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ICT Services…

                             Making a Difference

Report of Head of ICT Services to Customer and Support Services

 Lead Member Briefing – 17th July 2006 

ICT SYSTEM TO SUPPORT PROCESS IMPROVEMENTS WITHIN ICT SERVICES

BACKGROUND

1. One of the key improvement measures arising from the Best Value Review of ICT Services in 2005 revolves around bringing about improvements in our internal business processes. By this, we mean how we efficiently and effectively handle council demands for development project work alongside the receipt, prioritisation and resolution of technical support services

2. Such processes would then be underpinned by a broader set of cross-service processes and standards embodying such aspects as risk management and change management as part of a wider service management improvement strategy, outlined more fully below

3. A further development from the BV review entailed the consolidation of the two related but distinct ICT service units known at the time as Salford Advance and ITNet

4. Both units had different but related business processes (one primarily development activity and the other primarily technical implementations and support). This led to the use of two systems:

· Hydra… for the planning and control of predominantly development activities, including projects and change requests
· VQSM… for the planning and control of predominantly technical support functions including fault, asset and support management
CURRENT POSITION

5. Following the integration of the two units in November 2005, the aim has been to radically improve internal workload processes and a new methodology has been developed to provide a single way of working for the new consolidated department bringing improvements to both the way we receive and process work. The methodology is known as the ICT Work Process Methodology (WPM). 
A three- phase project has been initiated to implement this methodology and will cover the following activities:
Phase 1: 

· Receipt and processing of all service and project work through ICT Services

· Workload Visibility

· Risk Management and Change Control

· Incident Management

Phase 2: 

· Customer Tracking

· Resource Management

· Capacity Planning

Phase 3:

· Forward Planning and Prioritisation

· Management Information and Benchmarking

6. The expected benefits from this work include:

· Customer Perception… a single web based interface will replace the complex methods of asking ICT Services to do work. This will make it more straight- forward for our customers to engage with us. Work will be automatically recorded into our system, thus speeding up customer response times. Eventual customer tracking will provide greater transparency and accountability for our customers.

· Forward Planning, Resource Management and Workload Visibility…  enhanced visibility of all work requests that enter ICT, thereby enabling improved resource planning.  This single viewpoint supported by the new governance arrangements now in place will enable better focus on work with greatest benefits, work that has strategic relevance. Workload visibility can also support the transformational aspiration of becoming involved in a variety of work at the “right time” in our customers’ planning cycles.  

· Incident Management… More effective means of capturing incidents and failures and their underlying reasons to aid future planning, resolution and problem management. 
· Change Control… The first phase of the process work will support change control and risk assessment.  Impact and risk analysis is going to be undertaken for every piece of work which will result in:
· Fewer interruptions to services 

· Fewer conflicting changes

· Reputational improvements
· Management Information… WPM will support the provision of better quality management information, more accurate information for the SLA process and facilitate a move to trading accounts in the longer term   

7. During this important process improvement work, the opportunity was taken to revisit the two supporting systems with a view to rationalising onto one solution

8. The evaluation considered current needs for urgent improvements in some of our key processes and to cater for the future strategic direction of the service in terms of the adoption of a service-wide set of service standards known as ITIL  (Information Technology Infrastructure Library), an initiative also included in the Best Value Review report. The subject of ITIL will be reported separately to a future lead member briefing  

PROPOSALS

9. A team representing all aspects of the ICT service looked at the pros and cons of both systems outlined above, in light of the newly emerging processes and future vision and concluded that the VQSM product is the vehicle by which the WPM will be best supported and delivered. It is most suited to our current and future needs and with a degree of tailoring, it can provide for the full range of our development and support activities. The Hydra product would therefore be discontinued. The implementation of the new methodology and a single system is fundamental to fulfilling the potential that the reorganisation of ICT Services set out to achieve. The methodology was developed in tandem with the reorganisation and provides the processes, systems and benchmarking facilities required to support our change and governance restructure. The system will also be compatible with and supportive of the service’s ITIL ambitions, by introducing a number of service delivery and service management controls along the way.

10. The VQSM product will provide the following current and future features:

· Individual customer based records for all service and project work

· Customer Tracking

· Functionality for risk assessment and change control

· Time recording

· Resource management and capacity planning

· Tailored reports for management information

· Interface with web based customer request form

· Management and monitoring of SLAs and customer response and fix times

11. There would be a degree of tailoring of the product and purchase of additional software licences necessary although this cost would be partly offset by the discontinuation of the Hydra product. This additional cost can be met from within the existing ICT budget

	Aspect
	One-time (£000)
	Annual (£000)

	Purchase of 22 additional licenses

LESS savings on termination of Hydra licenses
	26


	5

7

	Difference (Full Year)
	26
	-2


12. Following the decision by lead member briefing, the product would be implemented accordingly:

	Milestone
	Target Date

	Phase 1 – Workload Visibility, Change Control and Risk Assessment, Single Customer Interface

Phase 2 – Resource and Capacity Planning, Customer Tracking

Phase 3 – Forward Planning and Performance Management


	Sept 06

Dec 06*

Mar 07*


* Dates subject to final decision on alignment with ITIL implementation plan referred to in section 8

CONCLUSION

The adoption of a single system will provide the best immediate and long- term solution and enable a common system to operate through ICT services with the benefits of:

· Simplified maintenance and support with none of the complexities of integrating or using two applications

· Single training course

· Common look and feel thereby aiding efficient usage 

· Ability for cross team working

· Ability to access better management information – better metrics for benchmarking

· Workload visible in a single location

· Supports long term goal of adoption of ITIL service standards 

· More accurate time recording

· Ability to tie together resource availability and service capability from a single location

The expected benefits outlined in section 6 will be quantified during quarter 3 of 2006 and will form the basis for additional KPI’s for ICT Services 

RECOMMENDATION:

That VQSM be the chosen single solution to support the improving business processes throughout ICT services and that the additional licenses be acquired accordingly
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