Performance Indicators in welfare rights advice 

A good practice paper published by the National Association of Welfare Rights Advisers 2008

All welfare rights advisers should have a system for measuring their outputs and outcomes by using Performance Indicators.  This requires resources and a service-wide commitment to the importance of Performance Indicators.

Credible and accurate performance information is important because:

· It helps secure funding and political and public support.

· It provides feedback to advisers, service users, funders and other stakeholders about how effective the adviser and/or the service is and the areas for improvement.

· It can be used as part of Social Policy work to highlight particular issues (e.g. a very high Tribunal success rate on a particular benefit may indicate poor standards of DWP decision-making).

· It enables the people responsible for the service to decide which activity gets the best return on investment.

· It is crucial evidence for a service to be able to defend itself against reductions in resources and to distinguish welfare rights work from services provided by benefit administrators.

The diverse nature of welfare rights services means that performance indicators need to be appropriate for the range of activities which a service provides.  Performance measures should also be:

· Specific 
· Measurable
· Attainable
· Reliable
· Time –bound
In addition it is important that performance measures are not too numerous,(“twenty’s plenty”) not concentrated solely on benefit gains, don’t take a disproportionate amount of time to operate, are easily understandable, not focused on the short-term and are relevant.  Measures should also use a common methodology to enable meaningful comparisons to be made.  The methods used for measuring performance must be credible and based on reliable data, if data is unreliable, this should be made clear.

Outputs:  
The activities undertaken

Outcomes:  
The results of those activities

Performance Indicators are not targets – though a Performance Indicator can be used to develop a target.

Because NAWRA believes that Performance Indicators are important, we commend the following menu of Performance Indicators to its membership.  As this is a menu, services are free to choose those which are felt to be relevant and helpful:

Services provided to the public

1. Casework output measure.  The number of cases should be measured as follows:  Each household is counted as per DWP definitions and each area of dispute which requires separate work (e.g. a couple with children who have an underclaim or dispute about a child’s DLA, one about the couple’s HB and another about the couple’s IS would count as three cases.  A couple with a dispute about HB only would count as one case).  “Casework” means a matter which requires more than one piece of advice or information.

Telephone advice services often advise anonymous callers, so a household based measure would not be appropriate.

2. Advice and information output measure.  This is for measuring “cases” (as above) where only one-off advice or information is needed.  Each case where such advice and information is provided should be counted.

3. Enquiry output measure.  This is widely used by Citizens Advice Bureaux.  Please refer to Citizens Advice guidelines for more information.

4. Subject count.  This is a simple score of the number of benefits and tax credits advised about (e.g. enquiry about IS and HB and CTB would score one for each benefit.  Casework involving an HB appeal and an IS underclaim would score one each for IS and HB.  This is then aggregated to show which benefits take up most of an adviser or service’s time.

5. Number of hours of service output measure.  This should measure the number of hours spent actually providing casework or one-off advice (not service opening hours).  Services may use a separate measure of a) casework time, b) advice and information time, c) travel time.  The number of hours can then be multiplied by the number of advisers who provide such services and expressed as adviser/hours. This can also be used to measure a percentage of maximum available time.

6. Waiting time.  This will vary according to the type of service being offered.  For example, a telephone-based service could measure the number of missed calls, a front line or second tier service, service could measure the time in hours or days between first contact by service user or referrer and substantial contact by an adviser.

7. Annual cash amount of ongoing benefit gained per case.  This should be measured as follows:  Amount of weekly benefit gained multiplied by 52 per case as defined in 1 above.  Ideally only actual confirmed benefit gains should be included per claimant (i.e. aggregate children, couples but not non dependants whose gain would be counted separately).  

Sometimes it is appropriate to include estimated gains (e.g. for a telephone-based service), but the rationale and methodology should be transparent and overt.  If it is reasonably foreseeable that the entitlement will cease before 52 weeks, a shorter estimated period should be used based on the adviser’s estimate of that shorter period.  The adviser should record the basis for any such conclusion.  When a 52 week period straddles a benefit uprating period, the pro-rata gain using the increased rates should be used only when the new rates have been announced.  

A confirmed benefit gain is one where the adviser either has written confirmation from DWP/LA/HMRC of a benefit award or the client reports that the additional money has been paid to them.  This therefore requires advisers to have a system for monitoring and following-up claims which are made.

8. One-off benefit gained per case This should consist of one-off benefit gains in addition to any ongoing benefit gain as well as any one-off gains without an ongoing increase in income.  These would include lump sum gains (e.g. Social Fund Community Care grants, not Social Fund loans), backdated benefit awards, confirmed awards of benefit for less than 52 weeks. See above about estimated gains.

9. Benefit overpayments reduced per case.  This is a measure of confirmed reductions in benefit and tax credit overpayments – either because they are declared non-recoverable or reduced following the adviser’s intervention.  It should be recognised that reducing or stopping recovery of an overpayment also leads to an increase in weekly income for service users, so a 52 week benefit gain score is also appropriate in such cases, though services may wish to separately record such cases.

10. Complementary service score.  Services may wish to record measures such as Warm Front Grants obtained, home safety checks undertaken and referrals to care and health services.

11. Service user satisfaction score.  Various methods can be used to measure service users satisfaction and it is good practice to routinely seek service users feedback.  Methods include, surveys of samples of service users, focus groups, follow up questionnaires to all “completed” cases.  It is also important to measure the number of compliments and complaints.  Some organisations have ready-made standard processes for such work.

12. Equalities monitoring.  All services should have equalities monitoring systems in place.  These will usually be prescribed by employing bodies.  Equalities monitoring is particularly important for  welfare rights services because it shows which groups may not be accessing services and which groups are being disproportionately affected by income maintenance policies and practices. NAWRA does not want to suggest methods for equalities monitoring because local authorities in particular will have ready-made systems.

13. Appeals.  This is an important quality and output and outcome measure for services which provide tribunal representation.  The following should be measured:

a. Number of appeals submitted.

b. Number listed for hearing
c. Number of postponements/adjournments
d. Number successful at hearing
e. Postponement/adjournment rate : c divided by b.
f. Success rate: d divided by a.
14. Further levels of sophistication could include separate measurement of the geographical location and/or “type of case”, impact of benefit gains (e.g. how service users use the extra money), numbers helped to stay in work or education, evictions prevented, percentage increase in income (e.g. £20 a week extra has a greater impact on someone with an income of £80pw compared to £180pw), number of contacts per case (to indicate complexity), etc.  

Greater levels of sophistication require greater levels of detail and potentially adviser time and a careful judgement needs to be made about the value of such information compared to the time taken to collect and collate it.

Second tier services (i.e. services provided to others who advise or help the public)

1. Training performance indicators.  There are several useful Performance indicators:

a. Number of courses delivered

b. Subjects covered

c. Number of participants trained

d. Number of hours training delivered

e. Number of participant/hours (i.e. “b” multiplied by “c”)

f. Participant satisfaction score – there are various versions of this used by trainers, including an average of the overall satisfaction score of the percentage of participants rating the course as “good” or “excellent” on a four point scale.

g. Value added scores – such as participants’ self-rating of increased confidence and knowledge, additional benefit gained as a result of attending the course in a fixed period after a course.

2. Advice to advisers indicators.  These could include:

a. Number of hours of telephone or email access provided to advisers.

b. “a” above as a percentage of maximum available time.

c. Total number of matters advised about.  (e.g. DLA dispute for one service user about care and mobility components scores two).

d. Enquirer satisfaction score based on a sample of enquirers and their overall satisfaction on a self-rated four point score (e.g. “Excellent, good, adequate, or poor”).

e. Subject number.  This is a simple score of the number of benefits and tax credits advised.  This can then be aggregated to show which benefits take up most of an adviser or service’s time.

f. Estimated or confirmed benefit gain from advice given.  This is the based on adviser’s own estimate of the realistically likely success of a dispute or claim advised about using the same time measures in 6,7 and 8 above.

3. Benefit take-up indicators.  These indicators are for use when a service undertakes a benefit take-up campaign or initiative.  The Indicators could include:

a. Amount of confirmed or estimated benefit gains in accordance with above Performance Indicators.

b. Cost of the campaign including the full cost of adviser and support staff time spent on the campaign, publicity, postage, telephones, etc.

c. Return on investment: “a” divided by “b”.

d. Number of contacts.

e. Size of target group and number of contacts as percentage of target group.

Some generic Performance Indicators include:

a.       Adviser vacancy level (e.g. vacant hours divided by total potential adviser hours per year/month/quarter). 

b.       Adviser absenteeism (e.g. total absent adviser hours divided by total potential adviser hours per year/month/quarter).

c.       Adviser turnover (number of advisers who leave as a percentage of total number of established posts).
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