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1. Purpose of the Report

1.1 The purpose of this report is to:
• Provide the Committee with an update on the implementation of the North

Lanarkshire Council ICT Strategy; and
• To request approval to proceed with the first phase of this programme of work.

2. Background

2.1 On 22nd May 2013 committee approved a 5−year ICT strategy for North Lanarkshire
Council. This strategy is aligned to:
• National ICT strategy;
• NLC Corporate plan; and

• Individual service needs.

2.2 It sets out an ambitious framework for NLC to utilise ICT to maximum effect by:

• Delivering new technologies;

• Reducing costs for services;

• Developing the ICT organisation and skills;

• Standardising and streamlining;

• Improving capability of customers to deliver better services to citizens; and

• Delivering to expectations of citizens.

2.3 In order to deliver these ambitions, 3 key priority projects were identified which required
to be initiated as soon as possible. These projects are fundamental building blocks
which will deliver a robust platform from which to further develop the transformation
programme. Services were unanimous in their support for this work, recognising that
investment in our ICT infrastructure is essential to enable new ways of working which
will deliver efficiencies across the Council going forward. The 3 key projects are:

2.4 Key Project 1: Network Redesign
North Lanarkshire Council was successful in achieving Public Services Network (PSN)
certification for 2013. However the PSN Code of Connection, which details the
requirements on public sector bodies connecting to the PSN, will change significantly in
2014. The main reasons for the changes are to facilitate the secure use of mobile
technologies, such as smartphones and tablets, and also to meet the requirement to
securely share data across multiple public service bodies (eg as part of Health & Care
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Integration). For North Lanarkshire Council, this will mean a major redesign to the core
of the ICT network.

This project will deliver three main business benefits;

• Compliance with recently updated PSN and Payment Card Industry Data Sharing
Standards (PCI−DSS) codes of connection, both of which are essential for delivery
of Council services (eg registration of births, deaths and marriages, blue badge
administration, co−operation with DWP, police, NHS, card payments);

• Greater efficiency of delivery of application services and data to ICT users across
the council. At present there are many point solutions across the network that are
inefficient to manage, do not meet the current or future needs of users, are
expensive to maintain, are not sufficiently robust or resilient to deliver a reliable
digital service; and

• Enable many of the initiatives planned for the ICT Transformation project which will
be dependent upon the new network architecture to be successful. For example, the
flexible and mobile working project requires council staff to be able to securely
access data and applications irrespective of location. This requires the capabilities
which will be delivered by the network redesign.

It is anticipated that the network redesign project will cost in the region of £1 .8m. This
includes design, hardware/software procurement and implementation costs. The final
cost will be better understood after the initial design phase when all requirements are
clearly understood.

In terms of overall outcomes, this enabling project will contribute to the national ICT
Strategy priorities of reduced costs, digital services and enabling reform.

2.5 Key Project 2: Flexible and Mobile Working
One of the strategic ICT priorities is to "Provide the technology to support a flexible &
mobile workforce". Discussion with services has confirmed that this is a priority across
the Council and an outline solution has already been prepared and could be
implemented quickly.

This solution provides secure mobile and flexible working capability for up to 2000
council staff and Elected Members, enabling them to:

• Work from home, remotely or wirelessly from 100 council premises;
• Securely access council applications and data necessary to perform their duties;

• Chat, video−conference and data−conference with colleagues and citizens/partners;

• Record time and presence remotely; and
• Receive up−to−date software upgrades and security patches remotely.

There are many benefits of flexible and mobile working, as can be seen by the very high
take up in other organisations. For NLC, this project is aligned with the office
accommodation strategy and will deliver the following benefits for both Council Staff and
Elected Members:

• Cost reduction (eg reduce accommodation requirements). It is estimated that
implementing flexible and mobile working will save approximately £500k per year in
office accommodation (leases, building maintenance, utilities and rates), travel and
staff productivity improvements;

• Productivity improvements (eg optimising routes/schedules);

• Service improvements (eg during adverse weather);

• Reduce paper, carbon emission (through reduced travel, less use of
accommodation); and

• Improve work−life balance and staff well−being.
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It is anticipated that the mobile/flexible working solution will cost El. 1 m. This includes
design, hardware/software procurement and implementation costs. In terms of overall
outcomes, the primary benefit will be in reducing costs.

2.6 Revenue consequences of Projects I and 2
The Network Redesign and Flexible & Mobile Working projects are linked in that the
network redesign underpins the ability to deliver these technologies as well as maintain
our connection to the PSN. Ongoing revenue for both projects is estimated to be £400k
p.a. these will be offset from cost savings in office accommodation, travel and
productivity improvements which, as previously indicated, are estimated at £500k per
annum. There is a Chief Officers working group currently preparing detailed proposals
on benefit realisation in this area

2.7 Key Project 3: High Schools network bandwidth increase and hardware refresh
ICT is increasingly being used to support learning and teaching across North
Lanarkshire Schools with many national and council education initiatives dependent
upon adequate ICT facilities to meet desired outcomes.

An assessment of the current network capability in our schools has identified a
significant shortcoming in the bandwidth available to all schools and, in particular, high
schools. The majority of schools currently only have 10Mb bandwidth provision, which is
lower than many private residences.

To support learning and teaching it is therefore proposed to upgrade bandwidth at all
high schools to 20Mb minimum with new hardware capability which could increase this
to 200Mb when required in future. (Note that additional revenue funding will be required
for future bandwidth increases). Within schools, sufficient access points, both wired and
wireless, will be deployed. An upgrade of the main council internet 'pipe' from 300Mb to
500Mb will also be implemented.

The key benefit is that school staff and pupils will be able to more easily access digital
services and resources to improve learning and teaching and ultimately improve
attainment levels.

It is anticipated that this project will cost £2m in one−off costs. This includes design,
hardware/software procurement and implementation costs.

The ongoing revenue costs for the increased bandwidth to High Schools are currently
estimated at £460,000 per year, which will be fully funded by Learning and Leisure
Services schools based budgets.

In terms of overall outcomes, the main benefit is in access to digital services.

3. Current ICT Landscape
3.1 An analysis of the current ICT capability and customer demand was undertaken to

determine how best to implement the strategy and, in the immediate term, the 3 priority
projects.

3.2 North Lanarkshire Council has a substantial ICT estate as outlined below:
End−user devices:
o 20,000+ PCs (including 1500 laptops) , 3500+ Macs
o 4500 tablets, majority of which are iPads in schools
o 6432 Mobile Phones inc.1400 data−enabled devices (eg BlackBerries)

Infrastructure:
o 700 servers in Motherwell, Hamilton & Caldervale computer rooms
o 1500 Active Network devices across 330 sites
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Applications:
o 895 user applications including 109 critical applications

3.3 Currently there are 133 ICT staff (including EGASD, Schools & Northgate service
delivery partner):

• Delivering service to 36 Service Levels/Performance Indicators

• Currently working on 158 projects

• Resolving 4500 calls/month

3.4 This level of staff is sufficient to maintain the current estate and provide routine
upgrades and developments. However, it is insufficient to deliver a transformation
programme of the scale outlined in the ICT strategy.

3.5 ICT capital funding is currently budgeted at £5.5m over the 5 years from 2013−19. This
again is sufficient to "keep the lights on" but does not provide the necessary resources
for a transformation programme.

3.6 A report detailing the outcome of an ICT benchmarking exercise with other local
authorities was presented to committee on 23 January 2012. This reported that, NLC
spent 1.64% of its gross revenue budget on ICT compared to 2.81% and 4.14% in the
two similar sized Scottish LAs participating in the benchmarking survey. The median
expenditure in the survey was 2.45%.

3.7 Since this benchmarking exercise ICT expenditure in North Lanarkshire Council has
reduced as a %age of the gross revenue budget. ICT revenue expenditure across all
services is budgeted at17.7m for 2013/14 which equates to 1.39% of the council's
overall gross revenue budget.

3.8 Based upon the current landscape, workload and level of resources it will not be
possible to deliver the ICT strategy without additional resources − both staff and
funding.

3.9 In recognition of the need for additional ICT investment members have already
approved funding of £5m within the council's 2014/15 budget to take forward the
immediate priorities.

4. ICT Transformation Phase I
4.1 Discussions are underway on the delivery and funding of the wider ICT Transformation

Programme to deliver the agreed ICT Strategy over the next 4 to 5 years. This will
include robust governance arrangements to ensure all projects are prioritised based on
robust business cases which detail benefits and which, in terms of ongoing revenue
consequences, will be largely self funding through efficiencies in service delivery.

4.2 It is accepted however that the 3 key priority projects outlined above need to proceed as
soon as possible and the remainder of this paper therefore deals with this first phase of
the programme.

5. Corporate Considerations
5.1 The following paragraphs describe in more detail the resource requirements and

delivery timescales for Phase 1:

• N J NJ
0 C . −1

Transformation Programme Phase 1 Project Costs (Ek)

KEY PROJECT 1: Network Redesign 1 5 0 0 3 0 0 1SOC
KEY PROJECT 2: Flexible and Mobile Working Phase 1 1100 hOC
KEY PROJECT 3: High Schools Network Bandwidth 1 907.5 907.5• 181E
S h f r . f 2 1 3 , 5 0 8 1,208. 4,715



5.2 To deliver these projects within these timescales it will be necessary to hire 7 temporary
staff for 2 years at an annual cost of £290,852. Note that this is a significantly cheaper
option than engaging contract staff to perform the work. The detail on the staff required
is outlined as follows:

i o s t :I' Grade: FTE Salary Costs.per Total 2year
annum (grade mid Costs per costs
point) incl. 266/o on annum
costs ,(

Transformation Programme Manager NLC14 1 £51,295 £51,295 £102,590

Project Manager NLC13 2 £49,034 £98,068 £196,136

Technical Architect(grade tbc) NLC13 1 £49,034 £49,034 £98,068

Telecomms Engineer NLC8 3 £30,818 £92,455 £184,910

Totals 7 £290,852 £581,704

5.3 Having regard to the timescales for delivering the projects the Head of Human
Resources, in consultation with the Conveners of Policy and Resources (Finance &
Customer Services) sub committee and Policy and Resources (Human Resources) sub
committee, exercised her delegated authority to advertise 6 of the posts in advance of
the sub committee meeting.

5.4 The overall cost of Phase 1 is therefore £5.297m, which will be funded from a
combination of HRA and the ICT Investment fund of £5m approved by Council as part
of the 14/15 budget on 14 February 2014. The HRA 'share' of this work is £349,840
calculated at 8.12% of the cost of projects 1 and 2 plus a Project Manager for
HSMS/CHR refresh phase 1. There is no cost to HRA for the delivery of project 3.

5.5 There are ongoing revenue consequences to the delivery of these projects:

Key Projects 1 and 2: Network Redesign and Flexible & Mobile Working are
linked in that the network redesign underpins the ability to deliver these
technologies as well as maintain our connection to the PSN. Ongoing revenue
for both projects is estimated to be £400k p.a. these will be offset from cost
savings in office accommodation, travel and productivity improvements which are
conservatively estimated at £500k per year. There is a Chief Officers working
group currently preparing detailed proposals on benefit realisation in this area.
Key Project 3: High Schools Network Bandwidth Increase − The capital spend is
primarily an upgrade of existing hardware therefore no additional revenue spend
in hardware maintenance is anticipated. Early indications are that there will be
an estimated £460,000 per annum additional revenue spend for line rental costs.
This will be met in full from Learning and Leisure Services schools based
budgets.

5.6 In addition to the 3 key projects there are two major business systems which are also in
the process of being refreshed:

HR/Payroll (including absence management): The current system has been in
operation since the Council's inception and is no longer fit for purpose. Over the
years services have had to utilise alternative systems to provide the information
they require and this has resulted in a fragmented approach to the compilation of
key management information regarding our workforce − absence management
information is one example of this. The Transformation Board have already
approved this project and the first phase − to procure consultancy advice on an
appropriate replacement system − is already underway. Funding of £400,000
has been secured from the Council's change management fund to progress this
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first phase. The replacement costs of the system have still to be determined and
further funding will require to be identified when options have been clarified.

HSMS/CHR: This is the application which provides all management information
in relation to Housing including management of housing allocations, rents,
repairs etc. This system has been problematic in the last year and has exposed
the council to risk in terms of managing the impacts of Welfare Reform. In
addition, it is based on ageing technology and has become overly complex over
the years of its development. The Housing Service is in the process of
refreshing this system as a matter of urgency − the costs are estimated at
£750,000 which will be fully funded from the Housing Revenue Account.

5.7 Total Costs for Phase 1 + key business systems

NJ

Overall Costs Phase 1 + key application projects (fk)
Ln

Core Team + 3 Key Projects 3798 1498 5297
Refresh of Critical Business System : HSMS/CHR_Phase 1 2 5 0 500 750
Refresh of Critical Business System : HR/Payroll Options Appraisal I 400 400
Subtotal 4 4 4 8 1 998 6 447

5.8 The proposals contained within this report have been the subject of consultation with
the Executive Director of Finance and Customer Services, the Head of Human
Resources and the appropriate Trade Union representatives.

6. Recommendations
6.1 It is recommended that theCommittee:−Approve

the immediate implementation of the 3 key projects which comprise Phase 1 of
the ICT Transformation programme;
Approve the creation of 7 temporary posts for a period of 2 years, as outlined in para
5.2 above; and

Remit the report to the Policy and Resources (Human Resources) Sub Committee for
consideration.

CQ

Head of E−Government & Service Development
Members seeking further information on the contents of this report are asked to contact Irene McKelvey, on
tel. 01698 302532

86


