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Public/Private*





Title:-
ICT SHARED SERVICES


Report of:-
The Director of Corporate Services



Report reference:-
CORP42/08



Summary:-

This report updates the Councils on decisions which the Executive have taken concerning the establishment of a joint ICT service with Allerdale Borough Council.  The Business Case attached has been considered by the Executive and Corporate Resources Overview and Scrutiny Committee.  Council are required to approve additional funding, outside of the current Council budget, to allow the project to commence during the current financial year

Recommendation:-

That Council notes the Buisness Case and authorises a supplementary estimate of £49,000 for 2008/09 to allow work on the Business Case implementation to commence immediately, noting that savings will accrue estimated at £1.36m, over the 6 year life of the contract and which will be built into the Council’s budget during the current budget process.

Contact Officer:
John Nutley
Ext:
7250
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PORTFOLIO AREA: LEARNING AND DEVELOPMENT & FINANCE AND PERFORMANCE MANAGEMENT

Date of Meeting:
26-August-2008

Public


Key Decision:
Yes
Recorded in Forward Plan:
Yes

Inside Policy Framework

Title:
ICT Shared  Service Update

Report of:
Director of Corporate Services

Report reference:
CORP42/08

Summary:

This report contains an update on the joint development of the ICT shared service business case with Allerdale Borough Council.  The business case as set out was approved by the Allerdale Executive on 6th August 2008.

Recommendations:

1) The Executive are asked to:-

i) Consider the comments of Corporate Resources Overview and Scrutiny.

ii) Consider the comments from consultation with other stakeholders which will be presented at the meeting.

iii) Decide whether to proceed with a project to implement the findings of the business case i.e. joint service delivery for ICT between Allerdale Borough Council and Carlisle City Council.

iv) Determine the level of delegation to the Leader, Portfolio Holders and Director to make the decisions regarding the issues set out in paragraph 4.9 and other issues that may arise.

v) Refer the matter to Council on 9th September for approval including the necessary budget impact which might arise from the project in the current financial year.

Contact Officer:
Angela Brown/John Nutley
Ext:
7250

BACKGROUND INFORMATION AND OPTIONS

1.1
The local government White Paper lays considerable emphasis on Authorities sharing services to achieve efficiencies.

1.2 The Varney report also emphasises the need for boundaries to be broken down and services shared, not just across local authorities but the wider public sector.

1.3 The comprehensive spending review has also reinforced the need for authorities to consider the sharing of services.

1.4 In Cumbria we are significantly behind other parts of the country in terms of shared services due to energies being diverted by the debate over whether or not there should be unitary government in Cumbria. However the work that was done by both the County Council in submitting its bid and the better government for Cumbria group relied significantly on the principal of shared services. There was therefore broad agreement within Cumbria that Shared Services need to move forward.

1.5 The Shared Services Strategy for Carlisle City Council was agreed on the 6th March 2007 and the work being carried out in pursuance of this business case is aligned to that. 

The ICT Project
2.1
Allerdale Borough Council and Carlisle City Council have a proven history of successfully collaborating on ICT projects and initiatives at both local and county wide levels

2.2
In April 2008, both Councils agreed to explore the potential of creating a single shared Information and Communications Technology (ICT) service.

2.3
A project initiation document was drawn up covering 17 work packages and setting out the following objectives for the project:-

· 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

· A solid base provided for all future shared service initiatives

2.4
Six possible delivery options were identified as part of the project:

· Do nothing

· Do the minimum

· Formation of a joint venture for the provision of IT

· One authority outsources all IT to another

· A hosted IT service

· An IT service hosted externally

2.5 
The first phase of the project to evaluate the different delivery options in relation to each of the individual work packages was completed on 6 June 2008.   Each work package leader prepared a report examining the six possible delivery options and recommended an option for delivery of that service element/function. 

2.6 
A scoring mechanism was developed across a range of issues to produce a preferred delivery solution for any shared service.

2.7
The preferred solution was then subject to detailed financial analysis to see how cost effective the proposal was compared to the known costs of not changing the current service.   This cost analysis examined bot capital and revenue aspects of the proposal.

2.8
The IT managers from each Council have been working together to assemble all the information gathered during the project to present it in a way that answers all the issues the project was set up to address.

2.9
The business case underwent an external review by Aperia to ensure that it was adequately robust and this review was completed on 14 July 2008.  A copy of their review is appended to this report.  

2.10
Aperia’s comments were incorporated into a redrafted business case and were signed off by the project board on 22 July 2008.  The latest business case is also appended to this report.

3 Communication 

3.1 The project has had the co-operation and support of all staff within the service.

3.2 A communications work package has co-ordinated the information to staff and Councillors and a dedicated website and forum were set up to keep everyone as informed as possible.

3.3 A staff briefing was held in April 2008 and another was held on 22nd  July 2008.

3.4 Regular bulletins have been sent out to Councillors.

4.
Key Issues

The following keys points emerge from the business case:-

4.1
There is a compelling business case for going forward into a joint ICT service with Allerdale.

4.2 Of the 6 options considered the best form for this service is “Joint Service Delivery”.  In this form one Authority operates the ICT service but the service is jointly managed.

4.3 Joint Service Delivery will generate savings for both Carlisle and Revenue in both revenue and capital terms (but the issue of the £68k shortfall in Carlisle budgets, principally in software licences needs to be addressed).

4.4 For both Councils combined over the next six years, capital expenditure is forecast to reduce from £2.854M to £1.376M in the Joint Service Delivery model compared to the “Do nothing” model.  A saving of £1,478.

4.5 Over a similar six year period there would be a combined reduction in the ICT Revenue budget from £19,482M to £18,728M, i.e. £754k, with annual revenue savings of over £250k from year four onwards.

4.6 For Carlisle, the model projects total savings, both revenue (£377k) and capital (£983k), over the next six years of £1,360M.  There would however be an up front cost in the current year to cover termination costs (estimated at £49,000 in year one for each Council).

4.7 Over a one year period the overall number of ICT staff across both Councils would reduce from 38 to 32.  The scope of the ICT service extends to the Web service (including intranet), GIS and document management (printing) with staff reductions falling across the full breadth of the service.

4.8 Senior ICT staff from both Councils were involved in the project through their work on individual work packages.  As part of the work carried out to develop the “Joint Service Delivery” option senior ICT staff designed and detailed a new ICT service which could be used to provide a quality ICT service across both Councils.  This option included identifying the capital investment and staffing levels required to run such a service.  It is their involvement in the project to date which convinces senior ICT staff at both Councils that not only would any future service cost less but that it would be run at a higher quality.

4.9
The business case presented is sufficient to determine whether there is a case to implement the shared service ICT project, however there are a number of issues which the business case has not yet reached a conclusion on:-

1) The governance of the service and in particular which Council would host the service.  The project board are meeting to decide on a number of criteria that would help decide this key matter.

2) How would recharges for the new service be administered and what is likely to happen to the internal recharges the existing service currently covers.

3) The impact of job evaluation

4) HR aspects covering the transfer of staff

5) An exit strategy

6) Further work on independent verification of the proposed capital investment.  Any capital investment would be subject to business case proposal being presented and approved in the usual way.

It is anticipated that these would be resolved during the implementation project.  It is recommended that the final decision on these matters once approval is given to the implementation stage of the project, that decisions in these areas are delegated to the Leader, Portfolio Holder and the Director of each Council.

5.
RECOMMENDATIONS


Recommendations:

The Executive are asked to:-

i) Consider the comments of Corporate Resources Overview and Scrutiny

ii) Consider the comments from other stakeholders which will be presented at the meeting

iii) Decide whether to proceed with a project to implement the findings of the business case i.e. joint service delivery for ICT between Allerdale Borough Council and Carlisle City Council

iv) The Leader, Portfolio Holders and Director be given delegated authority to make the decisions regarding which council will be the accountable employing body

v) Refer the matter to Council  to approve the necessary budget provision which might arise from the project in the current financial year

6.
REASONS FOR RECOMMENDATIONS 

The approval of the business case will mean that the implementation phase of the development of a shared ICT service with Allerdale Borough Council can commence resulting in an improved service at a lower overall cost to both Councils

1. CONSULTATION

7.1
Consultation to Date

A comprehensive communication plan for staff was formed part of the project.  A joint staff meeting with Carlisle and Allerdale staff to present the draft business case took place on 22 July 2008.  SMT were presented the business case and their comments were received on 22 July 2008.  CROS were consulted on 7 August 2008 and their comments are reported back to this meeting.

1.1 Consultation proposed.

We are now undertaking a period of consultation with staff, members and other users.  The consultation will last until Monday  26th August and the business case will be available on each Council’s intranet/website.

IMPLICATIONS

· Staffing/Resources – 


Addressed within the business case

· Financial –

Addressed within the business case

· Legal – 

To enter into a shared services arrangement with Allerdale BC for the provision of ICT services the Council will have to be satisfied that it has the appropriate statutory powers to do so.  The relevant powers are likely to be those contained within section 2 of  the Local Government Act 2000 which provides that the Council has the power to do anything which it considers likely to achieve  the promotion or improvement of the economic, social or environmental well-being of its area.  The power may be used in relation or for the benefit of the whole or any part of the community or all or any persons present or resident in the Council’s area.

The Council is able to incur expenditure; enter into agreements or arrangements with any person; co-operate with, or facilitate or co-ordinate the activities or any person; exercise on behalf of any person any functions of that person; and, provide staff, goods, services or accommodation to any person.  In exercising the power, the Council must have regard to its Community Strategy.


Similarly, the establishment of a joint committee will also have to be based on the appropriate statutory footing.
· Corporate 

· Risk Management – 

           
Addressed within the business case

· Equality Issues – 

  
None

· Environmental – 

The proposed ICT capital investment in certain areas will result in a measurable energy saving.  This has been identified and incorporated into the business case.

· Crime and Disorder –

None

· Impact on Customers – Improved Service envisaged, albeit there may be a drop in performance whilst the new services is being set up.

ANGELA BROWN

Director of Corporate Services

And

Joint Project Sponsor of the ICT Shared Services Board

Contact Officer: John Nutley





Ext:7250
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