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6. CASE STUDY

ICT Requirements to support 

Local Government Review

6.1 Executive Summary


Quality of Service 
The use of ICT is pivotal to the success of the 

proposed new council for Cornwall. A high leve

of service availability will be expected from critical 

systems and infrastructure, supported by rapid 

response and fix of problems when they occur.

Examples of the sort of service levels that will be

expected are:-


• 	 Network links that do not fail. 
• 	 Enterprise applications and public access channe


that do not fail. 

• 	 Security attacks do not get through defences. 
• 	 Performance Indicators that show the ICT support 


organisation to be consistently performing in the 

top quartile, supported by high marks from user

satisfaction surveys.


Information Services Group (ISG), the council’s in-

house ICT support unit is already delivering on most

of these points. Plans to establish no single po

failure with the link to the Internet and protection for 

the authority’s Oracle databases are already underway. 

In addition to this there has been increased customer

satisfaction from survey results over the last 5 years, 

and it tops the Society of Information Technology

Management (SOCITM) regional performance

indicators on project management.


l 
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An always available, high performing service is the 

expected norm that needs to be achieved.
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Strategic approach 
-
changing ‘Cutting Bureaucracy’

to ‘Citizen First’

The strategic approach to enabling the right ICT for 
the new Council for Cornwall is a simple approach, 
based upon an existing proven model of success. 

Firstly, the partnership work that has already 
successfully delivered key infrastructure items such 
as the voice and data network and the public facing 
Internet, will be further developed to establish the 
capacity required to support the needs of a single 
community focused authority. 

Secondly, to build upon the transformational 
programme of work currently called ‘Cutting 
Bureaucracy’. This is already delivering major efficiency 
savings by capturing business processes and, through 
re-engineering, making them efficient. The new 
authority will have a strong citizen and community 
focus, and to reflect this, the current programme will 
be realigned to reflect the importance of the citizens 
and communities and re-launched as ‘Citizen First’. 

The following diagram outlines the key components of 
the ‘Citizen First’ programme. 

Consolidate ‘best in class’ 
products into standardised 
solutions 

The potential to achieve efficiency savings by 
consolidating infrastructure and applications, stopping 
duplication and pooling resources is considerable. The 
approach that will be taken will identify examples of 
best practice within the 7 councils in Cornwall and 
create a single consolidated solution. 

Establish a single support and 
delivery organisation 
The creation of a new ICT support unit will, in some 
instances, result in a reduction of current levels of 
staff as efficiencies are achieved. In other areas, 
however, staff numbers could increase, to support 
new requirements or deliver higher levels of service. 

A clear objective of the new ICT organisation is that it 
is standards based and high performing. 

Financial Summary 
Overall transition costs are £3.842m. This includes 
establishing the new ICT support organisation, 
consolidating duplicate applications and establishing 
the right capacity within the supporting infrastructure. 

Set against this is predicted efficiency savings of 
£1.516m which would enable a pay back period of 
just over 2 years. In reality the pay-back will be much 
quicker, because further savings will be derived from 
the expected staff savings for the service that these 
applications support. 

In addition to this, further savings would be expected 
when more detailed implementation planning is 
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performed. A good example of this is accommodation 
costs which should reduce given that staffing levels 
are not increasing and the infrastructure estate is 
consolidating. 

Some of the costs are directly paid for from 
departmental budgets, such as software maintenance 
of applications. These savings will not be fully realised 
by the ICT organisation, as defined in the forecast 
budget table in section 6.1. 

The steps required to achieve success are:-

Indicative Timescales 
Cornwall will not know until September 2007 whether 
or not its application for restructuring has been 
successful, and will have until the 1st April 2009 in 
which to establish the necessary ICT solutions required 
to support the new organisation. 

Our preparations will be based upon establishing, 
as a minimum, the solutions that will be required to 
support the new organisation on the 1st April 2009, 
and that all strategic solutions are established by 
December 2012. 

Stage Start End 
1. Preparing the bid and setting strategic vision January 2007 March 2007 

2. Supporting the AS IS environment April 2007 December 2008 

3. Establish Citizen first ICT building blocks June 2007 May 2008 

4. Consolidating enterprise applications November 2007 March 2011 

5. Mopping up January 2010 July 2012 

6. Operational running April 2012 December 2012 
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6.2 Strategic Approach 

Objective 
This section outlines some of the ICT challenges that 
the new authority will face and proposes solutions. 

It demonstrates how the current ICT systems of the 
6 district councils and the county council can be 
consolidated and supported by a single ICT service 
organisation. 

Key ICT Challenges facing the 
proposed authority 
Size. The proposed authority would be larger than the 
county council and will have a greater scope in terms 
of service delivery. The proposed authority will have to 
deliver the key components within the district council 
remit. This would include the collection of Council Tax 
and other revenues, the payment of social benefits, 
the management of a housing portfolio and local 
infrastructure maintenance (such as refuse collection). 
The underlying business processes and systems of the 
new authority will need the capacity to deliver this 
wider programme of services. 
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Democracy. The proposed authority will support 
a model of governance that establishes elected 
members as ‘community champions’. These 
champions will need to operate at a very local level – 
close to the communities they serve. The authority will 
have to provide better and more timely information 
on the quality and availability of local services.  The 16 
regional areas outlined below are pivotal to ensuring 
the enterprise applications maintained centrally do not 
lose site of local needs and priorities. The structure 
and delivery model of the new ICT organisation also 
reflects the needs for a strong strategic core, with 
community focused delivery. 

Joined Up Working. The proposed authority would 
have to have strong communication links with the 
other bodies involved in public service delivery within 
Cornwall.  Cornwall- wide strategic delivery provides a 
great opportunity to be more focused but can weaken 
communication links with other agencies, especially 
where these were previously maintained at a local 
level. 

Caring for our customers. The proposed authority 
may be perceived as growing in size and therefore 
becoming more distant from the citizen in the street.  
Under the proposed system it will be more important 
than ever to establish clear, reliable channels of 
communicating with our customers. 
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Solutions 
Cornwall County Council has already embarked upon 
a thorough review of the business processes and tools 
it uses to deliver information and services to citizens. 
The Cutting Bureaucracy Programme will establish the 
following model for service delivery: 

The ICT service for the new authority will need to be 
business focused, and directed towards providing a 
citizen and community focused access strategy. The 
existing ‘Cutting Bureaucracy’ programme is already 
well positioned to meet this need, and provides the 
basis for going forward. There will need to be some 
expansion in the scope of this activity (see below), and 
the Cutting Bureaucracy programme should be re-
branded to reflect the citizen and community focus, 
using a title such as ‘Citizen First’. 
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Capacity 
The ICT capacity must be scaled up to meet the needs 
of the new organisation.  Some business systems 
and their associated processes would have to be 
consolidated and rationalised in order to deliver the 
service to citizens.  Good examples of this are the 
revenues and benefits functions and systems of the 
district councils. 

Fortunately the county council and the districts 
use the same Electronic Document and Records 
Management (EDRMS) and Web Content 
Management Systems (these were jointly procured).  
This will help the consolidation and standardisation 
process.  In addition the county and districts share a 
common wide area voice and data network. 

Achieving the right capacity relates as much to having 
the right skill levels and culture for success within the 
ICT support organisation, as it does actual systems 
and infrastructure. The move by ISG to adopt an 
ITIL (Information Technology Infrastructure Library) 
structured approach to its service operations, is a 
good indicator that the required service levels will be 
met. 

Flexible Access 
At the same time as increasing the scale of the ICT 
operations, the information and services they offer 
must be delivered locally to local members, parish 
councils and to citizens themselves.  Furthermore, 
this cannot be through dedicated county council 
equipment, this would be seen as an inhibitor 

rather than an enabler.  The systems used by these 
stakeholders must be ‘web enabled’ to ensure that 
they can be accessed remotely. 

In addition, employees of the new 
organisation may also have to 
work from bases located at various 
points within the county.  The same 
technology means they can access 
the business systems they need from 
shared equipment sited at these  
remote locations. 

Customer Relationship 
Management 

The importance of Customer 
Relationship Management is clear.  A 
new, integrated software solution 
must be developed to build on the 
success of existing contact centres. 

This will improve the experience of our customers 
calling us or using our website.  This must offer more 
information and services, in a personalised manner, 
deliverable as quickly as possible from the customer’s 
first contact with us.  

Information Sharing Hub 
The planned ‘Information Hub’ 
can be expanded to deal with 
the communication needs 
required by the proposed 

authority.  The ‘middleware’ solution can be used to 
broker information with the required bodies and also 
between the front office and back office in our own 
organisation.  
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Summary 
We believe that ICT is a major enabler of reducing 
costs and gaining efficiencies, at the same time as 
improving local responsiveness. 

We already have an ambitious programme in progress. 
The ‘Cutting Bureaucracy’.  Programme seeks to 
focus our services around the citizen and to provide 
a mechanism for the integration of service delivery.  
Our proposal is to drive this integration and efficiency 
across the new larger organisation. 

Additional capabilities would be added to produce 
an enhanced version of this called ‘Citizen First’. 
This would enable an even greater citizen focus and 
generate the capacity required to deliver integration 
of services. 

This proposal will deliver increased capacity in the 
back office to deal with new functions that will need 
to be delivered on a rationalised basis - like revenues 
and benefits.  

At the same time, the way that systems can be 
accessed would need to be made more open to 
ensure that the people who are charged with 
making the proposed authority work can access the 
information they need. They would do this via a direct 
web access to our systems. 

In addition, a fully capable Customer Relationship 
Management (CRM) system would ensure that our 
communication with customers is enhanced.  All of 
the above would be delivered with solid business 
processes underpinning them. 

The Citizen First model can be summarised as 
follows: 
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By implementing this model we will be transferring • Accessible access channels that feed the CRM 
to the new authority the capacity and agility required system, and deliver expected results. 
to deliver the best possible service to Cornwall in the • A single enterprise file plan that holds all records 
most efficient manner. and documents 

6.3 Building Capacity - • Enterprise workflow that manages delivery of 
business processes. 

Business Applications • The ability to seamlessly interface between 
the relevant business systems associated with 

Enterprise Applications individual processes (Middleware) 

The transition costs and efficiency savings listed The strategic approach for consolidating applications 
below relate to external costs such as licensing, will be to build on existing implementations of the 

highest quality products to establish single integrated contractors, and IT equipment not covered within 

solutions. Where there is no existing system that can the infrastructure section. Internal people costs are 

meet the needs of the new combined organisation, 	 recorded against organisation structures and have 
been excluded from this section. European Tendering laws will be applied to select the 

right solution.	 Internal people costs are recorded against 

Supporting this will be the core building blocks from 	 organisation structures and have been excluded from 
this section. the ‘Citizen First’ programme, namely:-

Application Details Transition Annual 
Cost Efficiency 

Savings 
Business Integration	 The existing plans to use Microsoft BizTalk £90,000 £10,000 
Engine	 and Workflow under the cutting bureaucracy 


programme can be expanded to meet the 

required needs.


Care Management	 Existing system will provide this function £0 £0

unaltered.


Citizen Relationship	 Once a Cornwall-wide citizen and community £575,000 £96,000 
Management	 focused access strategy is produced, either the 


existing Northgate system can be confirmed as fit 

for purpose, or else will need to tender for a new 

solution. This will be based on a single Cornwall 

call centre.


Document Management	 Existing cutting bureaucracy programme will be £80,000 £75,000

expanded to include business processes currently 

provided by Districts.
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Application Details Transition Annual 
Cost Efficiency 

Savings 
Finance Management 	 The Sun finance system is by far the largest £150,000 £100,000 
– Ledgers & Debtors	 system implementation, although 3 of the


districts use Cedar. Sun will be used to

support the revised financial processes, with 

consideration given to how budget reporting can 

be achieved against existing systems until the 

new ledger is fully operational.


Finance Management 	 The Spectrum system is used by both District £0 £28,000 
– Cash Receipting	 & County Councils. The current County Council 

enterprise licence will meet the required needs.


Finance Management County is the only organisation currently £0 £0

– Procurement	 performing internal e-procurement, therefore the 


NC Procurement module will be used if Sun is the 

enterprise finance solution. 


Geographical Information	 Through the highly effective GIS partnership £65,000 £22,100 
Systems	 group, ESRI has extensive coverage already,


and can easily be scaled to meet the additional 

requirements. Some fine tuning of mapping

detail may be required to achieve consistent

standards.


Health and Public Sector The existing solution will be predominately £0 £0

Information Sharing Hub unaltered, apart from some minor additions of


information posted.


Messaging	 To be based on Microsoft Exchange, with a £54,166 £33,750

migration plan to maintain existing addresses, 

whilst transitioning to the new organisation. 

Additionally the solution will need the 

functionality to meet the requirements for 

remote and mobile working.


Local Land and Property In conjunction with the Geographical Information £130,000 £24,000

Gazetteer (to feed Systems (GIS) strategy, the ESRI CAPS Local Land 

national register) and Property Gazetteer is a good strategic fit and 


will meet the required needs. 
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Application Details Transition Annual 
Cost Efficiency 

Savings 
Payroll & Personnel 	 There is already a partnership approach to using £35,000 £65,700 
Management	 the County payroll service. The new system


will meet all required needs, with some work 

required to retain access to historical information.


Pensions	 All organisations using a single implementation £0 £0

of the County pensions system. No change

required, other than slight improvements to

existing interfaces with the payroll system.


Performance 	 Configuration of this system will need to be £0 £2,000 
Management	 radically changed to reflect the politics, service 


plans, and Key Performance Indicators (KPIs) of

the new organisation. Existing implementations 

will need to be retained for however long

historical data is required to be kept.


Project Costing	 This is tightly linked with the main finance £0 £0

system. Sun does not perform project costing,

and as such progression would need to be

retained for areas that need this level of detail.


Web Site – Internet	 The existing partnership arrangement with GOSS £0 £80,000

(Management solutions Company) works well,

and the GOSS content management solution 

meets the required needs.


Web Site - Intranet	 The existing plans to establish a single content £93,000 £0

management source within the Goss product, 

automatically replicated to local access points will 

meet the required needs.


Total £1,272,166 £536,550 
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Critical Departmental Applications 

Application Details Transition Annual 
Cost Efficiency 

Savings 
Adult Education 	 The existing AQUA system will be £0 £0 
Management	 predominantly unaltered excepting some 


opportunities for new uses such as leisure 

centre sports courses.


Asset Management	 As defined earlier, confirm that the Social £35,000 £7,500 
(properties)	 Housing system is not a partial duplication 


of this system. The preference is to use this

system to manage housing stock, and the 

works orders system to control maintenance 

activities.


Car Parks excess charges	 Only 1 District deploys a solution to manage £0 £500

this. Business process review and workflow 

should be able to deal with this need.


Case Management - Audit The Team Central system will be unaffected. £0 £0


Case Management - CAPS would be a strategic choice for this area. £110,000 £32,800

Environmental Health However in the absence of a majority install 


base, it is recommended a tender is submitted 

for a solution that can interface with the 

R/KYV EDRMS system.


Case management - legal The IKEN system is favoured by both county £50,000 £5,500

and districts. This system will be used to

provide business rules and the user interface,

with document storage residing in the EDRMS 

system.


Case Management The existing Flare system will be unaffected. £0 £0

– trading standards


Committee administration The EDRMS system will provide this function. £0 £26,500

The front end developed to control the system

may need redevelopment to support the new 
political structure. 
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Application Details Transition 
Cost 

Annual 
Efficiency 
Savings 

Elected Members County have a web based system for this, £0 £0 
which is likely to require major updating to 
reflect the new political structure. As this can 
be done in house, there are no additional cost 
implications. 

Electoral register There are 4 different systems used for £102,500 £13,900 
this function. However given the strategic 
relationship with ESRI, the CAPS system would 
be the application of choice. 

Fire command and control The Fires system by Fortek will be unaffected. £0 £0 

Fleet Management Existing Tranman system will be unaffected. £0 £0 

Home Helps The existing system by Cold Harbour will be £0 £0 
unaffected. 

ICT Support and The Assyst system will be used, building on the £14,500 £44,400 
Management current plans for increased focus on ITIL. 

Job evaluation The Greater London Provincial Council (GLPC) £0 £0 
job evaluation system will be unaffected, other 
than growth in use 

Lab Management Existing Qubix system will be unaffected £0 £0 

Land Charges CAPS is the dominant product in this area, and £108,000 £47,000 
fits well with other strategic uses of the ESRI 
product set. 

Leisure Centres The existing Gladstone system will be used to £0 £0 
provide a service for those leisure centres not 
providing the service in house. The hosted 
service will be promoted to all leisure centre 
facilities, enabling a strategic approach to 
other services such as on-line booking. 

Library Management The Talis system will be unaffected. £0 £0 

Licensing APP by Civica is used by 1 District. A tender £30,000 £1,250 
should be conducted to select an appropriate 
solution. 
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Application Details Transition 
Cost 

Annual 
Efficiency 
Savings 

Planning – applications 	 Preferred choice is CAPS as it is the most used 
system, and links up with the GIS strategy. 

Planning – development As per planning applications, CAPS to be used. 
control 

Plant Management	 Existing Dema system will be unaffected other 
than addition of additional plant items. 

Problem management of The youth offending system will be largely 
young people unaffected, apart from possible links to 

environment case management re Anti-Social 
Behaviour Orders (ASBO) 

Registration – births, The RON system will be unaffected 
deaths and marriages 

Resource Scheduling	 The existing Wallchart system will be 
unaffected. 

Revenues and Benefits	 Academy is the dominant product and will be 
used. The consolidation could be complex as 
the different rates across the banding groups 
for the current 6 implementations will initially 
need to be present in the consolidated system. 

Rights of Way Existing CAMS system will be unaffected. 

Schools Management The Sims EMS system by Capita will be 
unaffected. 

Sea Fisheries and Ports No systems in place currently, other than cash 
management receipting - review if there is a need. 

Social Housing - A key business decision will be whether the 
maintenance	 existing split model remains, where 4 districts 

have outsourced this function, and 2 districts 
perform the function in house. Should there 
continue to be a need to provide this service, 
then preferably the existing asset management 
system, and highways works orders system 
should perform this role. If they do not have 
the required functionality, then the Academy 
system should be used, in line with the 
revenues and benefits solution (see corporate 
service applications). 
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£0 £0 

£0 £0 

£0 £0 

£0 £0 

£164,500 £160,500 

£0 £0 

£0 £0 

£0 £0 

£0 £27,750 
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Application Details Transition Annual 
Cost Efficiency 

Savings 
Social Housing - rents	 This will be the same situation as housing £25,000 £0


maintenance, excepting the asset management

solution will need to be able to maintain

details of who resides at which house, and 

Spectrum re cash receipting.  


Staff review and The En Core system will be unaffected £0 £0

development


Street Works Existing EXOR system will be unaffected. £0 £0


Structures Design Existing use of AUTOCAD will be unaffected, £36,000 £4,400

other than consolidation of licences.


Supporting People The Supporting People system by Anite will be £0 £0

Management unaffected.


Tourism	 Cornwall Enterprise to advise on how this £0 £0

would best be provided. This is more of a 

people / responsibilities issue than ICT systems.


Traffic control Existing Comet system will be unaffected. £0 £0


Vehicle tracking Existing AIM system will be unaffected. £0 £0

There may be some benefit in adding waste 

collection tracking, but with setup costs 

around £100,000, there would need to be

proven business value in doing this.


Works Orders Potential expansion of the Boris and Cones £35,000 £0

system (or planned replacement by WDM) to

cater for housing maintenance activity.


Total £853,000 £422,750 
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Building Capacity - Infrastructure 
To achieve the required infrastructure requires the same standardisation approach to be applied to the desktop, 
servers, access to the Internet, remote access, and internal networks. 

Area Details Transition Annual 
Cost Efficiency 

Savings 
County Wide Network	 Capacity increases of the existing shared £300,000 £32,300


network will be required, which is not a 

straightforward exercise, given the inflexible 

capacity uplift levels of the BT Metro Virtual 

Personal Network (VPN) service currently 

used. Existing district ‘private’ networks to

be migrated to county network structure,

replacing any wide area links with cheaper 

‘last mile’ solutions.


Internal Networks	 Existing equipment can be re-used to £0 £0

work, with a major exercise to migrate all 

organisations into a single network addressing 

and traffic routeing plan.


Internet Access	 The existing 7 Internet gateways to be £130,000 £37,280

consolidated into a single high availability, 

highly secure gateway. The existing county

connection will be the basis of this, with 

capacity uplift.


Server environments	 The strategy for enterprise applications will be £0 £48,000

a centralised model, to avoid issues around 

duplication of systems and information,

and their associated costs. Sizing of this will

need to be carefully planned to validate that

the current exercise to increase server room

capacity, sets the right levels.


Standard Desktop	 Subject to application validation, and £575,000 £76,250

establishing a training programme for staff not 

familiar with Windows and Office XP, to bring 

all users to this minimum spec.
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Area Details Transition Annual 
Cost Efficiency 

Savings 
Standard Database	 Oracle and SQL are the established systems, £76,000 £10,000


and can easily be integrated with existing 

plans to create enterprise high availability

through the use of Oracle clustering, and 

Storage Area Networking.


Standard Server	 Initially Windows 2000, 2003, Red Hat Linux, £0 £45,000

and Solaris will need to be supported, which

will consolidate onto Windows 2003 and Red 

Hat Linux.


Infrastructure 	 Existing plans to develop pro active £0 £0 
Management	 management tools and culture will be


expanded to include the new infrastructure 

added.


Public Access	 The existing Peoples Network infrastructure £0 £0

can continue to provide this valuable role.


Remote Access	 The existing partnership work can be merged £0 £0

with the outcomes of the strategic review

currently being conducted by county, to

establish an enterprise class remote access

solution.


Web site Hosting	 The existing service provided by Goss £0 £0

meets the immediate requirements. As the 

intelligence and complexity of e-transactions 

increases, it is likely that the hosting service 

will need to be linked closer with the

enterprise applications; however this change 

will be the subject of future strategies.


Total £1,081,000 £244,955 
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Building Capacity - Organisational 
impact 
All 7 ICT organisations are currently working to 
capacity. However despite the efforts of Cornish Key 
and the current Transformational Programme Boards, 
there is still a significant amount of duplication taking 
place. 

There are plenty of opportunities in which to work 
smarter, namely: 

• 	 sharing of Infrastructure and application 
resources, 

• 	 doing things once, and not 7 times, 

• 	 working to common standards, a single strategy, 
and a shared vision, 

• 	 pooling of available resources, 

• 	 having the capacity to avoid excessive use of 
consultants, and 

• 	 a single management structure. 

Therefore, the main changes to support the new 
organisation will be: 
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Establishing the right capacity 
Development and operational teams will need to 
be sized to be able to cover the expected work 
volumes of the new ICT organisation, and removal of 
management and business systems duplication. 

Managing expectations of the new 
departments 
Each of the new strategic departments will need 
to have their own account manager who will work 
with senior business planners to ensure that their 
ICT requirements are met. This is a strategic change 
from the current account management role in that 
the focus will be on service quality and requirements 
planning, as well as the existing role of requirements 
delivery. 

Community focused delivery. 
In support of the 16 community networks, there 
will be 4 regional account managers (see below re 
geographic split), who will ensure that service levels 
are maintained, as well as identifying and promoting 
any local need that deviates from the default county 
wide standards on applications, processes, and 
infrastructure. 
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6.4 The revised ICT 
organisation structure. 

ICT support and delivery will be based on traditional 
ICT organisational models: 

• 	 it will be business driven 

• 	 it will distinguish between the development 
of new solutions, which will then be formally 
handed over to operations for ongoing 
management. 

• 	 it will be standards based, with ITIL, Prince II, and 
the ISO 27001 security standard being the core 
focus. 

The table on the following page outlines the expected 
structure and resourcing needs of the new ICT 
organisation. For each area of responsibility, the 
number of personnel required to provide that function 
is listed. 
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Resourcing the Transition 
During the transition period, there will be a peak 
demand in certain skill areas such as analysis, or 
specified product knowledge that will not be required 
once the transition is completed. To avoid artificially 
over sizing the ICT organisation, this short term need 

for specific skill levels will be met through fixed term 
contract staff. Whilst this will be more expensive 
in the short term than if fulfilled through existing 
Full Time Employees (FTEs), it will be the most cost 
effective route to take overall. 

The following table outlines the anticipated staffing 
levels of the new organisation. 
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6.5 Finance 
Finance information outlined here covers 3 main areas:– 

• 	 operational costs of the new ICT organisation, 
based on the combined costs of the existing 7 
organisations, 

• 	 transition costs, and 

• 	expected efficiency savings. 

ICT organisation budget 
The baseline budget is based on the budget of the 
county council’s ISG for 2007/2008, to which the 
published budgets of the districts for 2006/7 (as 
submitted to us) have been added. 
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The baseline budget is therefore set as:- 


Organisation £’  000 
Caradon £   820 

Carrick £1,440 

Country (ISG) £6,962 

Kerrier £   867 

North Cornwall £ 701 

Penwith £   518 

Restormel £   733 

Total £12,041 

The finance plan on the following page maps out 
how the cost for the coming years, as the 7 existing 
organisations transform into a single ICT support 
group. 

The spending profile can therefore be depicted as 
follows:-
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Transition costs 
The following table summarises the transition costs detailed in the building capacity sections listed above. 

Transition Costs Capital Revenue + 
Consolidating Enterprise applications £1,272,166 £172,800 

Consolidating departmental applications £853,000 £81,811 

Establishing capacity in the Infrastructure £1,081,000 £381,690 

Establishing the Single ICT Organisation * £0 £0 

TOTAL £3,206,166 £636,301 

+ Revenue column relates to additional communication leases, hardware and software purchased for the transition. This is 
not necessarily additional costs for the overall budget listed in 6.1 
* From the numbers supplied by the Districts, any staff reductions can be achieved through natural turnover. 

Efficiency savings 
The following table summarises the efficiency savings identified in the building capacity sections listed above, 
plus the additional discounts that can be achieved through volume purchasing. 

Efficiency Saving Annual Amount	 To Commence 
Reduction in staff from consolidating into a £211,000 2009/2010, or as soon as support for 
single ICT support organisation. the current environment is stabilised. 

Consolidation of applications £900,340	 As duplicate applications are

consolidated into the single solution


Reduction in Infrastructure costs from £244,955 As the consolidated infrastructure is

consolidation established (2008 – 2009)


Additional volume discounts for purchasing £160,000	 As soon as the new organisation 

is established and responsible for 

procurement


Total £1,516,295 
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Financial Summary 
Overall transition costs are £3.842m which includes 
establishing the new ICT support organisation, 
consolidating duplicate applications into single central 
solutions, and establishing the right capacity within 
the supporting Infrastructure. 

Set against this are predicted efficiency savings of 
£1,516,295 which shows a pay back period of just 
over 2 years from when the efficiency savings are 
gained. In reality the pay-back will be much quicker, 
because further savings will be derived from the 
expected staff savings for the service that these 
applications support. 

In addition to this, further savings would be expected 
when more detailed implementation planning is 
performed. A good example of this is accommodation 
costs which should reduce given that staffing levels 
are not increasing, and the infrastructure estate is 
consolidating. 

Some of the costs are directly paid for from 
departmental budgets, such as software maintenance 
of applications. These saving will not be fully realised 
by the ICT organisation, as defined in the forecast 
budget table in section 6.1. 

6.6 Implementation

Full transition to a single ICT organisation will take 
5 years. The key stages required to complete this 
journey are outlined below. 

Stage 1: Preparing the bid – strategic vision. 
This bid paper outlines the strategic direction in 
which ICT will go. 

Stage 2: Supporting the AS IS environment. 
This involves creating the new ICT organisation, 
and defining how the systems currently used will 
be maintained until they are consolidated into 
the new model. This will also cover planning and 
implementing capacity arrangements required 
for the core infrastructure. During the transition 
phase it is critical that the ‘AS IS’ solutions are 
kept operational with no disruption to service. 

Stage 3: Citizen first building blocks 
This involves ensuring that the critical ICT building 
blocks listed under the strategic approach 
section are established and stable, providing 
the foundation on which the transition for other 
applications can be commenced. 

Stage 4: Consolidating enterprise applications 
This involves delivering the programme of work 
required to migrate the enterprise applications 
into consolidated solutions. This will be split into 
2 distinct elements, 

• 	 the tactical work required to support the new 
authority from when it is operational, 

• 	 the strategic work required to establish the 
required effective and fit for purpose solutions. 

Stage 5: Mopping up 
This involves delivering the programme of work 
required to migrate the remaining departmental 
applications into consolidated solutions, 
interfacing with the enterprise applications where 
appropriate. 

Stage 6: Operational running 
This involves tidying up arrangements made 
to cover the transition process, such that on 
completion, the organisation, application 
portfolio, and infrastructure are operating to high 
levels of effectiveness and efficiency. a 
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The following table outlines the proposed transition 
timetable. 

ICT Transition Programme 

2008 2009 2010 2011 2012 

01/01/2007 31/12/2012 

Submit Bid and set 
Strategic vision 

Jan-07 Mar-07 

Plan to maintain ‘AS IS’

Environment – business


& ICT


INFRASTRUCTUREORGANISATION 

Apr-07 Apr-r-08 Dec-08Ap 08 

Establish ‘Citizen First’

Building blocks


Jun-07 May-08 

Consolidate Enterprise 
Applications TACTICAL FIX STRATEGIC SOLUTION 

Nov-07 Mar-09Mar-09 Mar-11 

Consolidate Other 
Applications 

Jan-10 Jul-12 

Complete Transition 

Apr-12 Dec-12 

September 2007 01 April 2009 
Decision given on New Organisation 

Unitary Status Go Live 
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6.7 Risks and Assumptions 

Risks that need to be managed 
• 	 Shared applications where an existing solution is 

suitable for scaling to meet the new organisations 
needs may need to be managed without going 
through EU tender process, in order to deliver the 
programme on a timely basis. 

• 	 Staff uncertainty during the transition period may 
result in key staff leaving the organisation. 

• 	 Staff disruption, high levels of project based 
work, and the difficulties associated in merging 7 
organisations systems leads to a significant drop 
in performance levels. 

• 	 Lack of availability of broadband options may 
restrict our ability to affordably increase capacity 
of the network to the required bandwidth levels. 

Assumptions made in compiling 
this response 
The New Organisation 
• 	 There will be a single corporate identity, and as 

such existing infrastructure standards can be used 
to meet the required needs. 

Applications 
•	 During the transition period, it will be possible 

to provide access to existing Penwith (Sun Star 
Office) and Carrick (Groupwise) applications 
through our standard browser. 

• 	 Enterprise applications will be centrally located 
and accessible through a browser, either through 
the application being web enabled, or through 
the use of thin client technology. 

• 	 Applications will be centrally based to achieve 
efficiencies from establishing and maintaining a 
single instance, and will be supported by local 
caching or dual modes on network access, for 
critical uses such as one stop shops. 

Infrastructure 
• 	 The existing County Council standard server 

and desktop will meet the needs of the new 
organisation. 

• 	 The Infrastructure and development environment 
will be predominantly Microsoft based, with 
Oracle server the enterprise database engine for 
all major systems, and support for Microsoft SQL. 

• 	 The existing county-wide voice and data 
network will need to be revamped to meet the 
growth in capacity required to meet the new 
organisation, plus the new technologies expected 
to be adopted in the near future, in particular 
conferencing and multi media streaming. 

• 	 The new server farm currently being planned for 
the Truro area will be available in appropriate 
timescales, and will have sufficient capacity to 
meet the application integration plans outlined in 
Section 3. 
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