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1.
FOREWORD BY THE LEAD MEMBER FOR CORPORATE SERVICES
The City Council is committed to providing the best possible services to the people of Salford; both now and in the future.  Significant progress has already been made in achieving this aim and increasingly we are working in partnership with each other and with the community.

This progress has been achieved against a backdrop of great change in Local Government including: the Modernising Government agenda, Best Value and the Government's targets for the electronic delivery of services.

This strategy supports the City Council's objectives as set out in the documents 'Salford's Strategic Plan 1999 - towards 2007' and 'People not Technology'.

Information Systems (IS) and Information & Communications Technology (ICT) have a key role to play in the delivery of services and it is essential that the future development of IS and ICT within the City Council is carried out on a planned and corporate basis.

I therefore commend this strategy to those officers who are involved in such decisions in order to ensure that the City Council derives maximum benefit from its investment in new and existing technology.


Councillor D Antrobus


Lead Member for Corporate Services

2. INTRODUCTION BY THE DIRECTOR OF CORPORATE SERVICES

The Information Society has arrived. It is impacting on all aspects of human activity. For the first time, information and communication technologies are being brought together (for example through the Internet), and have the potential to significantly improve the quality of life for millions of people. The technologies are also enabling new and innovative products and services, many of which have not previously been possible. The phenomenal growth of the Internet has started to act as a catalyst for a wide range of business and social change. The speed of its adoption into general use is unprecedented.


The rapid growth and impact of technological change is expected to lead to significant changes for all organisations, government, businesses and the community over the next ten years.


Electronic government can improve services and reduce costs. It can achieve Best Value through delivery of high quality, joined-up services, and in embracing new ways of interacting with citizens. Electronic government is already being used to underpin a wide range of government initiatives, including education reforms, Welfare to Work and NHS Direct. Electronic government is an integral part of social and economic regeneration strategies. Electronic media will be a key element of making governments work together to provide joined-up services. 

The City Council believes in the value of having an effective and efficient Information Systems (IS) and Information & Communications Technology (ICT) function.  It is, therefore, City Council policy that services delivered by IT Services should provide high quality at a competitive price, i.e. they must provide value for money.

With this in mind, a team of officers was established in 1995 to review the use of Information Systems and Information & Communications Technology.  The Officer Working Group, as it became known, was set up to consider the way forward for IT Services, taking into account the findings of a report prepared by the District Audit Service in 1995.

A Policy Guidance Document was one of the outcomes of the work of the Officer Working Group. 

This Strategy is an update of that document. It represents the strategy that the City Council will adopt between 2001 and 2005 in co-ordinating the approach to the use of Information Systems and Information & Communications Technology, to support Modernising Government, Best Value and the Government's targets for the electronic delivery of services.


Alan Westwood


Director of Corporate Services

3.
AIMS OF THE STRATEGY
3.1 This Strategy sets out the framework for the delivery of efficient Information Systems (IS) and Information & Communications Technology (ICT) between 2001 and 2005.


3.2 The Strategy is based on a previous report, The Policy Guidance Document, produced in 1996. The Policy Guidance document outlined the use of IS and ICT within the City Council, and was based on the findings of the review undertaken by the Officer Working Group in 1995/1996.

3.3 City Council policy is set out in the documents 'Salford's Strategic Plan 1999 - towards 2007' and 'People not Technology'. This document expands the IS and ICT elements of those documents.

3.4
The Strategy is intended to provide a framework that addresses the corporate needs of the City Council; as well as the needs of the ICT provider and the Directorates in the use of new and existing technologies.  This is essential if a co-ordinated approach is to exist for all Directorates thereby ensuring that the City Council derives the maximum return from its investment in ICT.

3.5
The Strategy is intended for use by staff who are involved in the decision making process in respect of IS and ICT, and clearly defines the role of the ICT provider and the ICT client in a number of key areas.  The content is, therefore, essentially non-technical and provides a pragmatic approach to the issues involved.

3.6
The Cabinet has endorsed this document as City Council policy. The Cabinet will oversee an ongoing involvement in IS and ICT matters at a senior level in the City Council through the Information Society Project Board.

3.7
By following the principles set down in this Strategy, Directors can ensure that the use of IS and ICT makes an effective contribution to their business, thereby improving the quality of services provided.

4.
THE CORPORATE DIMENSION

4.1
CORPORATE STRATEGIC PLAN
The Corporate Mission
4.1.1
The City of Salford’s mission statement is “To create the best possible quality of life for the people of Salford”.

4.1.2
To support this mission, the City Council has embraced three core values:

Consultation and Participation   

To enable the citizens of Salford to have a real opportunity to influence those decisions which affect them.

Customer Care and Commitment to Quality Services   

To ensure that citizens are at the centre of Local Government activity, recognise their rights as residents, consumers and stake-holders, to receive quality services which are directed at meeting their needs.

Corporate Working and Partnership  

To ensure that Salford City Council in all its relationships, internal and external, with the private, statutory and voluntary sectors and the community, co-ordinates and targets its activities to ensure maximum benefits for the citizens of Salford.

4.1.3
To support these core values, more detailed key aims have been produced under the principal areas of:

People
To aim towards balanced sustainable communities.

City

To make Salford a place where people want to live and work.

Services
To deliver quality services which meet need in the best possible way.

4.1.4
In order to achieve these key aims and objectives, they are translated into actions at three levels:

Corporate  

A series of corporate strategies to address those issues within the City identified as priorities.  

Area 

Area strategies, through Community Committees for the eleven Service Delivery Areas of the City.

Service  

The City will continue to deliver quality services and ensure that Service Strategies work towards the Corporate Aims and Objectives.

4.2
POLICY STATEMENT
4.2.1
The City Council is committed to providing the best possible services to the people of the City, both currently and in the future.  The document "People not Technology" recognised the key role that IS and ICT will play in the future delivery of services, and how this role needs to develop in order to reap the benefits of rapid technological change.  A strategy for the future development of IS and ICT within the City Council is an important part of the overall strategy and underpins "People not Technology".

4.2.2 It is for these reasons that the City Council believes in the value of having an effective and efficient Information Systems and Information & Communications Technology function. 

4.2.3 The services delivered by IT Services must be transparent and must provide high quality at a competitive price, i.e. they must provide value for money.

4.3
POLICY CONTEXT
4.3.1 The City Council’s Information Systems and Information & Communications Technology fulfil a fundamental role in enabling the effective planning, management and delivery of its Services.  Consequently, Information Systems and Information & Communications Technology are not seen as an end in themselves: they are a means to the end.  

4.3.2 It is a fundamental principle that the City Council’s IS and ICT Services must be determined by the customer and not by the ICT provider. The customer may be the Cabinet or the Special Interest Group for IT (SPIGIT), acting in its role as the Corporate Client on behalf of the City Council as a whole; or a specific Directorate acting on behalf of the citizens of Salford.

4.3.3
It is also the City Council’s policy objective for Information & Communications Technology to make an effective contribution that meets the City Council’s needs at both Strategic and Service Planning levels as follows:

Strategic Planning
The City Council has developed an overall Strategic Plan to determine the Aims and Objectives of the City Council as a whole.  Information & Communications Technology must make an appropriate contribution to the achievement of the City Council’s overall objectives. This contribution is defined in the document "People not Technology".

Service Planning
Each Directorate has a Service Plan that sets out its aims and objectives. These Service Plans will identify the service priorities at Directorate level. It is essential that this business planning process identifies Information & Communications Technology issues. IS and ICT Services will be tailored to meet the business needs identified.  By doing so, the City Council will ensure that it derives the maximum benefit from its investment in IS and ICT Services.

4.4
STATEMENT OF GUIDING PRINCIPLES

For this strategy to be effective, it is important to determine the principles that will guide the City Council's ICT service delivery in practice.  These Guiding Principles are set out below:

4.4.1 Partnership
To reap the benefits from Information & Communications Technology, an effective partnership must exist between Elected Members, Directors, Directorates and the ICT Service provider. This partnership must embrace the 3 core values of:

· Consultation and Participation

· Corporate Working

· Customer Care and Quality Service

4.4.2 Responsibility vs Responsiveness
Directorates are responsible for ensuring that their service needs for Information & Communications Technology are identified, using appropriate help and assistance from the ICT provider, as required.  In return the ICT provider will be responsive to each Directorate’s needs, in order to ensure that an effective service is delivered.

4.4.3 Information is a Key Resource
Service Managers need factual information to improve their decision-making. Information belongs to the City Council and not individual Service Users or Directorates. Key information needs to be identified and organised to avoid 'drowning in data'.  Information & Communications Technology, using such techniques as Customer Tracking, Data Warehousing and Executive Information Systems, can transform data into the information needed by Managers and by doing so, add quality and value to the decision making process.

4.4.4 Transparency of Costs
Users of ICT Services must accept full responsibility for the costs of the systems they require.  In return, the ICT provider must ensure that the true costs of services are clearly provided to the users as follows:

(i) Cabinet and Information Society Project Board 

As Corporate Client responsible for central budgetary provision.

(ii) Directorates 

As Service Clients responsible for all service specific budgetary provision.

4.4.5 Service by Agreement
The provision of the City Council’s IS and ICT Services can only be successful when there is agreement between the Service Provider and the Service User. All IS and ICT Services are provided via the City Council’s annual process for Service Level Agreements.

4.4.6 Maximum Benefit
All ICT products and services must comply with relevant International and Industry Standards to ensure effective integration and inter-working and to ensure that information is shared and available to all authorised users in order to maximise the City Council’s benefits from its investment in ICT.

4.4.7 Clear Roles and Relationships
To ensure that there is productive integration and inter-working between all the stakeholders in the provision of effective Information & Communications Technology throughout the City Council, it is important to specify responsibilities, as follows:

(i) The Role of Elected Members

The Members’ role is to make the policy decisions for the provision of Information & Communications Technology and to co-ordinate and oversee the implementation of the IS and ICT strategy and plans, as determined from time to time.

(ii) The Role of Directors and Service Users

Directors and Service Users should seek to:

(a)
take the lead in identifying and prioritising ICT investments to support their service aims

(b)
actively participate in (ie. manage and monitor) the development and implementation of all ICT investments in which they have an interest

(c)
ensure they secure the expected benefits from, and therefore exploit their investments in, Information & Communications Technology.

(iii) The Role of the Head of Service

The Head of IT Services is Head of Profession for all staff primarily engaged in IT development or support activities throughout the City Council whether they are employed within IT Services, out-stationed or employed by Service Directorates.

IT development or support staff employed by Service Directorates should be identified as part of the Support Services Review and will be transferred to IT Services. Where appropriate, they will remain with the Service Directorate on an out-stationed basis.

(iv) The Role of the ICT Provider

The role of the ICT Provider is multi-purpose, as follows:

General
· Provide advice and guidance to Elected Members on all aspects of Information & Communications Technology.

· Provide independent consultancy advice to all users.

· Recommend appropriate hardware, applications and communications systems that conform to International, OSI and City Council standards.

· Undertake proactive and professional project management in conjunction with Service Users.

· Assist with Change Management, Business Process Re-engineering and Benefits Management

Corporate Role
· To ensure that the City Council’s Information & Communications Technology systems are fully integrated with the City Council’s strategy and Directorate Service plans so that maximum co-ordination and inter-working can take place.  

· To ensure that the City Council is not over dependent upon any single supplier for its ICT function.  To operate the City Council’s major corporate IS and ICT systems.  

· Set and maintain Information & Communications Technology standards and procedures for the City Council.



Service Provider Role
· To assist Directorates to determine the specification of their own ICT needs.  

· To provide up-to-date accurate, timely and effective procurement advice and service to all Service Users.  

· To monitor and feedback to Service Users the costs of systems delivered to them, to enable them to have a clear understanding of their use and utilisation of ICT products and services.

4.4.8 Effective Service Delivery
Arrangements for the management and delivery of ICT Services must ensure that the City Council achieves a balance between the needs of the corporate client as a whole, and the requirements of day to day operations as determined by the Service User.  Consequently, the location of ICT Services must be as close as is practicable to the appropriate user. Where there is a requirement, ICT Services Officers will be out-stationed within Directorates.

4.4.9 User Independence
The aim of ICT Services is not to usurp the independence of service users. It is to enable them to have sufficient technical awareness and capability to ensure that their decisions about ICT investments are reached with a degree of independence which is based on ownership and commitment to exploiting the maximum benefit to service delivery.

4.4.10  Effective Performance Management

 (i)
Evaluation of Proposals
A clear statement of the resource implications and extent of adherence to guidelines and policy objectives must accompany all ICT proposals.  The expected benefits must be clearly identified, together with proposed management arrangements for ensuring that those benefits are achieved. Training needs must be clearly identified and costed.


(ii)
Monitoring and Post Implementation Review
All proposals must indicate the monitoring mechanisms that will be applied to ensure that projects proceed according to plan.  Reporting checkpoints must be established.  There must be a post-implementation review (including an analysis of business benefit) some 9/12 months after project implementation and the results must be presented to the appropriate Scrutiny Committee.

5.
FROM PRINCIPLES TO PRACTICE - THE ICT PROVIDER

IT SERVICES’ STRATEGY 2001 – 2005
5.1
INFORMATION  & COMMUNICATIONS TECHNOLOGY SERVICES
INTRODUCTION
5.1.1
For IT Services to provide an efficient and effective ICT Service, three interlocking strategies are required:

· Information Systems (IS) Strategy

IS Strategy is defined as a framework in which ICT solutions are identified, prioritised, planned, developed/procured, implemented and reviewed, relative to City Council and Directorate aims.  IS could be summarised as WHAT is to be done with ICT.

· Information & Communications Technology (ICT) Strategy
This is about the Technological Infrastructure, including computing and communications equipment and facilities, operating systems, products, standards, etc.  It is therefore about HOW the IS Strategy is to be delivered from a technological viewpoint.

· ICT Service Strategy
This aspect involves planning, management and delivery of the ICT Development, Operational and Support Services.

5.1.2
To be effective, these three strategies must reflect the City Council’s strategic objectives, core values and key aims. They must also reflect the objectives and service plans of each Directorate.  IS, ICT and Service strategies produced in a vacuum are unlikely to be effective.  They must be owned both corporately and at Directorate level. 

5.1.3
This section sets out an overall strategy for IT Services.  It represents the current understanding of the Corporate and Directorate strategies and plans.  It is not intended to be wholly prescriptive and will be amended as strategies and service plans develop.

5.1.4
Continuing active input and involvement in developing an effective IS and ICT strategy will be required from Members, Directorates and Service Users to ensure that the strategy continues to meet corporate and directorate needs.

IT SERVICES’ MISSION

5.1.15
The mission of IT Services is:

“To provide cost-effective ICT solutions that positively contribute to the corporate and service aims of the City Council and which place the Customer first in the way the service thinks and acts.”
STRATEGIC POSITIONING
5.1.16
To support this mission the key values are:

(i) To be the in-house provider of strategic and high profile ICT Services.


(ii) To work in partnership with other agencies and organisations to provide aspects of the ICT Service.

 (iii)
To support pro-actively the changing role and emphasis of the City Council, including Modernising Government, Best Value and electronic delivery of services.

(iv)
To support pro-actively corporate core values, strategy, aims, objectives and each Directorate's service plans to enable the City Council to deliver effective and efficient services throughout the City.

 (v)
To keep abreast of emerging technologies, to investigate these and apply vision to how technology can be used to improve the City Council’s service delivery and provide Best Value.  To make the City Council aware of, and to promote the use of, appropriate technologies where they provide a strategic advantage.

  (vi)
Provide a wide range of services, not just traditional ICT provision, but also in wider areas such as information provision, business support, change management, business process re-engineering, benefits management and community access.  To provide a range of cost effective solutions based on evaluated business benefit.  To ensure that the use of Information & Communications Technology is integrated into the fabric of the City Council’s business.

 (vii)
Provide first-class customer service.  To monitor continually performance, learn from past experience and feed this into a service improvement programme.

(viii)
Be highly respected and highly visible within the City Council, locally (within the City of Salford) and nationally, and to be a national leader in at least one aspect of our business.

(ix)
Build and maintain a highly motivated, well-trained, highly respected workforce.  To develop IT Services staff into corporate players and business people as well as technicians.  To provide a professional, business-like working environment whilst ensuring that work is an enjoyable and fulfilling experience.

 (x)
Work within the City Council’s overall financial framework.

 (xi)
Make optimum use of scarce resources to minimise cost and maximise benefit. To use the latest methods and tools where these will support this activity.

5.1.17
This overall positioning is the framework that supports more detailed IS, ICT and Service strategies.

IT STRATEGY - POSITIONING
5.1.18
Access to Information

Information & Communications Technology will be used to store, manipulate and interrogate the vast amount of information available to the City Council.
· Information belongs to the City Council and not to individual Directorates or Service Users.

· Information must be up-to-date and accurate.

· Information will be readily accessible and will be available to all staff with appropriate security permissions to facilitate single points of contact.

· Information will be available at key service points throughout the City.

· Wherever practicable, information will be held only once.  As new systems are introduced, data will be integrated whenever possible.

· Information will be combined and manipulated via Customer Tracking, Data Warehousing, Executive Information Systems, Expert Systems etc.

· The City Council will adhere to the principles of Data Protection legislation.

5.1.19
The Enabling Role
Information Systems will allow the City Council to react to changing circumstances such as Modernising Government and Best value. It will allow the City Council to work closely with other organisations such as the voluntary sector.  Information Systems will enable the City Council to achieve its mission both directly and through others.
· Information & Communications Technology solutions will be used to enable change rather than restrict it.

· Information & Communications Technology will support new methods of service delivery such as Call Centres, One-stop-shops and Teleworking. This will facilitate new services both within the City Council and to the citizens of Salford.

· Technology will enable new methods of working and facilitate changing working practices.

· New trends, products and services will be evaluated through a pro-active Research and Development programme and those of strategic importance will be pursued. 

5.1.20
Community Access
Public information systems will be developed and extended throughout the City.

· Information systems will be used to provide a range of public information services. 

· Emphasis will be on partnerships and projects within the community.

5.1.21
Business Planning
All IS/ICT projects will be based on sound project management principles. 
· Information Systems will not determine the business; businesses will determine the information systems.  

· Technology is not the panacea for all business problems.  Technology is a business tool than can assist in the delivery of a service.  Where appropriate, technology will be used to assist in achieving Corporate and Directorate business objectives. 

· All new systems will be justified by a business case, and supporting benefits analysis, prepared by the potential Service User.  Business analysis models will be used to assist wherever possible.  A financial framework is detailed in Section 7.  

· Business Process Re-engineering is an essential element of all new projects. There must be a rigorous examination of all business processes prior to selecting a solution.  

· Wherever possible, a range of solutions will be identified and evaluated.  

· Ownership of all solutions will be firmly vested with the Service User and Directorate.

5.1.22
Office Automation
An easy to use and comprehensive Office Automation system will be available to Members and Staff.
· Comprehensive Office Automation will allow information, electronic mail and documentation to be communicated throughout the City Council.  The need for re-keying of information will be minimised and the need for postal and courier services reduced. Internet and Intranet access will be available. There will be facilities for shared diaries and contact lists. There will also be facilities for storing and searching reports and minutes.   

· Facilities will be extended throughout the City and Members and Officers will be able to gain access to the facilities from home and other locations.  

· The system will be linked to other organisations and a ‘Public Information’ will be produced.


ICT STRATEGY - POSITIONING
5.1.23
Selecting Technology
Appropriate hardware and software products and services will be utilised for each project.
· All business critical applications will be based on established technology and software products to minimise risk.  

· Over-dependence on a single supplier will be avoided wherever possible.  

· All new systems will conform to EEC Legislation and the EC Services Directive.

· All new hardware, software and communications systems will adhere to internationally recognised standards.  

· There will be a phased transition from proprietary systems to open systems and client-server.  The most appropriate solution will be recommended for each project.  The City Council will retain a range of hardware platforms including UNIX and Windows 2000.  

· The existing ICL mainframe will be phased-out prior to the end of the current Open hire agreement.  

· All major new software solutions will be procured systems.  Smaller systems may be procured or developed in-house. The benefits of both approaches will be considered during the Business Planning phase of each project.  

· Wherever possible, the life of existing systems will be extended through the addition of client-server user interfaces and end-user enquiry and reporting facilities.

5.1.24
Communications Systems
The communications network will continue to be extended to provide high-speed data and comprehensive voice communications within and between all the Council’s buildings.
· Existing communications facilities will continue to be enhanced to take advantage of new and emerging technology and will be extended to support the development of the Information Society.  

· All services will be integrated into a single communications network.  

· The network will conform to existing International standards.  

· Appropriate security procedures will be implemented and maintained.

ICT SERVICE STRATEGY - POSITIONING

5.1.25
Customer Service
IT Services is committed to high levels of Customer Satisfaction through a set of Customer commitments.
· IT Services Customer First initiative will be continued.  Joint initiatives and team working will be encouraged and developed throughout the Service.  

· An Account Manager is assigned to each customer.  Day-to-day enquiries will be handled through the Customer Service Desk.  

· Regular formal meetings will be held with each Customer.  

· Customer surveys will be undertaken.  

· Services will be provided at the times and locations determined by the Customer.  

· Pro-active research and development will be undertaken to identify and promote new trends, products and services where they would be of advantage to the City Council.  

· The Service will pro-actively assist Customers in the process of Business Planning and business process re-engineering by providing consultancy and applying business analysis models.

5.1.26
Customer Training
It is essential that the City Council derives maximum benefit from its investment in Information & Communications Technology.  A range of training products will help Customers gain maximum benefit from their investment.
· The ICT training and development needs of staff within Client directorates will vary according to their level of involvement, duties and responsibilities, existing knowledge etc.  

· Introductory courses will be provided for those new to Information & Communications Technology.  

· Training products will be provided for all major systems.  

· Consultancy and post training support will be provided to assist with specific projects.  
· ICT training needs must be considered in the same way as other training needs and should be accounted for as part of the appraisal process, which should inform the annual identification of training needs analysis.  
· Directors must ensure that these training needs are communicated to the IT Services Training Manager so that they can be planned for accordingly.  

· There are four key areas that should be addressed:


 (i)
the ability to link an IS/ICT Strategy to the Directorate Business Plan;

 (ii)
levels of ICT awareness in terms of both new and existing systems;

(iii) levels of ICT skills;

(iv) project management skills.

5.1.27
Value for Money
All aspects of Information & Communications Technology will be regularly reviewed to ensure value for money.
· Hardware and network capacity will be reviewed regularly and adjusted in-line with projected demand for facilities.  

· Existing systems will be reviewed to ascertain whether more benefit can be derived from the existing investment and whether improving functionality can increase life expectancy.  

· The efficiency and effectiveness of the ICT Service will be regularly monitored and performance indicators produced.  

· Sound project management techniques will be used for all projects.  

· All systems will be subject to Post-Implementation Review including a review of business benefits.  

· In-house developments will be completed on-time and within budget.  All change requests will be evaluated and the effect on timescales and costs agreed with the Customer.  

· Recognised methods and automated tools and procedures will be used wherever practicable to maximise efficiency and effectiveness.  

· Partnerships with other organisations will be developed where these are of mutual benefit.  

· External funding will be obtained where this is available.

5.1.28
Investing in IT Services Staff
IT Services’ employees are its most valuable and important asset.
· There will be an open and accessible management style with a ‘no-blame’ culture. 

· Recognition will be given for individual achievement within the City Council’s normal practices.  

· Individual freedom and empowerment will be given within a framework of clearly specified quality and performance standards.  

· Training and development of all IT Services staff is a vital ingredient in maximising the potential of Information & Communications Technology within the City Council. There will be a commitment to training and personal development of all individuals to ensure an able and willing team.  

· The training and development needs will be identified as part of the appraisal process and an annual identification of training needs.  

· Staff will be encouraged to develop management and business skills in addition to technical skills.  

· A pleasant and safe working environment will be provided that will adhere to Health and Safety legislation.

5.1.29
Security and Privacy
The City Council has a considerable investment in systems and data.  A Corporate Security Policy has been produced and will be maintained by Internal Audit and IT Services.
· All systems will be password controlled.  

· IT Services and all Directorates will have contingency plans and disaster recovery procedures.  These must be tested regularly.  

· IT Services and all Directorates will have procedures to guard against virus infection.  

· The City Council will prohibit the illegal copying and use of software.  

· The City Council and its employees will adhere to the Data Protection Act 1998, Copyright, Designs and Patents Act 1988 and The Computer Misuse Act 1990.

Comprehensive information on the Security and Privacy Policy is provided in the City Council's guidelines. Further details can be found in the documents “Information Technology Security & Privacy Policy for all Computer Users” and “Information Technology Security & Privacy Policy for all Managers and those responsible for computer assets & systems”.
5.1.30
Environmental Issues
The IT Service will seek to promote the conservation and sustainable use of natural resources.
· CD-ROM and electronic storage of output will be used wherever possible to reduce paper usage.  

· Where practicable, old equipment will be replaced with modern energy-saving devices.  

· Redundant equipment will be recycled in accordance with EEC Directives.  

· Homeworking and Teleworking will reduce the need to travel into work especially at peak periods.

6.
WORKING TOGETHER 

The City Council has considerable investment in ICT systems.  Advances in technology will mean that this investment will increase over the next few years.  It is essential that the benefits of this investment are maximised so that the City Council can deliver cost effective solutions to the citizens of Salford.

These benefits can be achieved by partnership between the Users of Information & Communications Technology and IT Services as the provider.  A close and successful relationship will ensure that the user understands what technology can and cannot provide whilst IT Services understands the needs of the business.  The partnership is not only about new systems but also about maximising the return from existing systems.  This may include revitalising systems or providing additional training or consultancy.


6.1
Corporate Management
6.1.1
The City Council’s Strategic Plan and Directorates' Service Plans provide a sound basis for raising the profile of IS and ICT issues within the City Council and for developing future IS plans.

6.1.2
In order to ensure that Information & Communications Technology becomes an integral part of the strategic planning processes of Directorates and the City Council as a whole, appropriate corporate management arrangements have been established through the Special Interest Group for IT (SPIGIT).

6.2 The Role of the Client
The effective provision of ICT service depends on four key outcomes being achieved:

(i)
That Directorates have the knowledge, understanding and skills to specify their ICT requirements precisely and to contribute all of the necessary resources from their Directorates to secure successful completion of the project.

(ii)
That the project is delivered to the customer on time, in accordance with the agreed specification and within agreed resource and budget targets.

(iii)
That the solution delivers the intended benefits to the customer.

(iv)
That the ICT service provider secures a beneficial commercial outcome.


It is essential that a sound decision be taken about which systems within the Directorate are to be computerised.  This decision is simple to take when considering a large-scale requirement, which may also driven by legislation. However, many smaller systems do not lend themselves so easily or so justifiably for computerisation.  It is, therefore, vital to ensure that any project selected by a Directorate for computerisation is:

 (i)
consistent with the strategic/business objectives and priorities of the Directorate; and 

 (ii)
is cost effective in terms of improved benefits gained or costs saved, compared with other systems.

The costs and benefits of operating the present system should be compared with the costs of implementing and operating a new ICT based solution.  It may well be that, despite the attractions of computerisation, a small and complicated system might operate more cost effectively on a continuing manual basis.  

A related factor here is linkages with other systems.  A relatively small system may justify computerisation if this can include linkage to a much larger system operated by the customer.  On the other hand, the effectiveness of a new system may be reduced if it does not link effectively to other existing or planned systems that carry out related functions.

6.3
Help and Assistance
6.3.1
There are three key points of contact within IT Services:

(i)
Account Managers
An ICT Account Manager is the nominated senior officer within IT Services who co-ordinates and leads issues and enquiries on behalf of each Directorate.  Their role is to assist staff in user Directorates in ICT related matters, in particular in considering, selecting and using ICT investments to their full potential.  

(ii) Out-stationing 

In order to achieve a greater understanding of the business of each Directorate, IT Services has out-stationed a number of officers.  The main aim is to improve customer satisfaction by developing better working relationships and providing a greater degree of influence and choice by directorates on ICT matters, in accordance with the principles of the City Council’s Outstationed Model.

(iii)
Service Desk

The Service Desk is available as the first point of contact and all calls should be directed to the Service Desk in the first instance.

The Service Desk receives all enquiries in relation to ICT faults, relocation of ICT equipment, assistance relating to theft or damage of equipment as well as receiving calls for all support areas of ICT.

The service is beneficial to customers in a number of ways, including:

(a) Simplified access to a range of ICT Support Services (both City Council and external).  Customers only call one number and all subsequent communications are made internally by the Service Desk to activate the technical resources necessary to ensure a speedy and effective response. 

(b) Response monitoring will be undertaken throughout to ensure effective actions are taken, and to enable us to keep customers informed of progress.

(c) Consistent levels of service and service availability.  

(d) Improved information flow between customer directorates and IT Services.

7.
FINANCIAL FRAMEWORK
7.1
BUDGETING
7.1.1
The responsibility for budgeting for ICT costs will follow the client/contractor (or purchaser/provider) principle.

7.1.2
The City Council has fully devolved management of revenue budgets to individual Directorates.

7.1.3
The responsibilities for making provision in revenue budgets by Directorates as client/purchaser, and by ICT Services as contractor/ provider, can therefore be defined as shown below.

Directorates
7.1.4
Directorates will be responsible for providing the following costs in their revenue budgets as client/purchaser of ICT products and services:

  (i)
The direct purchase of hardware or software
This will usually relate mainly to minor items, including consumables, but may also apply to more substantial purchases if revenue funds are available.  (Alternatively, capital funds may be used if available to the user directorate.)  See below.

 (ii)
Leasing rentals for dedicated hardware or software
Annual rentals payable where an operating lease has been entered into over an extended period by the Corporate Services Finance Division on behalf of a Directorate to finance the acquisition of hardware or software for the sole or main use by a Directorate.

(iii)
Third party charges for dedicated hardware or software
Expenditure incurred with external suppliers or contractors for the maintenance of hardware or software, software licence fees, dedicated line rentals or any other product or service of a similar nature provided externally in relation to hardware or software for which a Directorate is the sole or main user.

 (iv)
Service Level Agreements (SLAs) with ICT Services
For development, operational and support services to be provided by IT Services as agreed in annual or ad-hoc SLA negotiations.

7.1.5
Directorates will also be responsible for identifying any opportunities for funding new ICT developments.  See Section 3 below.

IT Services

7.1.6 IT Services will be responsible for maintaining trading accounts that will make adequate provision for expenditure (and the full recovery of that expenditure from users) by way of agreed SLA charges, in their role as contractor/provider.  

7.1.7 This includes the following ICT products and services:

  (i)
Central mainframe and mid-range processing, including networking costs.

 (ii)
Software development.

(iii)
Hardware and software maintenance support.

 (iv)
Data and voice communications.

  (v)
ICT training.

 (vi)
Consultancy service.

(vii)
Other ICT support, including role as agent for user directorates in acquiring ICT products and services.

Computer Reserve
7.1.7
A central computer reserve is available to provide funding for new ICT developments which Directorates are unable to fund.

7.1.8
The Lead Member for Corporate Services will determine the allocation of funds from the central computer reserve through Cabinet.

7.1.9
It is envisaged that the reserve will fund one-off, “capital” type costs of software development.

7.1.10
It is probable that most hardware acquisition costs will be financed via operating leases, the rental repayments being met from user directorates’ budgets.

7.2
PROCUREMENT OF ICT PRODUCTS AND SERVICES
7.2.1
In connection with any proposed purchase of ICT products and services there are various implications - technical, financial, legal and service delivery - which need to be carefully considered and weighed before proceeding with a purchase or the commissioning of work.

7.2.2.
The purpose of this section is therefore to identify the key processes to be followed in ensuring that all aspects have been fully considered and that the proper City Council procedures have been adhered to.

7.2.3
The key processes involved are:

Consultation

7.2.4
IT Services, Finance Division, Internal Audit and Law and Administration should be consulted by Directorates at the earliest possible stage to ensure that technical ICT, financial, legal or other service implications have been fully considered before deciding to purchase an ICT product or service.  Appropriate consultation should continue throughout the procurement process.

7.2.5
IT Services has a select list of preferred suppliers of ICT products and services, and should therefore be consulted, prior to making a purchase.

7.2.6
IT Services is also responsible for advising upon corporate ICT strategy. IT Services should be consulted to ensure that all proposed purchases are consistent with this strategy and are compatible with existing communications systems, hardware and software.

Investment Appraisal (Cost Benefit Analysis)
7.2.7
As part of the preliminary considerations, an appraisal should be undertaken which aims to evaluate the proposal against the following criteria:

  (i)
how it meets corporate and directorate service strategies, business plans and ICT strategies;

 (ii)
what costs will be incurred, in both revenue and capital terms, relating to the acquisition and subsequent running expenses;

(iii)
what the proposed source(s) of finance will be;

 (iv)
what benefit will be derived, in both financial and non-financial terms;

  (v)
the timescales within which the proposal will be delivered;

 (vi)
any resource implications;

(vii)
any dependencies;

(viii)
any pre-requisite conditions;

 (ix)
what risks might be associated with the proposal, including any implications of not proceeding.

Procedural Requirements

7.2.9
The City Council requires certain general policies and procedures to be followed when entering into a contract for the purchase of goods or supply of services and has also established specific procedures in relation to ICT, as follows:

  (i)
standing orders and financial regulations should be followed in relation to the purchase of ICT products or services, with particular reference to:

-
offering work to the in-house ICT Services provider

· obtaining quotations or competitive tenders

· acceptance of quotations or tenders in line with City Council procedures.

 (ii)
      the Lead Member for Corporate Services will evaluate ICT proposals from Directorates prior to approval.

7.3
ROLE OF THE LEAD MEMBER FOR CORPORATE SERVICES AND SPIGIT INPROCUREMENT
7.3.1
As part of his/her responsibilities, the Lead Member for Corporate Services will evaluate all ICT proposals valued above £10,000 for recommendation to Cabinet. 

7.3.2
Bids will be received from Directorates prior to the beginning of each financial year and from those bids the Lead Member will identify a potential programme of new ICT “starts” for the year, subject to available budget resource.

7.3.3
Where bids exceed the amount of corporate funding made available, priorities for funding will need to established having regard to various criteria in determining acceptance of a bid.

7.3.4
Regardless of whether corporate funding is being sought, the following criteria in determining acceptance of a bid:

(a) Service

· How does the bid meet corporate priorities/plans?

· How does the bid fulfil service business plan?

· What service delivery improvements can be made?

(b) Financial
· Can the proposal be self-financed from cost/efficiency improvements? 

· Can Directorates provide their own funds towards the cost of the initial outlay?

· Can Directorates finance the ongoing maintenance and running costs from within existing budget resources?

(c) Technical

· The quality of solutions available. 

· Conformance to standards. 

· Compatibility with existing systems (where appropriate).

(d) Other

· The extent of use of IT Services resource in the implementation process.

7.3.5
The criteria are not intended to be exhaustive, and other criteria may become apparent during the evaluation process.

7.3.6
For example, if bids are over-subscribed it may be necessary to invite proportionate matching funds from Directorates in similar manner to challenge funding/Lottery bids, thereby adopting the Information & Communications Technology reserve as a pump priming mechanism.  This, however, would be a matter for consideration following the receipt of bids.

7.3.7
It is envisaged that, subject to fulfilling all other criteria satisfactorily, any bid which is intended to be wholly funded from within a Directorate's own financial resources will be automatically approved.

7.3.8
Other ad-hoc bids received during the course of a financial year will also be considered against the above-mentioned criteria and their priority assessed against schemes already approved for funding.
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