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Introduction 

The purpose of this report is to seek Committee’s consideration and approval of the 
revised Benefits Fraud Business Plan for 2006/2007. 

Background 

Committee approved North Lanarkshire Council’s initial Benefits Fraud Policy 
document in February 2000, and have approved annual revisions. The Policy 
outlines the Council’s approach to the prevention and detection of Housing and 
Council Tax Benefit fraud. A Business Plan has been developed in line with the 
approved policy and is set out at Appendix 1. 

The Business Plan has been developed taking into consideration the Benefit Fraud 
Inspectorate and Department for Work and Pensions’ Performance Standards. 

Recommendation 

Committee is asked to approve and adopt the 2006/2007 Fraud Business Plan set 
out at Appendix 1. 

Background Information 

Background information is available within the Housing and Property Services 
Department. 

T McKenzie 
Director of Housing and Property Services 

Encl 
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Appendix 1 

Counter Fraud Team 

BUSINESS PLAN 
& 

OPERATIONAL TARGETS 
2006 I2007 

North Lanarkshire Council 
Housing & Property Services Department 

Benefits 



I. Introduction 

9 Counter Fraud Officers 

This plan sets out North Lanarkshire Council’s Counter Fraud Team’s aims 
and objectives for 2006/07 and reviews performance in 2005/06. The plan 
also supports North Lanarkshire Councils Fraud & Prosecution Policy and 
Service Delivery plan. 

1 Clerical Officer 

The purpose of this business plan is to define the Counter Fraud Team’s 
goals in terms of performance management and key performance indicators. 
In addition it details how the section will deliver a professional service to the 
residents of North Lanarkshire. 

2. Our organisation 

Who are the Fraud Section? 

The team is part of Housing & Property Services Department, managed by 
the Benefits Manager. The Benefits Section also includes the administration 
of Housing & Council Tax Benefit. 

The Fraud Manager was appointed in 2003 and is responsible to the Benefits 
Manager. The Fraud Team’s structure is as follows: 

Fraud Manager < 
~~ I Team Leader I 



Our aim 

Our aim is to: 

Systematically route out and deter benefit fraud and to protect and secure the 
benefits gateway through high quality fraud investigations and using all legal 
sanctions available, while ensuring that suspects are treated fairly and without 
discrimin a tion . 

To achieve this aim we need to: 

continuously develop effective and innovative ways to detect, investigate 
and take action against fraud 
learn from the intelligence that we gather during investigations to educate 
all HB and CTB stakeholders 
engage stakeholder co-operation to help us to systematically strengthen 
our defence of the benefits gateway. 

Our key priorities 

To increase counter-fraud activity during 2006107 and improve performance, 
our key priorities for the coming year are to: 

ensure that newly recruited investigators receive appropriate training, 
including PINS, and reach Accredited Counter Fraud Officer status; 

ensure all Counter fraud staff are trained on the latest evidence 
requirements for receiving and verifying documents; 

encourage good quality fraud referrals from staff, members of the public 
and third parties through targeted HB and CTB fraud awareness 
promotions; 

introduce arrangements to systematically analyse and report the 
outcomes from investigations in order to continuously strengthen our 
defences and learn and improve in all aspects of our counter-fraud 
performance; and 

revise and introduce more effective management controls to our counter- 
fraud activities to ensure: 

- high quality and timely investigations; 
- maximum effectiveness in combating HB and CTB fraud; and 
- compliance with policy and legislation. 



3. Review of 2005106 performance 

A concentration of resources on the National Fraud Initiative (NFI) during 
2005/06 limited our capacity to make significant changes to our working 
practices, not least in terms of risk management and using the intelligence 
that we gather to better focus our activities and initiatives. This will be 
addressed during 2006/07. 

Referrals 

We received 824 referrals in 2005/06, of which we accepted 369 for 
investigation. Although the team encourages referrals from all sources, to 
make best use of the resource available, we focused on those referrals 
received from the Housing Benefits Matching Service (HBMS) & NFI. 

We need to improve our management information to identify the main sources 
and types of our successful investigations. Figure I outlines the breakdown 
of the referrals received & accepted for investigation by source during 
2005/06. 

Investigations 

We concluded 222 investigations during 2005/06, of which 97 (43.69%) 
resulted in fraud proven. 

Figure 2 outlines the substantiated referrals by source during 2005/06. 



Sanctions 

Although sanction levels are low in comparison to 
we have significantly increased the number of 
Procurator Fiscal service (PF), which has led to an 
cases successfully prosecuted. 

some other Scottish LA’S 
cases submitted to the 
increase in the number of 

Figure 3 outlines the submissions made and sanctions achieved in 2005/06 
and a comparison with the previous year. 

The DWP have now changed the way we record and calculate successful 
prosecutions, which should lead to an increase in successful sanctions in 
2006107. 

A contributing factor for the improvement in the number of cases referred to 
the PF was that we effectively targeted our resources to those cases most 
likely to result in a sanction. Our fraud prosecution policy was also updated 
and was approved by Committee on 16 March 2006. 

Proactive initiatives 

National Fraud Initiative 2004105 (NFI) 

For the first time ever, along with other councils in Scotland, we participated 
in the National Fraud Initiative. This initiative is run by Audit Scotland and 
matches the data held by different local authorities and pension providers. It 
provides Scottish councils with an opportunity to identify discrepancies 
between HB and CTB records and other records such as: 

0 student awards 
0 private pensions 
0 payrolls. 

We received a total of 6,455 matches. This was a time consuming exercise 
and again, as a result of limited resources, we were unable to fully participate 
in this initiative. However, we did recognise that the high risk matches and 
those identified by our colleagues in Internal Audit required scrutiny and we 
focused on these referrals. As a result of these enquiries, we identified 
overpayments of Housing & Council Tax benefit in excess of f453,OOO. 



Housing Benefit Matching Service (HB MS) 

Since the regime for finding fraud and error in the live caseload by the use of 
data-matching and risk analysis was brought into force, from April 2004 
Housing Benefit Matching Service data matches have been issued on a 
monthly basis. 

We received 1915 data-matches during 2005/06, which equates to on 
average 159 referrals per month. 

Working in partnership 

We recognise that, to deliver an effective professional service and to tackle 
benefit fraud, we must work with a number of stakeholders. Indeed, we 
attribute some of our success to the effective internal and external 
partnerships we have established. 

Fraud Investigation Service 

This includes the effective working relationship we have with our partners in 
the Department for Work and Pension’s (DWP) Fraud Investigation Service 
(FIS). While COSLA do not support the Fraud Partnership Agreement and 
while there are some differences to be resolved at Joint Regional Board and 
Joint Operational Board level, we have fostered an effective working 
partnership with our local FIS staff through regular meetings, and, importantly, 
a willingness from both parties to engage in joint working and reduce fraud 
within the North Lanarkshire Council area. 

Joint initiatives 

Although we were unable to take part in any joint initiatives with the FIS 
during 2005/06, due to resourcing problems encountered by FIS as a result of 
their reorganisation, we did participate in other joint working activities. Last 
year, although we only participated in a small number of joint investigations 
with the FIS, we did achieve 3 prosecutions. In 2006107 we hope to develop 
this partnership further and increase the number of joint investigations, albeit 
this will depend on the resources available at FIS. 

Procurator Fiscal 

Another important stakeholder is the Procurator Fiscal who has discretion 
whether to prosecute a case or not. The Procurator Fiscal must first be 
satisfied that the circumstances of a case disclose a crime known to the law 
of Scotland. They must then consider whether the evidence is sufficient, 
admissible and reliable. If not, the Procurator Fiscal will take no action. 
Otherwise, they will go on to decide the best course of action to take in the 
public interest. 

North Lanarkshire Council currently deal with Procurator Fiscals from 2 
sheriffdoms - Airdrie and Hamilton. All submission are made electronically 
using the Crown Office SRAWEB. 



Subsidy 

During 2005/06 the successful application of sanctions against HB and CTB 
fraudsters returned f 11,600.00 through the Department for Work and 
Pensions’ Security Against Fraud and Error (SAFE) Scheme incentives. We 
also applied administrative penalties amounting to f4,432.49 that are in the 
process of being recovered. 

Our work to uncover fraud and overpayments also contributed to the 
Council’s overall Weekly Incorrect Benefits (WiB) incentives, which, during 
2005/06, totalled f 140,824 in respect of WiB and f430,842 in fraudulent 
overpayments. 

For the coming year 2006/07 there has been a significant change in the way 
in which Local Authorities receive subsidy for their counter fraud activity. 

Subsidy for individual sanction cases has been abolished and replaced by a 
core subsidy to include Benefit Claims processing and Verification 
Framework. However, as a guide the government expects Local Authorities 
to direct around a third of their total allocation to security of benefits through 
effective reviews, visits and counter fraud investigations. 

It should be noted that subsidy is awarded to Local Authorities to encourage 
them to tackle Benefit Fraud not only by detection but also in the punishment 
of serious or habitual offenders. The high cost involved in prosecutions and 
administering sanctions is therefore offset by the subsidy. 

4. 2006/07 Planned Activities 

Management structure and staff 

One of our key areas of performance management requires that we have 
sufficient and well-trained staff in place to meet the needs of countering the 
risk of fraud we face. 

Our main focus for 2006107 will be: 

Identifying specific training required for the newly appointed Counter 
Fraud Officer (CFO); 

0 PiNS training for the newly appointed CFO; and 
0 the management of the council’s counter-fraud efforts. 

The Team Leader‘s role is also critical in terms of achieving the results and 
outcomes detailed in this business plan. 

Specifically we will agree and document the team leader’s roles and 
responsibilities. These will include: 

introducing case reviews; 
0 monitoring and analysing the results of our investigations; 



reviewing our risk-based referral process; 
delivering a localised fraud awareness programme ; 

0 providing figures to enable monitoring and reporting progress against 
Performance Measures and Enablers contained in Performance 
Standards 2006; 

0 assisting in the improvement of our performance against the Performance 
Measures and Enablers contained in Performance Standards 2006; and 

0 monitoring and reporting progress against this business plan; 

Training 

The success of the Council’s Prosecution Policy will significantly depend on 
the effectiveness of planned training, awareness and responsiveness of 
employees throughout the organisation. 

To facilitate this, the council will ensure that employees are provided with the 
necessary knowledge, skills and awareness to help ensure the success of its 
Prosecution Policy. This will be achieved by: 

Ensuring all Counter fraud officers receive necessary training including 
PiNS training and achieve Accredited Counter Fraud Officer status; 

Ensuring that all Counter fraud staff are trained on the latest evidence 
requirements for receiving and verifying documents; 

Ensuring that the Team Leader receives necessary PiNS and any fraud 
related training; 

Ensuring that fraud awareness training is provided for all new staff, and is 
ongoing for all relevant staff at regular intervals; and 

Providing fraud awareness training to stakeholders and other relevant 
outside organisations. 

Referrals 

Over the last 2 years the number of referrals we have received has remained 
constant at between 800 - 900 each year. We aim to increase the number 
and improve the quality of referrals received during 2006/07. 

We will publicise internally and externally: 

0 the prosecution policy; and 
0 the fraud hotlines. 



Maximising referrals from staff 

Countering fraud is the responsibility of everyone working in or having 
responsibilities for HB and CTB administration. It is an integral part of that 
administration that everyone is aware of the risks of fraud and knows what to 
do when they suspect it. We will promote fraud awareness to our colleagues 
who are involved in HB/CTB benefit administration, housing services and 
council tax collection. This will ensure that those staff who interface with 
benefit customers are made aware of the important part they play in both 
securing the benefit gateway and detecting fraud at the earliest opportunity. 
This year, awareness will be delivered to all appropriate staff through training 
sessions and the use of an e.learning package. In addition we will continue to 
provide fraud awareness as part of any new staffs induction process. 

Maximising referrals from the public 

The council provides a dedicated Fraud Hotline and also subscribes to the 
Department for Work and Pensions Shared Fraud Hotline. In the terms of 
promoting fraud awareness externally, we will continue to publicise both 
hotline services to the public and to all council staff who can use this service 
with complete confidentiality. Up until now this has been publicised in our 
local council offices, local newspapers, the ‘Retired & Living in’ publication 
and on almanacs which are made freely available to all residents in the 
council area. Consideration will also be given to including this information on 
the council’s website. 

One of the key activities this year is to launch a dedicated benefit fraud page 
on the councils intranet and internet, for members of the public and staff to 
report, in confidence, any suspected benefit fraud. 

Referral sifting 
To ensure that we target our investigative skills and resources effectively we 
need to review our risk-based sift criteria. We currently use a very basic 
approach, however we recognise that this area has to be reviewed to better 
suit our individual caseload in North Lanarkshire. We need to ensure that our 
effort is expended on those cases most likely to result in proven fraud and 
ultimately a sanction and whereby unsuitable cases are correctly rejected. 
We will review this process during 2006/07. 

The Department for Work and Pension’s Performance Standards require that 
all non-bulk referrals are sifted within an average of 10 working days from 
receipt. As such this is included as a performance target for 2006/07. 



Referral monitoring 

We will endeavour to monitor and analyse the outcome of investigations and 
use this intelligence to facilitate learning and improvement in all aspects of 
counter-fraud performance. Specifically we will continue to monitor on a 
monthly and quarterly basis: 

0 the number of referrals received 
0 referrals by type 
0 referrals by source 
0 referrals resulting in prosecution or other sanctions by type 
0 referrals where no fraud is found 
0 the amount and number of overpayments established through fraud 

investigation. 

We will use this information to inform our risk-based sifting process and the 
content and targeting of future fraud awareness sessions. We will also 
continue to provide summary level feedback to staff, which will encourage 
more, and better, referrals. 

Investigation 

Commencing investigative action 

Investigations should be focussed and there should be no unnecessary delay. 
To facilitate this, Performance Standards require that investigations should 
start within an average of 10 working days of the case being sifted. As such 
this is included as a performance target for 2006/07. 

Concluding investigative action 

In line with Internal Audit recommendations, we will set a performance 
measure for the length of time in concluding a fraud investigation. Our target 
in this area is to conclude investigations within a minimum of 16 weeks of 
being allocated to a CFO. However pending the nature of the enquiry, this 
may require to be extended by the Fraud Manager or Team Leader after 
reviewing the case with individual CFO’s. 



Quality checking & Reviews 

It is important that investigations are focused to make best use of the 
resources available and that each case is thoroughly investigated. In addition 
the council’s Counter-fraud Policy is explicit that all investigations will be 
conducted in accordance with the relevant legislation. 

To provide assurance on the quality of work and the extent to which the 
investigative process complies with regulations and also to maximise the 
opportunity to improve the quality and quantity of evidence gathered, we will 
introduce a management checking programme to include ongoing as well as 
closed investigations. These checks will consider: 

quality of the referral 
time taken to sift the referral 
time taken to start the investigative action 
quality and completeness of the evidence gathered 
compliance with legislation, which includes: 
Social Security Administration Act 1992 
Data Protection Act 1998 
Human Rights Act 1998 
Race Relations Act 1976 
Regulation of Investigatory Powers (Scotland) Act 2000 
test of fairness 
compliance with council policy and guidance 
delays during the investigation 
any benefit administrative weaknesses 

We will introduce case reviews of ongoing cases that reach 10 weeks old, 
which will allow us to prioritise and progress our workload and close cases as 
soon as possible where necessary. 

In addition we aim to check 4% of all closed fraud files on a monthly basis 
comprising: 

closed investigations where fraud proven. 
closed investigations where fraud not proven. 
all cases for new staff. 

Our quality-checking regime will provide assurance to senior officers and 
members that: 

all fraud investigations comply with legislation 
the treatment of offenders is consistent 



0 the maximum deterrent effect is achieved in all cases 
the counter fraud unit is operating efficiently and effectively. 

Importantly we will use the findings of these checks to: 

0 identify trends in investigative and benefit administrative weaknesses 
0 identify any training needs 
0 deliver continuous improvement in our performance and service delivery. 

Sanctions 

Whilst we aim to improve on our current performance standards score, our 
main aim for this coming year will be to increase the number of sanctions. As 
a result of the weighting attached to this standard (Performance Measure 76 - 
Number of successful sanctions per 7000 caseload) and the training issues 
mentioned previously, we aim to achieve a grade range 2 as set out in the 
self assessment. 

Also, while we are keen to pursue those who commit or attempt to commit 
benefit fraud, we need to ensure that the council’s prosecution policy is 
consistently applied and that everyone is treated fairly. As a consequence, 
we plan to introduce more control in this area. Specifically we will: 

0 quality check a percentage of sanction cases. 

Proactive initiatives 

National Fraud Initiative 

During the latter part of 2006/07, the 2005/06 NFI results are expected and 
we will continue to participate in this exercise in partnership with Internal Audit 
and FIS (if their resources allow). 

Housing Benefit Matching Service (HBMS) 

We will also continue to sift and investigate the referrals received through this 
source. The Department for Work and Pension’s Performance Standards 
require that 90% of HBMS cases should be resolved within 2 months. As 
such this is included as a performance target for 2006107. 



Working in partnership 

Fraud Investigation Service 

We will continue to attend both the Joint Regional Board for Scotland and the 
West of Scotland Joint Operational Board meetings, which provide a platForm 
to develop effective working relationships with the Fraud Investigation Service 
and our neighbouring councils. We will continue to operate within the spirit of 
the Fraud Partnership Agreement and hope that COSLA will approve this as 
fit for purpose in the near future. 

We will work closely with our local Fraud Investigation Service staff to ensure 
that all suitable cases are jointly investigated and sanctioned where 
appropriate. However this again relies on the available resources of FIS. 

Other councils 

We will continue to attend, contribute to and learn from our meetings with 
other West of Scotland councils at the Joint Operational Board. In addition 
we will continue to attend and chair the quarterly Scottish Local Authorities 
Investigation Group (SLAIG) meetings, which involve investigation 
practitioners from all Scottish councils. 

Procurator Fiscal 

We will monitor our performance in achieving successful prosecutions and 
learn from those cases where we do not. We will do so, where possible, by 
direct liaison with the Procurator Fiscal. We will endeavour to hold meetings 
at least on an annual basis with the PF where their workload allows. 

Measuring and reporting our performance 

As our performance is monitored regularly by the benefits management team, 
this will ensure effectiveness and accuracy of this plan against our targets. 
Remedial action will be taken should unforeseen problems arise and the 
necessary corrective action will be taken. 

We will also continue to provide statistical data for the National Performance 
Management Framework (NPMF) to measure and compare our performance 
against other Local Authorities 



Internal monthly reporting 

Specifically the internal monthly report will gather: 

number of referrals received by source and % accepted for investigation 
number of referrals received by type and % accepted for investigation 
number of referrals overloaded and rejected 
number of referrals accepted 
number of referrals where fraud is proven 
number of successful sanctions, including submission to Procurator Fiscal, 
Administrative Cautions offered and accepted and Administrative 
Penalties offered and accepted. 
investigation files held by individual investigators 
Average time taken to conclude investigations 

By collecting and analysing this management information the council will be 
better informed to: 

monitor workflow over time and identify trends in the types of fraud being 
identified 
monitor and assess the performance of the team 
take corrective action where targets are not achieved 
understand more fully the impact the team has on areas other than 
sanctions, for example in identifying fraudulent overpayments. 

Quarterly reporting 

We will monitor our performance against our key performance indicators and 
report on a quarterly basis. These are listed below. 



Targets 

Taking into account the section’s performance for 2005/06, the revised DWP 
Performance Standards and the Council’s revised Fraud & Prosecution 
Policy, local targets for 2006/07 have been set as below: 

Combined Annual Sanctions Target 60 

(This figure includes Cases Submitted for Prosecution and accepted, 
Administrative Penalties and Administrative Cautions) 

OTHER FINANCIAL TARGETS 
P 

Overpayments 
(Average per case * f952.47) 

Annual WIB 
(Average weekly incorrect benefit * f41.03 

f 

123,821 

53,339 

* The figures for 2005/06 were unusually high due to the Council’s 
participation in the first NFI exercise in Scotland, therefore it has been 
decided to use the original target figure for 2005/06. 



Action plan & Training plan 
- 
No 

1 
- 

2 

3 

Objective 

Ensure sufficient & well 
trained staff are in 
place to combat benefit 
fraud 

Maximise number and 
quality of referrals from 
the public 
Maximise number and 
quality of referrals from 
staff & raise awareness 

Target I Outcome 

Newly appointed CFO’s to be 
sufficiently trained & attain 
Accredited Counter Fraud status. 
All counter fraud staff to be VF 
trained. 

Develop and launch a dedicated 
benefit fraud page on the councils 
intranet & internet sites 
Deliver a programme of fraud 
awareness 

Responsible 
Officer 

Fraud Manager 
& 

Team Leader 

Fraud Manager 

Fraud Manager 
& 

Team Leader 

Activity 

Carry out induction training 
& consider any technical 
training requirements. 
Arrange appropriate 
training; 
Basic benefit training if 
required & system training 
Training on local procedures 
VF Training 
PiNS 9 (Authorised officer - 
old powers) 
Personal Safety 
PiNS (ACFO) 

Shadowing experienced 
investigators 
Contact I.T. department to 
assist in development of 
web page. 
Arrange programme 

Ensure all benefits, housing 
and Council Tax staff 
undertake sessions 
Obtain a copy of Meritec’s 
updated E-learning Fraud 
Awareness package and 
assess suitability for future 
training 

By when 

Ongoing 

As & when required 

Ongoing 
As & when reauired 
Pending availability of 
DWP training 
As & when required 
Pending availability of 
DWP training 
Ongoing 

Ongoing 

Ongoing 

Ongoing 

Septem ber’06 

Progress 



4 

5 

Target resources 
efficiently and 
effectively 

Achieve continuous 
improvement towards 
the Department for 
Work and Pensions’ 
Performance 
Standards. 

Review risk-based referral sifting 
criteria 

Improve Security Performance 
Standards scoring 

Fraud Manager 

Fraud Manager 

Examine and analyse I I 
results of monitoring 
Identify trends and risks 
Use finding to review sift 
process 
Implement new criteria 
Review effectiveness of new 
criteria 
Examine results of PM 
scores & enablers. 

Identify areas of weakness 

Take relevant action where 
necessary. 

k- SeptlOct’OG 

F 
Ongoing 


