided by an operational board 
that reports directly to the Joint committee 
and consists of the three senior managers 
of the partnership. These three managers 
are supported by two principal officers who, 
together with the Operational Board, provide 
the management of the Revenues and 
Benefits services. 
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The ARP then delivers the services through a number of functional teams. Each 
team is headed up by a team manager, who is responsible for the day to day 
management and supervision of about 
eight members of staff. 

The teams provide the service for all 
three authorities with work being 
completed by an agreed priority, that 
may be by date for example, and not 
by local authority, this enables us to 
deliver a consistency of performance 
across all partners. 

A regular daily monitoring of 
performance enables the service 
management to immediately address any performance issues that may arise, but 
also enables the priorities to be reviewed every day if necessary. The compliance 
team works closely with the assessment teams to ensure the security of the benefits 
scheme and to minimise fraud and error. 

These teams are then supported by a range of support teams who provide services 
such as finance, systems administration and general admin across the whole of the 
ARP. 
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Performance 

The ARP has been successful in achieving service improvements for the partner 
Councils, taking all the BVPIs into top quartile performance.  

The performance for each service and each authority for the period 2005 - 2008 is 
shown in the tables below. It ill be noticed that there has now been a consistency of 
very high performance for Breckland and Forest Heath during these three years, 
however the improvement of the East Cambridgeshire service in the last year since 
joining the partnership is particularly pleasing. This, we believe, does demonstrate 
that the ARP processes can deliver not only a sustainable efficiency to partnering 
authorities but also a significant performance benefit as well. 
Benefits Performance 
 
Breckland performance 

BVPI Description  2005 / 06 2006 / 07 2007 / 08 

78a 
 
Average time for processing new claims days) 
 

14 12 14 

78b Average time for processing change of 
circumstances (days) 6 4 4 

79a Accuracy of processing 100% 100% 100% 

79b 
(i) 

Total Recovered HB Overpayments as a % of 
Overpayments identified during the year 66.60% 74.17% 70.99% 

79b 
(ii) 

Total Recovered HB Overpayments as a % of 
HB Overpayments debt 45% 43.56% 38.9% 

79b 
(iii) 

Total HB Overpayment debt written off as a % 
of HB Overpayments debt 5.10% 5.34% 3.65% 

 
 
 
Forest Heath performance 

BVPI Description  2005 / 06 2006 / 07 2007 / 08 

78a 
 
Average time for processing new claims days) 
 

15 12 15 

78b Average time for processing change of 
circumstances (days) 6 4 4 

79a Accuracy of processing 100% 100% 100% 

79b 
(i) 

Total Recovered HB Overpayments as a % of 
Overpayments identified during the year 68.80% 67.02% 64.63% 

79b 
(ii) 

Total Recovered HB Overpayments as a % of 
HB Overpayments debt 41.40% 40.79% 36.8% 

79b 
(iii) 

Total HB Overpayment debt written off as a % 
of HB Overpayments debt 10.90% 8.17% 5.69% 
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East Cambridgeshire performance 

BVPI Description  2005 / 06 
Capita 

2006 / 07 
Capita 

2007 / 08 
ARP 

78a 
 
Average time for processing new claims days) 
 

29 31 19 * 

78b Average time for processing change of 
circumstances (days) 8 9 4 

79a Accuracy of processing 100% 99.80% 100% 

79b 
(i) 

Total Recovered HB Overpayments as a % of 
Overpayments identified during the year 76.44% 68.71% 73.97% 

79b 
(ii) 

Total Recovered HB Overpayments as a % of 
HB Overpayments debt 34.46% 28.10% 36.8% 

79b 
(iii) 

Total HB Overpayment debt written off as a % 
of HB Overpayments debt 2.25% 3.51% 1.57% 

* please note performance in the latter part of the year for East Cambs was equal to Breckland and Forest Heath (13 
days for new claims in March) The final performance figure is lower because of the starting position in April 2007. 

 

In 2007 the Benefits performance for both Breckland and Forest Heath provided both 
Councils with top five performances for all of the key benefits BVPIs as shown in the 
table below. We are aiming to achieve this feat again in 2008 and in 2009 we aim to 
see all three of our partner authorities in the top five.  
 
Top Five National performers 2006 - 2007 

New claims  

BVPI 78a 

Changes of Circumstance  

BVPI 78b 

Accuracy 

BVPI 79a 

Sedgemoor 
-11 days 

Tynedale 
-2 days

Breckland 
-100%

Breckland 
-12 days 

South Norfolk 
- 3 days

Forest Heath 
-100%

Forest Heath 
-12 days 

Harrow 
- 3 days

North Warwickshire 
- 100%

St Albans 
- 12 days 

Breckland 
- 4 days

Ribble Valley 
- 100%

Maidstone 
- 13 days 

Forest Heath 
- 4 days

Chester – le - street 
- 100%

 

The SPARSE report for 2006 – 2007 also endorses the high performance of the ARP 
benefits service when compared with the performance of similar rural local 
authorities. 

On overall performance, using a composite indicator of several aspects of 
performance the SPARSE report places Forest Heath second and Breckland third in 
the comparative table of the 76 authorities studied.  
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However when the comparative cost of the service is also included both Forest Heath 
and Breckland are again second and third in the table with a performance that 
demonstrates that Forest Heath is performing 47% better than expected for the 
average authority given its level of spend on benefits administration and Breckland is 
43% better. 

 
Council Tax 

 
Breckland Performance 

BVPI Description  2005 / 06 2006 / 07 2007 / 08 

9 Collection of Council Tax 98.50% 98.60% 98.50% 

 
 
Forest Heath performance 

BVPI Description  2005 / 06 2006 / 07 2007 / 08 

9 
 
Collection of Council Tax 
 

97.90% 98.30% 98.20% 

 
East Cambridgeshire performance 

BVPI Description  2005 / 06 
Capita 

2006 / 07 
Capita 

2007 / 08 
ARP 

9 Collection of Council Tax 98.50% 97.90% 98.40% 

 
 

The partnership has reviewed and compared to best practice with the following 
improvements now implemented: 

 Restructured billing and recovery teams 

 Improved the management of the service 

 Developed an awareness of other debt issues that may 
impact on collection 

 Introduced earlier Court dates  

 Issued earlier reminders 

 Increased the number of Direct debit dates 

 Cleared out old debt  
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Both authorities are agreed that the key requirements to increasing collection are: 

 Targeting debtors with a historically bad record of payment 

 Ensuring debt is paid within the current year to prevent the 
cycle of debt that allows individuals to start a year with 
debt outstanding 

 Targeting old debt 

 Encouraging Direct Debit take up 

 Ensuring prompt recovery routines 

 Prompt write off of old unrecoverable debt 

 
 
Non domestic rates 

 
Breckland Performance 

BVPI Description  2005 / 06 2006 / 07 2007 / 08 

10 Collection of NNDR 99.20% 99.30% 99.60% 

 
 
Forest Heath performance 

BVPI Description  2005 / 06 2006 / 07 2007 / 08 

10 
 
Collection of NNDR 
 

99.30% 99.00% 99.30% 

 
East Cambridgeshire performance 

BVPI Description  2005 / 06 
Capita 

2006 / 07 
Capita 

2007 / 08 
ARP 

10 Collection of NNDR 99.20% 99.00% 99.40% 

 
 

Very high collection rate for all Councils have been achieved with all now achieving 
Top Quartile.  

The Councils have good relationships with their business customers and this has 
been retained. The advantage of partnership for this particular Service Unit is not 
particularly seen in performance, which is very high already. There are however 
gains to be made in the cost of the service, in its robustness and flexibility. In the first 
instance the unification of the Computer systems provided significant annual revenue 
savings.  
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As with Council Tax both authorities are agreed that the key requirements to 
maintaining the high collection rates are: 

 Targeting debtors 

 Ensuring debt is paid within the current year to prevent the 
cycle of debt that allows individuals to start a year with 
debt outstanding 

 Targeting old debt 

 Encouraging Direct Debit take up 

 Ensuring prompt recovery routines 

 Prompt write off of old unrecoverable debt. 

These improvements and levels of performance have been achieved as the result of 
the innovative methodology of service delivery. The combination of three local 
authorities has offered the ability to create a single organisation that is fit for the 
purpose of providing a single, sustainable, high - performing service. 

The partnership has reduced the management services but has maintained the 
number of assessment officers. Those assessment officers are then empowered to 
deliver a quality service. A consistency of approach is assured through a constant 
review of process but allied to a rigorous training regime. With a full time training 
team, the ARP is well placed to support staff and provide development opportunities 
that have seen 75% of the current managerial staff being promoted from within.  

We positively develop all of our officers to take responsibility, to think for themselves 
and to have the potential to become the managers of the future. The high quality 
development opportunities ensure that an attainable succession plan will maintain 
the progress and success of the ARP into the future.  

A weekly staff meeting is held within each 
of the service teams where the major 
topics are performance and how we can 
improve our service, a centrally located 
journal allows staff to offer ideas and 
improvements at any time, the ideas 
entered into the journal are discussed at 
the weekly meetings and used to instigate 
positive change to drive forward the 
quality of the service. 

 

The foundation for this dramatic improvement was an innovative approach to the 
delivery of it’s (ARP’s) Benefits service.’ 

    Benefits Fraud Inspectorate 
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Service Quality 

The ARP does not see only see the delivery of Revenues and Benefits services in 
terms of BVPI performance and efficiency. The overall quality of any service is 
equally important. We look to enhance the customer experience, to deliver 
opportunity to our staff, improve organisational productivity and to transform the 
service that we deliver. 

Some of the results of this broader consideration of quality are: 

 
 

A transformation in service quality 
Continuous improvement in performance 
‘Top five’ performance 
Faster response to customers needs 
Flexible customer access channels 
Response to specialist needs – bereavement 
officer 
Recognition of minority groups – Portuguese 
forms, translation services, Braille forms, sign 
language.  
 

Organisational Productivity 
£1 000 000 per annum budget savings 
15% increase in caseload at no additional 
cost 
Staff productivity increased by 50% with the 
introduction of home working 
Electronic Document management 
Introduction of Local Housing Allowance 
 

Improved customer service 
Introduction of electronic access to services 
Remote access improved from customer’s 
homes 
Customer access improved at public 
counters 
Quality processes for a quality service 
Benefits claims assessed at first contact at 
public counters 
 

Motivated employees 
Well trained, well qualified empowered staff 
Opportunity for progression 
1% vacancy factor (measuring staff turnover) 
for the past two years 
Introduction of competency based appraisal 
scheme 
Round pegs in Round holes 
- Our staff feel special 

Work - life balance  
–     Home working, flexible working hours 

 

Staff Development 

The success of the ARP is built upon strong staff foundations, with training, staff 
development and staff opportunity the highest priority. We usually recruit staff that 
are new to Revenues and Benefits and train them ourselves, so that they have no 
bad habits. We then like to see the staff soar, the initial six month induction, training 
and experience leads to highly skilled staff that stay with us to progress through the 
organisation.  

Training is key to staff development and staff opportunity, the ARP prefers to develop 
and promote staff from within and we have now seen many members of staff 
progress from basic clerical staff into team managers or into specialised roles such 
as trainers, systems administrators, finance staff etc. We have encouraged training 
that develops the individual and offers specific skills to the organisation.  

Many of the staff train for professional Revenues and Benefits qualifications and 
management qualifications. We currently have one systems administrator studying 
for an IT degree and two fraud officers studying for a degree in fraud prevention at 
Portsmouth University. In the past year we have also developed an NVQ course that 
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we intend to eventually use to provide appropriate professional qualifications for all of 
our staff.   

All staff receive work based training, 
during the past year this has included 
Health and Safety, Equalities and 
Financial Risk analysis. An unusual 
course that most of our staff have 
undertaken is the Pacific Institute’s 
investment in excellence course, the ARP 
has two facilitators for these motivational 
courses to help staff make the most of 
their potential.      

A Training needs analysis is completed annually for all staff that feeds into the 
appraisal process.  As a result of the time that we devote to the development of our 
staff we now have a dedicated work force, with high motivation and morale, they 
have a real pride in their work and are very proud of their achievements with the 
ARP. 
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Cost Savings 
 

Cost savings vary annually as additional efficiencies are driven out of the services; 
consequently the savings described in this case study are not specific but instead are 
indicative of the magnitude of savings that can be achieved. There have been five 
major areas of efficiency gains that have been demonstrated over the life of the 
partnership. 

 Staffing 

 IT 

 IT support 

 Accommodation and  

 Procurement 

 

Staffing  

The original business plan for the first two partners estimated a staff saving of 
approximately £160 000 against the original separate staff budgets. In fact by the 
time that the shared structured was recommended and approved by the joint 
committee the savings seen were in the region of £170 000. This represents 
approximately 10% of the total staff budget at the time. The addition of a third partner 
has extended the efficiencies already gained as management and specialised roles 
are shared over a greater base.  

In addition to these savings it has been possible to absorb changes to the benefit 
scheme such as pensioner tax credits with the addition of no extra staff resources. 

The majority of savings have come through a rationalisation of management and the 
specialised roles that can be shared across authorities. This has been achieved 
through natural wastage throughout the life of the partnership and has not resulted in 
any redundancies. In the future it is also hoped that valuable and scarce staff 
resources will be retained and that the partnership will be able to offer both staff 
development and career opportunities as the partnership develops further. 

This intention has been seen in the development of a resilience team that is available 
for much of the year to support other authorities. When the ARP has its own peaks 
this team is available to support its own performance, however at other times of the 
year they are loaned to another authority that pay their salaries for the time that they 
work with them. This provides the ARP with an efficient method of employing the 
right number of staff to promote excellent performance.  
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ICT 

ICT savings are achieved through a reduction in ongoing maintenance costs of 
approximately 20% per annum. Additional savings have been seen as reduced 
software purchase costs have been negotiated when extra costs have arisen for 
legislation changes. 

The partnership was successful in bidding for ODPM e government funds that have 
funded the successful implementation of electronic service delivery. This project has 
provided the ability for service users to interrogate their own claims and accounts, 
make payments and receive electronic bills. An increased amount of useful 
information has also been posted on a dedicated website at 
www.angliarevenues.gov.uk .   

In 2005 a further bid was successful to the DWP improvements fund to support the 
purchase and implementation of a new Electronic Document Management System.  

 
ICT support 

Now that the partnering authorities are sharing the same IT platform and the same 
accommodation the IT support is provided through an extension of the Breckland 
contract with Steria. This has given a significant reduction in the cost of IT support 
that is shared across the partnership. 

The requirement for support at key times such as Year End, new releases of 
software, upgrades to software and hardware, regular housekeeping and 
maintenance and for faultfinding is now reduced as there is the need to take actions 
only once.  

Accommodation 

The third major stage of the partnership following the integration of IT and IT support 
was the complete join up of the two services into the same accommodation. 
Following a search for suitable property in the area or suitable land for a new build it 
was eventually decided to use Breckland House in Thetford. This option offered a 
total additional saving of approximately £75 000 over existing costs.  

The staff from Breckland and Forest Heath moved into Breckland House on the 5th of 
July 2004 since when they have worked seamlessly on both authorities work load.  

The staff, who relocated, receive the normal relocation allowance paid by their host 
authority with the cost shared across the partnership. There was no direct loss of 
staff as a consequence of the move although 2 or 3 individuals did decide to retire at 
this point having reached the normal retirement age.  

The staff compliment was increased in 2007 to deliver the East Cambridgeshire 
service with a TUPE transfer of staff from Capita and a recruitment locally. 
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Procurement  
 

The partnership benefits from advantageous rates for procurement through its larger 
buying power, this has reduced the cost of such services as year end printing and 
despatching, bailiff services, stationery supply and printing.  

 

Total Savings and budgeting process 

 

The total savings increases year on year and of course has increased dramatically 
with the introduction of East Cambridgeshire. As a rough guide to the savings the two 
initial authorities were saving in the region of £400 000 between them from the 
partnership arrangement, this has increased to about £1 000 000 with the third 
partner.  

Whilst the ARP as a true partnership provides each partner with an equality of 
representation at the joint committee, the charge to each authority does differ and is 
calculated according to the population of each authority. Therefore whilst the overall 
charge varies the unit cost is the same to each authority.  

This methodology for charging ensures that each partner receives an equitable share 
of the savings generated by the partnership and allows for a sensible method for 
growth.  
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The external influence of the ARP 

The partnership has as a result of its success generated interest from other 
authorities and private companies who wish to maximise their own efficiency. As a 
result a parallel trading company was introduced in late 2006 to take advantage of 
the opportunities that this presented. 2007 has seen the first year of trading for ARPT 
ltd. 

A range of contracts have been fulfilled for training, consultancy and service delivery 
that have encouraged efficiency, innovation and transformation within other local 
authorities, so the skills and experiences within the three partners are now spreading 
through the commercial work undertaken. This is providing a major catalyst for 
service transformation across the country from Scotland to Cornwall, with the list of 
customers growing as success is demonstrated. 

But the trading company also provides an additional income and value to the 
partnership that continues to drive down the cost of service delivery to the host 
authorities. In 2007 – 2008 the company had a turnover of about £500 000 with a 
profit of over £100 000. This not only provides the authorities with that additional 
income but also provides them with an asset with a significant capital value. 

 

This innovative approach to service delivery brings the ARP story full circle with the 
partnership able to help it’s customers to achieve aims that are compatible to our 
own of:  

• Excellence in service delivery 

• Customer satisfaction with the services provided  

• Significant cost advantages to the partnering Councils 

• Continuous improvement in the three elements above 

• Economies of Scale promoting a robust and flexible service, capable of 
absorbing change 
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The Cost of Partnership 
 
Set up costs 

The cost of partnership has been relatively small, certainly compared with the costs 
of a large procurement of an external service provider, which is perhaps the closest 
comparator. 

The only external cost that directly related to the original introduction of the 
partnership was the purchase of external legal assistance to draw up the partnership 
agreement. The rest of the work was undertaken by staff within the ARP with some 
expertise provided from the finance, Human Resources, legal and IT sections in 
Forest Heath and Breckland Councils.  

Forest Heath District Council did procure a new IT system at the commencement of 
the partnership but this was necessary for the authority anyway with or without 
partnership as their old system ceased to be supported in 2004. Although there was, 
of course, a significant cost for Forest Heath in purchasing new systems, they did in 
fact save a six figure sum by purchasing the Academy systems in partnership with 
Breckland. 

The project structure is shown in the next diagram, a project plan was introduced and 
agreed by both sets of councillors that instigated an overall programme of change 
that would last for two years and would lead to the partnership delivering the services 
from one building by September 2004. (This was to be achieved two months early on 
the 5th of July 2004) 

The project programme was split into seven project stages overseen by a project 
team and a project board consisting of Council Members and senior officers of the 
two authorities.  

The programme was run on Prince II methods and was project managed by ARP 
staff who were fully qualified Prince II practitioners. It may be that other authorities 
would not be lucky enough to have this internal resource and hence may need to 
employ project managers externally. The use of this methodology ensured that the 
project was properly controlled through the project plan and risk register.  

But one of the reasons that we proceeded in this way, was that no one had 
succeeded in forming a partnership with these particular services before. So if we 
had to plough our own furrow, then we may as well plough it ourselves and influence 
and steer its direction throughout the period of implementation. 
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ICT  

Key to any project of this nature is the resolution of IT issues. The original authorities 
made the decision early on in the project that the IT would be unified and luckily East 
Cambridgeshire were using the same system when they joined so the existing 
arrangement could be easily extended. Forest Heath had to move off their old 
mainframe system in any event so the decision was taken to extend the existing 
Breckland contract with Academy to provide the Revenues systems for Forest Heath 
as well.  

In practice this meant the migration to Academy for all Forest Heath revenues 
systems and a migration to Academy for the Breckland NNDR system. This became 
the first major shared project between the two authorities and was successfully 
completed in August 2003.  

 

However form the outset, three major IT projects were instigated and run 
consecutively, these were: 

 Revenues systems and desktop unification 

 Electronic Service delivery  

 Electronic Document Management System (EDMS) 

 

All of these three projects have now been completed. 
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So have we achieved our objectives? 
 

With the introduction of East Cambridgeshire the partnership has now achieved all of 
its original targets and now commences a period of growth with a new partner, the 
table below documents the performance against the original objectives. 

 
Objectives Achievements 
Excellence in service 
delivery 
 

• Introduction of Electronic Service Delivery 
• Improvement to top quartile in Best Value Performance Indicators 
• Customer access reviewed and refined in each authority 

Customer satisfaction 
with the services 
provided  

• Positive customer feedback in both authorities 

Significant cost 
advantages to the 
partnering Councils 

• Cost of staffing reduced 
• Cost of accommodation reduced 
• Cost of IT reduced 
• Support services reduced 

Economies of Scale 
promoting a robust 
and flexible service, 
capable of absorbing 
change 

• Improvement in benefits service performance for Forest Heath in 
year that systems were changed 

• No disruption in service during major projects including: 
Introduction of partnership, Electronic Service Delivery, 
Accommodation move, Customer service team and contact centre 
development. 

• Introduction of resilience team providing resilience to other 
authorities 

To improve the 
Revenues Services 
for the end users of 
the services 

• Improved access through provision of electronic access and 
introduction of dedicated website. 

• Dedicated training to customer service teams and contact centre 
staff 

• Improved performance against all Indicators and measures 
To see continuous 
improvement in the 
service delivery of the 
services 

• Please see service performance tables 
 

To offer staff 
development and 
opportunities  
 
To improve the skill 
levels in each service 

• Training audit completed 
• Training needs  fulfilled 
• Training diaries introduced 
• Professional training in progress 
• Professional trainee post introduced 

To achieve and 
maintain Upper 
Quartile performance 
in the measurable 
BVPIs 

• Top quartile achieved. 
• Continuous improvement in BVPIs being seen 

To increase the 
number of partners 
and customers of the 
partnership to 
achieve further 
efficiency gains 

• East Cambridgeshire welcomed as third partner 
• Active discussions ongoing with other partners 

Improved letters and 
information 

• Letters reviewed at implementation of IT systems for Forest Heath 
• All information leaflets reviewed and reissued as joint leaflets with 

Plain English accreditation. 
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Conclusion  

The Anglia Revenues Partnership provides a revolutionary, innovative and 
successful solution to the delivery of Revenues and Benefits services across three 
local authorities. In 2007- 2008 the ARP team has continued to improve the quality of 
the services of its original partners, Breckland and Forest Heath District Councils, 
with a range of innovative initiatives, but at the same time has completely 
transformed the quality and performance of the service for the new partner, East 
Cambridgeshire District Council. 

East Cambridgeshire is extremely pleased at the way the Council and its residents 
have benefited from the new arrangement, with quality, performance and cost all 
significantly improving. With shared savings now reaching £1 million for the first time 
a major contribution is being made by the ARP to each council’s desire to keep 
Council Tax expenditure low.  

The ARP will continue to drive down the cost of service delivery for its partners for 
the foreseeable future giving real and measurable gains for their citizens. This will be 
reflected in both the service that they receive but also in their Council Tax bills. 

But the citizen is also gaining from a significant improvement in service for that 
reduced cost. Benefit claims are dealt with quicker, overpayments are minimised and 
specialised services such as bereavement officers, internet access, foreign language 
forms and benefit surgeries all make the benefits scheme so much easier for the user 
to access.  

Indeed, if a customer walks in the door of one of our customer points with a complete 
claim they will walk out of the door with a decision letter and the knowledge of exactly 
the amount of benefit that they will receive. Can service get any better than this?  

At the same time as providing this quality service at a reasonable price the Anglia 
Revenues Partnership has provided a security of employment to the staff now 
working for it. The ARP now employs in the region of 125 staff. All of these staff 
identify strongly with the ARP and are proud of their achievements for the citizens 
that they serve. Many have been with the ARP since the beginning and contribute 
every single day to improving the benefits service.  

The staff are well trained, knowledgeable and work together as a single team. The 
whole of the partnership works as one team providing consistency and support to 
each other across all the services that we provide. Regular training sessions 
reinforce the required consistency and steadily improve the knowledge of the whole 
team. However the regular team meetings also enable each individual to learn from 
each other.  

It is hoped that the success of this delivery model will be duplicated with other 
authorities who have the vision to see the possibilities for their own services. The 
ARP is now positively promoting the efficiencies of sharing service delivery and is 
assisting many authorities to develop similar arrangements. 

It has been a long journey to excellence for the Anglia Revenues Partnership, but the 
three partner authorities now consistently receive the highest standards of 
performance and quality every year, to also receive a consistent saving of almost £10 
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for every single Council Tax payer is a bonus. It is no surprise that Breckland 
residents continue to benefit from the lowest district council tax in the country and 
Forest Heath have the lowest Council Tax in Suffolk.  

For the citizens of each authority this mixture of quality, low council tax and high 
performance meets their exacting needs. For the ARP Benefits team that is the most 
important achievement of all. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  
 
 
If you have any comments or questions about the information provided in this 
submission please contact: 
 
Steve Knights - Partnership Manager    
 
℡ 01842 756401    steve.knights@angliarevenues.gov.uk
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