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1. Introduction

This document complements the full best value review report. It provides a high level summary of the context within which the review was carried out, highlights of the results of the 4C’s analysis, the key issues arising and proposed service improvement measures 

It also provides a summary of the many early wins achieved during the process which have resulted in service improvements to our customers during 2004/5

This and the full report should be seen as a picture of the future direction for ICT and a quarry of improvement ideas from which business cases and detailed actions will be developed and further reported on
What is sought then, is acknowledgement that the ICT Best Value Review Team has adequately captured the key issues for the future of ICT and put forward imaginative and realistic measures to address them.





2. Context

The city council have long-since recognised the increasing significance and contribution of ICT…

… in helping to deliver responsive, reliable day-to-day public services to citizens, communities and businesses through our OPERATIONAL ROLE of systems development, operations and support

… in enabling new ways of providing council services and levels of community engagement for greater effectiveness and efficiencies through our TRANSFORMATIONAL ROLE of business process re-engineering, programme & project management, e-Government and training

… in contributing to the long-range vision and strategic planning of council services, particularly through collaborative working with council service partners through our STRATEGIC ROLE of consultancy and facilitation

In light of the increasing emphasis on ICT, this Best Value Review is very timely. It builds on previous successes and sets future direction, which directly addresses the challenges of:

· The council’s accelerating pace of public service reform through its Pledges and strategies 

· Rising customer expectations

· Creating greater levels of citizen engagement and participation

· Emphasis on neighbourhood and community development

· Continuing economic regeneration

· Continuing drive for council efficiencies and the impact of the Gershon report

· Opportunities for collaborations for joined-up delivery and scale economies

· Continuing e-Government agenda, Priority Service Outcomes and citizen take-up

· Exploitation of technological advances for council benefit

These are exciting times for local authorities where we are at the centre of a new wave of creativity and innovation in local service provision and where ICT is increasingly seen as a key enabler in developing and delivering imaginative and lasting solutions

The rest of this report sets out specific improvement proposals aligned to the above range of key issues and more, based around the three core ICT roles mentioned, but first, let us look at a summary of the 4C’s results flowing from the BV process 

3. The 4 C’s

The so-called 4 C’s of Challenge, Compare, Compete and Consult are central features of the full report and extensive research and analysis has been undertaken on each of these aspects, which has provided the overall framework in capturing the key issues faced by ICT and in formulating future improvement proposals

This section provides a summary of the results of the 4 C’s analysis: 

	Challenge

· ICT is core to council and partner services

· ICT is making a difference to services

· 1/3 of budget engaged on 3rd party products

· Confusion of ICT roles re: corporate & directorates

· Need increased/ fairer access to resources/facilities

· Customer satisfaction 7 out of 10 overall

· ICT skills need to be raised throughout council

· Need greater promotion of services

· Re-inforce in-house provider as preferred option

· Consider niche partners for selective strengthening

· Increasing pressures on ICT

· Directorates/ partners competing for ICT resources 

· Greater collaborative working

· Information sharing

· Enable organisational learning

· Enable citizen take-up of new council channels

· Academic partners


Compare

· Strengthen corporate governance/engagement

· Alignment of ICT to council strategies

· Strengthen performance management

· Growing involvement in council change agenda

· SOCITM benchmarking “excellent results”

· 7 out of 10 KPIs top quartile or better

· New investment funding model needed

· More resilient fit for purpose infrastructure

· Web site usage tripled in 12 months

· BVPI157 100% e-enablement completed

· National e-Gov. Pathfinder/ national CRM partner

· ECDL advanced test centre status 

· Learn Direct hub 


	Consult

· High customer survey ratings: training, web site, availability of systems, understanding customer needs, working relationships, ease of reporting problems and requests and manner dealt with

· Lower customer survey ratings: coordination between different ICT service units, keeping customers informed, responsiveness in dealing with requests, problems and office moves, promotion of services and awareness raising, coordination of ICT across council

· Corporate authority, lead & funding lacking for ICT

· Corporate ICT vis a vis Directorate ICT staff

· Strength of customer care ethos mixed

· Return on investments of existing products 
· Exploitation of emerging technology
· Improved project/ risk management
· Fairer access to services/facilities
Compete

· Competitive charges per SOCITM benchmarking work

· Competitive charges versus private sector levels

· Use of 3rd party suppliers  

· Substantial income generation 

· Strategic partnering review concluded in house with possible use of niche partners for selected support

· Collaborative working via NweGG, GmeGP

· Collaborative potential with PCT, LIFT etc

· Pilot partnership with DELL for PC installations


The issues and views identified from this research and analysis have been consolidated and summarised around the three core OPERATIONAL, TRANSFORMATIONAL AND STRATEGIC ICT roles as set out in the next section 

4. Emerging Issues and Future Vision
This section summarises all of the key emerging issues from the review process in a single graphic, built around the three core ICT roles for ease of reference. 








A description of each of the above issues and proposed improvement actions to address them are provided in Appendix 1. It should be noted that this is a simple summary for convenience… greater details on the proposals, for example timescales and possible barriers to their implementation are contained in the full report
  

These issues and improvement proposals once agreed will ultimately form the basis of the future ICT Service vision and aims 

Appendix 1

PRIORITY 1: OPERATIONAL … Meeting Expectations through:

	Objective / Outcome
	Proposal

	1.1 Entitlement &choice… work closely with customers to define and agree entitlements to services and systems to better meet needs and priorities


	· Develop a more complete and integrated package of ICT services to customer directorates, partners and members, which are more closely tailored to their current and future service needs and priorities. 

This will include development of an entitlement framework based on Categories of users including:
· Fair access to modern equipment, facilities and ongoing renewal

· Fair access to appropriate levels of training  
· Associated support levels, standards and targets
· Review scope and form of SLAs as affected by above proposal

	1.2 Consultation & communication… strengthen consultation, communication and relationships with customers for greater awareness, understanding of needs, engagement and transparency
	· Devise a customer relationship strategy which sets out a means of communication, accountability and relationship building

· Establish a customer relationship function within ICT service

· Establish a senior responsible officer for each directorate and partner

· Redevelop ICT intranet site for improved content, layout and self help

· Devise ICT marketing Plan for greater awareness raising

	1.3 Standards, performance & efficiency… ensure we have service standards, which are in line with national and industry standards and reflect customer needs and expectations.  Ensure that performance aligns to such standards.  

Introduce a range of efficiency measures as part of continuous service improvements and VFM

	· Review current pilot arrangements with 3rd party supplier to further improve performance in equipment installations and explore potential for a broader niche partner with view to redirecting resources to improve performance in fault rectifications and other local priorities

· Assess usefulness of current service performance indicators to ensure more meaningful performance information to customers 

· Adopt ITIL service standards within ICT services

· Undertake SOCITM national benchmarking in 2005 

· Conclude work on performance management / golden thread developments

· Carry out bi-annual external customer satisfaction measurement

· Implement on-line procurement of ICT goods

· Adopt Enterprise XP platform for lower cost of ownership 

· Incorporate more self help / good practice features on ICT Intranet site

· Review 3rd party contracts for value for money

	1.4 Organisation, staffing & culture… to develop new organisational structure, service management and underlying customer centred culture to better deliver our three core roles


	· Restructure to better serve the three core roles and priorities, including name change to ICT Services 

· Develop a clearer service image based on professionalism and added value 

· Establish clearer career structures and succession planning

· Strengthen internal communication and inter-team working

· Improve workforce planning and revisit recruitment & retention position

· Develop management skills by exploiting corporate and other programmes 

· Realign roles and relationships of central ICT staff vis a vis directorate and partner staff 

· Introduce internal staff pledges as part of cultural development based on:

· Customer care ethos

· Innovation for council benefit

· Team working

· Empowered, skilled, motivated workforce

· Effective communication

· Achieve Investors in People
· Resolve accommodation constraints 

	1.5 Risk and compliance management… strengthen risk management practices and compliance role as part of effective business continuity planning


	· Implement new data centre and associated facilities for greater reliability and resilience

· Implement service wide risk register for strategic and operational matters and embed improved risk management practices

· Conclude work on BS7799 standard

· Establish compliance officer role

· Conclude business continuity strategy and testing and implement


PRIORITY 2: TRANSFORMATIONAL … enabling improvements through:

	Objective / Outcome
	Proposal

	2.1 Technology… ensure fit for purpose business application portfolio and underlying infrastructure aligned to council / partner service needs and to enable the council’s modernisation agenda
	· Update current corporate ICT strategy covering business applications architecture, infrastructure and associated development and integration tools and facilities

· Devise means of developing directorate/ partner based ICT strategies and linking with corporate strategy

· Strengthen supplier relationships for greater awareness of emerging product developments 

· Explore technology partner for Salford’s core business applications for future development, support and marketing (eg CRM)

	2.2 Competencies… raise ICT skills levels throughout the council for greater use and exploitation of ICT facilities and investments 

Offer services to partners as part of capacity building to aid collaborative working. 


	· Adopt competency framework as part of corporate initiative for members, managers and practitioners

· Scale-up training volumes based on entitlement framework
· Introduce ICT induction training for all new starters/ new members

· Raise awareness of training offerings

· Expand use of e-Learning facilities as part of blended learning in conjunction with HR services as part of corporate initiatives

· Develop change management offerings in conjunction with HR services

· Provide improved training environment within computer centre

	2.3 Benefit realisation… ensure the council obtains maximum value from ICT investments through raised awareness of its potential, and proficient use and application  


	· Develop a set of corporate performance measures by which to assess VFM/ROI on ICT and embed within Balanced Score Card

· Introduce benefit realisation consultancy 

· Introduce more rigorous benefits management methods including a benefits register to capture and publish benefits from ICT investments

· Raise product awareness through intranet and events

· Consider introduction of mini-MBA for senior managers in conjunction with MBS to ensure strategic value of ICT is exploited

	2.4 Change management & BPR… contribute to the council’s/ partner change agenda through BPR capacity building 
	· Redesign the SPRINT web site to include GERSHON metrics and methods to encourage citizen take-up of e-enabled services

· Promote SPRINT as council-wide/ partner standard BPR toolkit and expand training / workshops and mentoring offered to directorates / partners as part of awareness-raising and capacity building 

· Consider inter-working with HR service in development and delivery of change management capacity building within council and partners

	2.5 Information & knowledge management… develop a more strategic approach to information and knowledge management throughout the council for greater sharing and spreading of excellent practice
	· Develop and implement a council-wide / partner information and electronic records management strategy linked to service strategies

· Develop tools and methods by which to capture, analyse and disseminate examples of excellent service and management practice throughout council as part of learning culture

· Re-constitute information security forum
· Conclude BS 7799 analysis work and implement outcomes

	2.6 Programme & project management… improve competencies, methods and tools within service and throughout council, based on PRINCE 2 standards to better plan, manage and deliver the councils ICT and broader change programme


	· Extend current project support office to include programme management consultancy

· Re-inforce PRINCE 2 standards throughout service 

· Achieve PRINCE 2 practitioner level accreditation for all ICT project managers

· Introduce improved ICT programme structure and governance

· Implement (Hydra) programme management tool

· Create single ICT project manager pool

· Introduce project success index and challenge panel
· Create Project management centre of excellence for council wide capacity building and standards based on PRINCE 2

	2.7 Innovation… achieve greater exploitation of emerging technologies and innovations for council benefit


	· Re-assign internal capacity to ensure sufficient resources dedicated to evaluating emerging technologies 

· Devise and publish annual ICT Innovations Programme with associated budget in consultation with Directorates/ Partners linked with local and national priorities

	2.8 Investment & funding… establish an improved financial strategy to enable a more transparent, rational and fairer way of planning and funding ongoing ICT investments and renewals


	· Introduce a central fund to develop a fairer, more transparent corporate mechanism for all council ICT investments aligned to local and national priorities

· Develop a longer-term (3 year) capital investment plan aligned to the council’s ICT strategy

· Further grow commercial opportunities for external trading to bring in valuable income for re-investment into the service


PRIORITY 3: STRATEGIC … strategic contribution through:

	Objective / Outcome
	Proposal

	3.1 Alignment & governance… improved means of aligning ICT services, products and infrastructure to local and national priorities, under-pinned by a more inclusive and consultative style of governance 


	· Produce a strategic planning framework which better links ICT planning with council service planning, Cabinet Plans, Think Themes etc

· Introduce an improved governance model which engenders greater involvement and representation of customers in such things as:

· Aligning ICT strategies to service strategies and Cabinet priorities

· Benefit realisation

· Resourcing and funding issues

· ICT skills development



	3.2 Collaborative working… play a greater role in designing and enabling innovative ideas and solutions as part of collaborative working at city and regional levels


	· Continue direct involvement in Think Customer, Think Efficiency and Think Democracy 
· Initiate Think Business in conjunction with Chief Executives Office to increase involvement with business community

· Engage with Neighbourhood managers to increase involvement at community level 

· Investigate increased exploitation of joint development and shared services, products and infrastructure at regional level via Greater Manchester and North West networks

· Explore potential for shared services with PCT initially based around training and help desk services



	3.3 Strategic consultancy… strengthen our high level consultancy service to expand our contribution to the council’s / partners strategic change agenda


	· Develop a new high level consultancy offering aimed at assisting the council’s policy makers, directors and senior managers to research and formulate service models, options and business cases for change



	3.4 Take-up… encouraging citizens, communities and businesses and building their capacity to exploit ICT facilities in their dealings with the council. Look to engage more directly within communities to support greater employability


	· Devise new ways of encouraging use of web based services for interactions with the council

· Devise new ways of contributing to capacity building for citizens, pupils, communities, children in care and businesses through skills raising and access to facilities (eg ECDL testing in libraries for citizens) 

· Achieve more integration with neighbourhood plans



	3.5 Regional and National Profile… maintain our regional and national profile as an innovator in change management


	· Continue expansion of national (SPRINT) BPR user group

· Continue periodic presentations at national and regional events

· Serve on NweGG strategic programme board and continue to chair local efficiency and transformation group aimed at developing regional collaborative working for economies of scale

· Serve on Salford University Management Advisory Council to pursue joint research and capacity building at regional level




   Appendix 2

Summary of early wins during review process

	Description
	Action

	Consultation and communication

Standards, performance & efficiency

Investment & funding

Organisation & service culture

Technology

Competencies

Benefits realisation and return on investment

Change management & BPR

Programme & project management

Innovation

Collaborative working


	· Introduced notification of time-scales for fault rectification via e-mail

· ICT Open day held

· Intranet content improved and enhanced and editorial board established - although more work needed

· Introduced monthly reports to Lead Member / Strategic Director including monthly focus on each of the ICT service areas

· Independent Customer satisfaction survey undertaken and introduced help desk satisfaction measurement

· Adopted PRINCE 2 throughout service for project work and 4 staff gained practitioner level accreditation

· Hydra programme management tool relating to project work piloted in readiness for service wide rollout

· Developed and published service standards, SLAs and service performance via intranet

· Piloting use of 3rd party supplier to improve performance on procurement and delivery of PCs and peripherals

· Begun ITIL training

· Begun work on golden thread

· Produced extensive risk register and introduced review mechanisms

· Adopted SOCITM KPIs for managing performance

· Produced an initial Consolidated ICT Programme with estimated capital investment requirements

· Joint ICT team meetings established

· Service Improvement & Development Team created and meeting monthly to bring about practical service improvements

· Some customer care training and ITIL training undertaken / in hand

· Draft organisation structure devised and in consultation with strategic director

· Upgraded data centre approved and tender let – work in hand

· Competency framework actively in development in conjunction with HR 

· New initiative launched to ensure that all new members and officers to the council receive introductory ICT training

· Induction pack devised and implemented for new starters

· On-line training needs appraisal introduced

· Draft benefits register devised and circulated for observations

· In house BPR training course devised

· Dedicated BPR (SPRINT) Web site redesigned / redeveloped

· Successfully trained 25 staff within Customer services in BPR and which is now being applied throughout service as part of continuous improvement 

· Trained approx 100 external delegates from other councils in SPRINT

· Internal project management training course devised and delivered to 54 staff to date and more scheduled

· Hydra programme management tool acquired and in pilot within ICT services

· 4 achieved PRINCE 2 practitioner level accreditation within ICT

· Enterprise XP business case almost completed

· Continued pathfinder and national CRM engagement 


Appendix 3

Glossary of Terms

· ITIL… Information Technology Infrastructure Library – a widely used set of service standards within the IT sector

· SOCITM – Society of IT Managers
· IDEA…Improvement and Development Agency
· ODPM… Office of Deputy Prime Minister
· NweGG… North West e-Government Group
· Hydra – A powerful IT based management tool to provide improved programme, project and resource planning and control

· Golden Thread… The council’s corporate approach to performance management
· Balanced Score Card… A management approach that enables organizations to clarify their vision and strategy and translate them into action
· Enterprise XP…  the standardisation of the Council’s Desktop and Mobile computing facilities
· Investors in People (IIP)…  a business improvement tool designed to advance an organisation’s performance through its people. 

· BS7799… British Standards Institution code of practice for Information Security.
· Business Continuity Strategy… Overall approach to planning and managing risks to service availability

· Competency Framework… means of assessing necessary skills and abilities and putting in place measures to address them

·  E-Learning… On-line facilities to access training course content and supporting information and facilities
· VFM/ROI… means of measuring Value for money / return on investment from IT investments
· PRINCE 2… widely used project management standards and methods
· ECDL… European Computer Driving License – a set of ICT training modules to provide for use of desktop applications such as word, excel and e-mail 
· SPRINT BPR… Salford Process Re-Engineering Involving New Technology – a complete working method and on-line toolkit for carrying out Business Process Re-engineering of council services
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THE ICT BEST VALUE REVIEW TEAM RECOMMEND THAT THE 


CHALLENGE PANEL ENDORSE THIS AND THE FULL REPORT AS THE BASIS FOR THE FUTURE OF SALFORD ICT SERVICES





Fig.1 Overall structure of emerging issues 





“As a key stakeholder it was refreshing to be invited to take part in the review, the fact that I was involved showed a marked improvement on past experiences. It was clear from the outset that customer focus was key to the process and that service redesign needed to reflect the changing needs both operationally and strategically of the customer. I have been impressed by the way opinions have been sought and new concepts developed with both staff and customers in mind”





 John Tanner – Assistant Director, Customer Services
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STRATEGIC ROLE:
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“Over the past 15 months management and staff representatives have been engaged in an intensive 


set of activities connected to the Best Value Review of ICT and related services. 





 The BV Review provided an opportunity to do some fundamental thinking about the future direction of our service and has provided the impetus for a new departmental strategy and structure to be implemented over the next few months.





The new strategy attempts to build on our past strengths as a direct service deliverer whilst at the same time attempting to branch out into the new spheres of Transformational and Strategic activities and will if successfully implemented, put ICT at the heart of the day to day life of our council


At a time when there is so much doubt about the future of public sector provision, it is heartening to realize that we face a very bright future indeed!”





              Ray Boyle, Unison Convenor, Customer and Support Services.














Ray Boyle, staff side representative


May 2005
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