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1. BACKGROUND INFORMATION AND OPTIONS

1. This report is to update CROS on the current progress of the ICT shared service project with Allerdale Borough Council.  Normally CROS would be consulted when the Executive had commented upon the final outcome of any project of this type but Officers want to bring this matter to the early attention of CROS so that their views and comments could be considered at an early stage. 

2. CROS were informed, as part of a report from the shared services and efficiencies working group of the possible development of a shared ICT Service with Allerdale at their meeting of the 3rd April 2008. 

3. The ICT shared services project was to be in two parts.  The first part was to develop a joint business case to see if the two services could be delivered together in a way that would produce both a cost saving and an improvement in service.  The second part of the project was to seek to implement the shared service if the outcome from the first part was favourable.

4. Since approval was given to start by the Executive on the 17th March 2008, a joint Project Board with Allerdale has been established.  This comprises of the Carlisle Director of Corporate Services, the Allerdale Director of Strategic Resources, both Heads of Service, a Project Manager and a Human Resource Manager with appropriate project support arrangements being put in place.  The Chair of the Board is rotated between both Directors with meetings taking place at Carlisle and Allerdale on an alternate basis.  

5. A project initiation document (PID) has been developed and agreed by the project board.  The plan breaks down the project into a number of constituent components (called work packages) and has assigned responsibility for these members of staff drawn from both Councils.  In combination with the project plan a timeline for the delivery of the initial business case is also presented.  The PID is shown in Appendix A.  

6. Communications with staff at both Councils has been taking place at regular intervals.  The Director of Corporate Services at Carlisle City Council has been attending full meetings of the Carlisle IT Unit on a fortnightly basis to brief them and answer any queries they may have.  There has also been a joint meeting of all Allerdale and Carlisle ICT staff to explain the project to them, meet their counterparts and help breakdown any barriers there might be to joint working.  A wider communications plan aimed at a broader audience has been drawn up and agreed by the Board and is now being carried out.

7. User satisfaction with the current ICT Service has been base lined.  The Board are determined that service quality will not drop as a result of implementing a joint service and needed to establish current satisfaction levels.  After any shared service is implemented a similar survey will be carried out to determine what the impact on the service has been.

8. Before the Business Case is to be presented to both Councils external consultants will externally verify it.  Potential consultants have been identified and a brief is currently being drawn up for them.

9. The original timeline for the project was to seek to deliver a completed business case to both Councils by mid summer in time to inform the budget cycle for the following year.  The implementation, if approved, would look to see the new service commence in April 2009.  The current timeline for the project is for the business case to be presented to CROS on the 24th July with the Executive to consider their comments before taking a decision to proceed to the next stage on the 28th July.  There is a full supporting programme of consultation with all interested stakeholders that will take place in the lead in period to these meetings.   Allerdale are running to a similar timetable, seeking to reach a final Executive decision on the 6th August.

10. There are three main points to make about the project to date:-

11. The first is that staff working on the project have made considerable progress to date.  Work packages have been progressed expertly and efficiently by the staff involved and they need to be congratulated on their positive attitude to the shared service proposal. 

12. The second is that the time scales are extremely challenging.  Some of the current ICT workload has had to be deferred as this project is considered to be a Council priority.  Additionally, the time pressures have been exacerbated by the Job Evaluation (JE) process at both Councils particularly at Allerdale.  JE is not a risk to the project but the timing of certain activities, namely the release of revised salaries at Allerdale and the hearing of JE appeals at Carlisle has added significant pressure to already tight time scales.

13. Finally, although work on many fronts is progressing well, the HR aspect of the new shared service is still to be significantly progressed.  This is one of the key areas of the project and whilst the thinking on this aspect of the project has still to be worked through a note of caution would be appropriate at this stage.

14. In summary, work is progressing well and there is a determination on all sides to produce a quality business case which will allow an informed opinion on the viability of a share ICT service between the two Councils.

15. CROS are asked for their views, comments and suggestions on the project. 
CONSULTATION

2.1 Consultation to Date.

JMT have considered this matter.

Staff have been briefed

2.2 Consultation proposed.

CROS are to be consulted again before any decision is to be taken the project outcomes.

External verification of the business case is to take place

Formal consultation with the Unions and staff will be further expanded.

RECOMMENDATIONS

Members of CROS are asked to make know any views or comments concerning a joint ICT Service with Allerdale that they might want to be considered by the project team.

IMPLICATIONS

· Staffing/Resources – 

To be detailed as part of the business case.

· Financial –

To be detailed as part of the business case.

· Legal – 

     
To be detailed as part of the business case.




· Risk Management – 

A risk register is being maintained as part the project 

· Equality Issues – 

  
None

· Environmental – 


None

· Crime and Disorder –

None
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Background

Allerdale Borough & Carlisle City Councils have a proven history of successfully collaborating on ICT projects and initiatives at both the local Council and county wide levels.

Both Councils have agreed to explore the potential of creating a single shared Information & Communication Technology (ICT) team serving both organisations.

This initial project is to develop a business case for the creation of a shared ICT service that will be considered by both Councils.

Mutual approval of the business case would lead in to a further project to implement a new and merged organisational structure and technical infrastructure across both Councils.

The principle drivers for the consideration of merging the current ICT teams include:

· Increased capacity and capabilities.

· Reduced ongoing revenue costs for both Councils.

· Improved disaster recovery and business continuity capabilities (specifically including telephony and website services).

· Improvements to the current ICT services provided.

· Provide a solid base for all future shared service initiatives.

Outline Business Case

This project would support both Councils to achieve the common goal of reducing costs whilst achieving ongoing service improvements.

Project objectives and scope

Project objectives

This project will deliver a business case for the creation of a shared ICT service across both Councils to allow consideration by Corporate Management and elected Members.

The business case will also deliver a recommendation as to the viability of creating and sustaining a shared ICT service across both Councils.

Project scope

The scope of this project includes the following services for Allerdale Borough Council and Carlisle City Council:

· ICT services (applications, infrastructure, development, telephony).

· Website services.

· GIS services.

· Document Management services (print, post, scan).

· Members ICT.

There are currently no exclusions from the scope identified.

The project will initially be resourced using internal capabilities within the affected service areas with project sponsorship from elsewhere within both organisations and with project management still to be identified.

It is proposed that the business case and proposed organisational structure will undergo critical independent review by a qualified third party organisation before submission to Council.

The development of the business case will depend specifically upon resource from the Finance and HR departments at each organisation.

Project deliverables

The project will deliver a recommendation from officers for consideration by each Council as to whether the Councils should proceed with the implementation of a shared ICT service.

The recommendations will be accompanied by either a fully detailed business case for the creation of a shared ICT service or a report detailing the rationale for not recommending to proceed.

Specific deliverables for inclusion in the business case are detailed within the work packages as defined in the next section and as explained in detail within the appendices.

Project approach

The business case will be developed following, and in conjunction with, a number of work packages that will explore specific areas that require consideration.

The high level stages of the project will include the following:

· Project initiation and identification of key stakeholders including project manager.

· Acceptance of project initiation document by the project board at the meeting on 2nd April 2008.

· Visioning and consideration of options with workshop (provisionally) scheduled for 8th April 2008.  This will include an initial stop/go decision point to be ratified by the project board.

· Work package delivery (presuming board decides to continue).

· Development of business case or report of reasons why not to proceed.

· Presentation of final recommendation and report to key stakeholders including Elected Members and Chief Officer Management teams.

Each project board meeting will include a stop/go decision point based on feedback from progress with the relevant stages.

Work packages include (further details provided in the appendices):

· Project Plan

· Completion of business case 

· Communications 

· Visioning / Options appraisal 

· Finance / Budgets (including savings) 

· Organisational Structure (including ITIL disciplines where appropriate) – 

· Human Resources implications (including Job Evaluation) 

· Governance 

· IT Service Management

· Technical Infrastructure (including centres of excellence / virtualisation etc) 

· Rationalisation / Consolidation programme for business applications 

· Business Continuity / DR 

· Website

· GIS 

· Document Management services (print and potentially post, scan)

· Partnerships & commercial engagements.

The project will also include appropriate input from previous shared ICT initiatives both at the county and local levels.

The project will be conducted in accordance with appropriate project management methodologies in place at each Council, specifically including elements of the PRINCE2 approach.

Project Plan

A detailed project plan is to be developed however a high level running order for the work packages is as follows:

ID
Task Name
Duration
Start
End
Predecessors

1
Project Initiation Document
1 d
07/03/08
07/03/08


2
Project Planning and Management
81 d
10/03/08
30/06/08
1

3
Business Case Development
59 d
08/04/08
27/06/08


4
Visioning/Options Appraisal
3.33 d
08/04/08
11/04/08
2SS

5
Governance
4.5 d
14/04/08
18/04/08
4

6
Finance/Budgets
17.7 d
18/04/08
14/05/08
5

7
Partnerships and Commercial Engagements
12 d
14/05/08
30/05/08
6

8
IT Service Management (incl. Service Desk)
41.5 d
18/04/08
16/06/08
5

9
Technical Infrastructure
41.5 d
18/04/08
16/06/08
5

10
Telephony
24.5 d
18/04/08
22/05/08
5

11
Business Continuity/Disaster Recovery
17 d
23/05/08
16/06/08
10

12
Rationalisation of Business Applications
42.5 d
18/04/08
17/06/08
5

13
Web Sites
42.5 d
18/04/08
17/06/08
5

14
GIS
31.13 d
18/04/08
02/06/08


15
Document Management Services
42.5 d
18/04/08
17/06/08
5

16
Organisational Structure
5 d
18/06/08
24/06/08
7,8,11,15,13,14

17
Human Resources
50.5 d
18/04/08
27/06/08
5

18
Communications
81 d
10/03/08
30/06/08
2SS

19
Recommendation and Business Case
1 d
01/07/08
01/07/08
2,18,17,16

Organisation – roles and responsibilities

The project organisation and specific roles and responsibilities will be as follows:

Project Board

Name
Job Title
Authority
Role

Angela Brown
Director of Corporate Resources
Carlisle
Project Sponsor & Finance representative

Nick Fardon
Director of Strategic Resources
Allerdale
Project Sponsor & Legal representative

Philippa Hardy
Head of HR
Allerdale
HR representative

Stephen Kirkpatrick
IT Services Manager
Allerdale
Allerdale ICT

John Nutley
Head of IT
Carlisle
Carlisle ICT

Project Manager

The project board has agreed that Allerdale Borough Council will provide project management resources (subject to approval of the nominated project manager by Carlisle City Council officers).

Hazel Cushin, Head of Corporate Services, has been nominated by Allerdale to act as project manager for this project.

Project Team

The project team will be made up of appropriate representatives from the IT departments of both Councils with support from finance and other representatives as required.

Chief Officer Management Team(s)

The Strategic Management Team (Carlisle) and Corporate Management Team (Allerdale) will the initially receive and consider the recommendations and appropriate report before submission to the Executive body at each Council.

The directors sitting on the project board will provide regular updates to the other chief officers at each Council.

Executive(s)

The Executive committees at each Council will consider the recommendations of the project board and determine whether to stop the project or proceed with the implementation of a shared ICT service.

Users

The project will potentially require input from, and consultation with, user representatives across all areas of both Councils and will specifically include professional input from HR, Finance and Legal etc.

Resource requirements

Exact resource requirements throughout the project will be determined by the project manager and appropriate work package leaders, however professional HR, Finance and Legal will be required at key stages.

Project costs

Initial funding of £10,000 from each Council has been agreed to cover costs of any external assistance.

Project quality

The project will support all appropriate working standards in use at each organisation.

An independent external review of the business case will be undertaken before submission to Council.

Project controls

The project board will meet on a monthly basis as a minimum and as required throughout the duration of the project.  Each project board meeting will include a stop/go decision point based on the progress of the stages and work packages at that time.

The decision to continue or stop the project at any time will rest solely with the project board.

The outputs of the project (recommendation and business case or ‘no go’ report) will initially be referred to the Chief Officer Management Team at each Council before, if appropriate, formal submission to the Executive committees at both Councils.

Highlight progress reports will be produced by the project manager in readiness for each project board meeting.

The project board and all other appropriate meetings will be formally minuted by project administration support provided by Allerdale.  Circulation of project board minutes is to be determined by the project board at the meeting on the 2nd April 2008.

Work package leaders will report to the project manager on a fortnightly basis using a RAG report document to be distributed by the project manager.

Work package leaders will follow the ‘guidance for project stage leader’ documentation being developed by Carlisle City Council.

Risk management

A risk register is to be developed and maintained by the project manager utilising input from the launch workshop(s) and feedback from work package leaders.

Appendices – Work Package descriptions

Work package – Project Plan

Objectives
To develop and maintain a project plan including all work packages defined to develop the business case.

Outputs
A current and relevant project plan maintained throughout the project.

Dependencies
Input from all work package lead officers.

Timescales
Mid April and then maintained throughout.

External Requirements
None

Lead Officer / Authority
Project Manager – Hazel Cushin (ABC)).

Work package – Business Case development

Objectives
The production of a final business case to be submitted for review by each Council.

Outputs
A fully detailed business case.

Dependencies
All work packages will be required for input to this deliverable.

Timescales
For completion by the end of June 2008.

External Requirements
A critical and independent 3rd party review to be undertaken before final submission.

Lead Officer / Authority
Joint lead – Stephen Kirkpatrick (ABC) and John Nutley (CCC)

Work package – Communications

Objectives
To ensure that all stakeholders are kept abreast of the progress in developing the business case.

Liaison with staff, trade unions, Members and senior officers as project progresses.

To champion and present the case for the project.

Outputs
· Development and delivery of a Communications Plan.

· Preparation and presentation of final business case.

· Presentation material and attendance at any necessary meetings to present the developing Business Case.

· To include communication requirements to business areas regarding the project and the implications in terms of system rationalisation.

Dependencies


Timescales
This work package will run for the entire duration of the project.

External Requirements


Lead Officer / Authority
Lead – Jo Osbourne, Communications Manager (CCC)

Deputies - Stephen Kirkpatrick (ABC) and John Nutley (CCC)

Work package – Options Appraisal / Visioning

Objectives
To develop a vision for a shared ICT service which will inform the overall project direction and give clarity and guidance to both Councils and staff on the goals and objectives the project is aiming to achieve.   

Outputs
· A series of possible scenarios which meet the definition of a shared service.

· An agreed method of assessing the benefits of each scenario.

· The selection of the solution which yields greatest benefit.

· Refinement and improvement of the selected scenario.

· Scenario signoff by stakeholders.

Dependencies
None at this stage.

Timescales
To occur at project initiations.

External Requirements
This part of the project will initially be driven by the IT Management teams within each section, but will ultimately require communication to, and input from, all IT staff at both organisations.

An external facilitator will be required to lead in developing and agreeing the shared vision.

Lead Officer / Authority
Project Manager supported by IT Management team from both Councils.

Work package – Finance / Budgets

Objectives
To develop a cost model for the shared ICT service, including any identified implementation / setup costs together with ongoing revenue costs.

To produce a capital investment profile for the medium term, defined as 3-5 years. 

Outputs
· Comparison of current expenditure and identification of any quick wins that could result in savings to each Council.

· Identification of proposed implementation costs including all staff costs and any infrastructure costs.  Staff costs to include interim and ultimate arrangements.

· Establishment of ongoing revenue budget requirements for both Councils, including cost apportionment and recharge mechanisms.

· Establish requirements for any capital investment programme.

· To produce a medium term financial plan which reflects the capital investment programme.

· To establish any European Union procurement implications.

· To consider and recommend the best approach to procuring finance support services from the partner authorities.

To establish protocols for asset management of both existing and new assets including retention of distinct ownership where required for capital programmes.

Dependencies
Input from the HR & Technical Infrastructure work streams.

Timescales
Complete by 6th June 2008.

External Requirements
Input from relevant Finance & Corporate Procurement sections at each authority.

Lead Officer / Authority
Lead – Mike Thompson (CCC)

Deputy – Stephen Kirkpatrick (ABC)

Deputy – John Nutley – Revenue (CCC) & Michael Scott – Capital (CCC)

Work package – Organisational Structure

Objectives
To develop an interim and final organisational structure.

To include a review of the current organisational structure at each organisation, assessing strength and weaknesses together with a review of examples of best practice across the public sector and IT industry.

Outputs
· Management and staffing structure for the project implementation stage.

· Ultimate management and staffing structure once a shared service is created.

· Organisational structure in accordance with industry standard ITIL Service Management disciplines where appropriate.

· Specific areas for consideration include; Management and strategy, finances, service desk, web services, GIS, infrastructure, contract management, DR & business continuity, asset management, print services, application support / development & administration, project management, database administration, service level management (internal) , business development (commercial), business analysis / BPR.

· To include full cost/benefit analysis of any areas to be managed internally and outsourced.

· To include consideration of any temporary staffing resources required to manage the migration to a shared service.

Dependencies
The development of an organisational structure would require input from all other work packages.

Timescales
Complete by 6th June 2008.

External Requirements
Input from relevant IT management and staff with consideration of previous partnership initiatives across Cumbria.

Lead Officer / Authority
Joint lead – Stephen Kirkpatrick (ABC) and John Nutley (CCC)

Work package – Human Resources

Objectives
To consider all HR implications of the move to a shared ICT service.

Outputs
· Ongoing and one off staff costs required to support the proposed interim and ultimate organisational structure.

· A method to reconcile HR policies and protocols such as; pay structures, conditions of service, early retirement, redundancy, redeployment.

· Proposals for the best employment vehicle for staff including TUPE and Retention of Employment (RoE). 

· To consider and recommend the best approach to procuring HR support services from the partner authorities.

· To develop a clear and consistent communications protocol for staff and unions across all affected areas.

Dependencies
Input from the organisational structure work stream.

Timescales
Complete by 6th June 2008.

External Requirements
Information provision from the Cumbria Local Government Pension scheme administered by Capita on behalf of the County Council.

Lead Officer / Authority
Lead - Philippa Hardy (ABC)

Deputy – Cyril Wright (ABC)

Work package – Governance

Objectives
To establish a sustainable governance structure for the management of the ICT shared service that is acceptable to both the members and officers at each Council.

Outputs
A proposed governance structure including:

· A combined member & officer steering group.

· Account / client management requirements.

· A model for councillor engagement.

· Reporting and issue resolution mechanisms.

· The agreement for the creation and adherence to a single shared strategy for ICT service provision including an agreed approach to system replacement and rationalisation across both organisations.

· A recommendation for the legal vehicle or route upon which to establish the shared service.

· An agreed approach to ongoing performance management, the minimum term of the partnership and for termination of the partnership.

Dependencies
Input and guidance from the project board in terms of legal and financial expertise.

Timescales
Complete by 6th June 2008.

External Requirements
None identified at this stage.

Lead Officer / Authority
Lead – Mark Lambert (CCC)

Work package – IT Service Management (incl. Service Desk)

Objectives
To consider the current approach to operational support services across each team and to identify a common approach for service management that is in adherence to ITIL disciplines.

Outputs
· A recommended approach to IT Service Management.  Specific areas for consideration include; incident management, problem management, change management etc.

· An identified need and strategy for the IT Service Management tool to be used by the shared service.

· Staffing and organisational recommendations to feed in to the organisational structure work package.

Dependencies
None identified at present.

Timescales
Complete by 6th June 2008.

External Requirements
None identified at present.

Lead Officer / Authority
Joint lead – Tracey Nicholson (ABC) and Ian Little (CCC)

Work package – Technical Infrastructure

Objectives
Devise a suitable, cost effective, single technical infrastructure to service the ICT requirements of both Allerdale and Carlisle reusing current elements wherever possible.

Outputs
· An assessment of ICT infrastructure currently employed by both Councils.

· A suitable, cost effective infrastructure plan that will satisfy the current ICT requirements of both Councils. 

· A costed transition strategy for moving between the existing technical infrastructure and new proposed infrastructure.

· Provide guidance for the minimum staff requirement to the Service (HR Structure) Work Package.

· Provide guidance to the Finance/Budget Work Package.

· Produce the technical overview for inclusion in the Business Case.

Dependencies
This work package does not include the work currently being carried out by the Telephony convergence project (detailed as a separate work package) except it should be aligned to it.

The requirements of the Finance/Budget Work Package.

Timescales
Complete by 6th June 2008.

External Requirements
None identified at this stage.

Lead Officer / Authority
Lead – Michael Scott (CCC)

Deputy – Tracey Nicholson (ABC)

Work package – Rationalisation of business applications

Objectives
Long-term objective is to converge all business applications existing within both Councils.

The short-term objective is to look for easy wins by converging systems which both Councils have in common.

Outputs
· An assessment of the different business applications in use between the two Councils.

· Highlight the common elements and differences that exist.

· An agreed approach to application development, support and (service department based) administration.

· Produce high level costed proposals and a schedule to converge the different business applications.

Dependencies
This work package may be progressed independently of the shared service project.

The project board have noted that a mandate to undertake application rationalisation by both Councils will be required in order to recognise the full benefits of a shared ICT and will hence be included in any recommendation to Council to implement shared ICT.

Timescales
High level plan to be completed by 6th June 2008.

The nature of work package is such that the proposals to converge the business applications will be spun off into different projects. 

External Requirements


Lead Officer / Authority
Lead – Mark Whitworth (CCC)

Deputy – Tracey Nicholson (ABC)

Work package – Business Continuity / Disaster Recovery

Objectives
To ensure that any delivered shared service solution achieves an improved single disaster recovery solution to both Councils

Outputs
· A costed list of technical requirements to meet the objective.

· A testing schedule.

· A project plan to deliver on the objective.

Dependencies
Technical Infrastructure Work Package.

Timescales
High level strategy to be developed by 6th June 2008 for inclusion within the business case followed by post shared service implementation.  Go-live April 09 – March 10.

External Requirements
None

Lead Officer / Authority
Lead – Tracey Nicholson (ABC)

Deputy – Ian Smith (CCC)

Work package – Websites

Objectives
To develop an agreed strategy for web services which are a key access channel for the delivery of local government services.

Outputs
· A shared strategy for the provision of web services (including Internet & Intranet) for both Councils.

· A high level plan for convergence of systems and technologies to provide a resilient platform for the websites of both organisations whilst maintaining individual corporate identity as required.

· An agreed approach to the positioning and use of the Connected Cumbria Information Hub and central government initiates such as Direct.Gov and Government Connect.

Dependencies
Input from the technical infrastructure work package.

Timescales
Complete by 6th June 2008.

External Requirements
None identified at this stage.

Lead Officer / Authority
Lead – Steve Brailey (ABC)

Deputy – Mark Whitworth (CCC)

Work package – GIS

Objectives
To develop an agreed strategy for GIS and Land & Property services which are a fundamental building block for all systems and information used across Local Government. 

Outputs
· A shared strategy for the provision of GIS and L&P services.

· An established common understanding of the completeness and accurateness of the Gazetteer and GIS information held within each authority.

· A high level plan for convergence of GIS, Gazetteer and general Land & Property systems and technologies 

Dependencies
Input from the technical infrastructure work package.

Timescales
High level strategy for completion by 6th June 2008 to include within the business case followed by detailed programme of work subject to business case approval.

External Requirements
None identified at this stage.

Lead Officer / Authority
Joint lead – Steve Brailey (ABC), Rob Stapleton (CCC) and Steve Evans (ABC)

Work package – Document Management Services

Objectives
To develop an agreed strategy for Document Management services, initially including printing services but with a high level consideration of post & scan services.

Outputs
To produce a strategy for convergence and service provision to both Councils for inclusion in the business case.

Dependencies
None identified at present.

Timescales
Complete by 6th June 2008.

External Requirements
None identified at present.

Lead Officer / Authority
Lead – Malcolm Mark (CCC)

Deputy – Stephen Kirkpatrick (ABC)

Work package – Telephony

Objectives
To plan and implement the convergence of the Allerdale and Carlisle CISCO IP telephony systems.

Outputs
· Manage the development of an IPT convergence strategy in line with the current project involving Eden, Carlisle and Allerdale.

· Implement the convergence strategy subject to approval by the project board.

Dependencies
Input from and to the technical Infrastructure work package.

Timescales
Complete by 6th June 2008.

External Requirements
Assistance from BT Lynx who are currently engaged in the telephony convergence project.

Lead Officer / Authority
Lead – Ian Smith (CCC)

Deputy – Peter McAleavey (ABC)

Work package – Partnerships & Commercial engagements.

Objectives
To ensure that the new shared service meets the ICT requirements of existing and prospective partners.

To maximise the potential income generation from providing ICT services to external partners.

Outputs
· A standardised SLA agreement.

· An agreed charging policy for the provision of ICT services to external partners and agencies.

Dependencies
None

Timescales
Complete by 6th June 2008.

To be available from the start of the shared service.

External Requirements


Lead Officer / Authority
Lead – Michael Scott (CCC)

Deputy – Stephen Kirkpatrick (ABC)


