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Chief Executive “sign-off”

This document outlines the current status of our work to deliver e-government in West Sussex and goes on to describe our aspirations for our programme over the next three years.   We believe that the evidence offered in this statement demonstrates that this County Council is using e-Government as an opportunity to transform our services so that we provide better access to better services for the people of West Sussex.  

In describing our aspirations, however, we are realistic about the risk associated with these and, in particular, issues concerning prioritisation in a context of the funding challenges we may face over the next few years.  With that caveat, this statement has been reviewed and endorsed at both senior member and officer levels within the County Council. 
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Paul Rigg – Chief Executive, West Sussex County Council
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Foreword by Cabinet Member
It is with great pleasure that I introduce the County Council’s second Implementing e-Government statement.  The aim of this important programme development goes to the very heart of the West Sussex philosophy – a more responsive council, closer to the citizens who make up the community we serve.

e-Government is more than just computers employed as an additional tool to aid the local authority’s business, but rather it represents an opportunity to harness technology and to evolve the organisation into a more efficient structure centred around the needs of our residents. This means better direct access, whether people chose to interact online or via the more traditional methods, and a swifter service response. 

For those who are elected to represent the people of the county and those who professionally work in its administration, e-Government is not just a separate project that will be regarded as complete by 2005; for us it is more fundamental than that, it ultimately means on-going, improving government.

Administration in West Sussex is obviously more than just the County Council though.  It manifests itself in district, borough and parish councils, health and police authorities too.  If, therefore, we are to achieve our goals as stated, then partnership is not only essential but also rightfully expected by citizens.  In this area we already have a proud national record that we are fully committed to continue.

We believe that the e-Government promise goes to the heart of our democracy and in getting ever closer to residents we look forward to greater e-participation and e-consultation.

This next phase is regarded with great optimism throughout West Sussex.  We enthusiastically want to remain in the national vanguard of developments, and in the e-Government field local authorities have often led the way.  I hope this can continue, however, a severe cut in budget under new central Government funding proposals casts doubt on our full ability to do so.  

Under the e-Government programme, local government has demonstrated it can be trusted with the future of good governance – I hope that trust will continue.
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Henry Smith - Cabinet Member for Information Services

The County Council’s strategy is available at:

http://www.westsussex.gov.uk/CX/draft_strategy/strategy.htm
The County Council’s e-government strategy is available at:

http://www.westsussex.gov.uk/e-government/WSCCeGovernmentStrategyv1.pdf
The WSCC IEG 2001 is available at:

http://www.westsussex.gov.uk/e-government/IEG.htm
The WSCC IEG 2002 is available at:

 http://www.westsussex.gov.uk/e-government/IEG2002.htm
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Introduction

1.
West Sussex County Council has adopted the e-government programme as a means of delivering a business transformation that will lead to better access to better services.  We regard it as a crucial part of enabling us to develop quality public services and enhance our role in providing strong local leadership. 

2.
e-Government is also regarded as one of the most significant vehicles for managing and responding to change within the County Council.  It is recognised as a means of improving services, responding to continuous change, providing community leadership and ensuring that the Council and the services it delivers are relevant to all stakeholders in a 21st century society.

Purpose of this document

3.
This statement outlines the County Council’s aspirations, plans and activities for implementing e-government in West Sussex.  It reviews progress developed from IEG 2001, describes project and programme content and structure and makes an assessment of progress to date using the e-model construct defined in e-gov@local.  Existing and proposed resources are identified and assumptions and risks are reviewed.  The County Council acknowledges the seven principles for “e-service” outlined in e-gov@local and this document associates activity with the benefits that can be realised by developing service and corporate practices in line with these principles.  Activity is linked to achievement of national and local priority services and outcomes.  This approach is evidenced by reference to specific project work so that all stakeholders, including ODPM, are assured of e-Government commitment, aspirations and progress in West Sussex County Council. 

Background

4.
The County Council developed an E-Government Strategy that was published on January 2001.   As part of our integrated planning process and as a consequence of high level member and officer commitment to the principles of e-government, a programme of work was established.  This was described and costed in our IEG Statement 2001 and set out an ambitious programme of technology-based business transformation for which funding was sought.  In late 2001 the County Council made a decision to pursue a programme funded through budget growth.  As a result £4million was raised through Council Tax supplemented with service and external funding.  The investment in e-government was highlighted in Council Tax information material, thus demonstrating a public commitment to this aspect of the County Council’s modernisation programme.

5.
Activity and projects to develop local e-government are now underway within a clearly defined programme management structure and overall business case aligned with service priorities and outcomes.  Accountability for the delivery of the programme has been defined.  Issues relating to organisational structure and service planning processes are being resolved.  These are further described later in this document.

Vision

Better Access/Better Service

6.
The WSCC e-government strategy makes it clear that we regard the main objective of e-Government is to improve service delivery and to better respond to customer need.  While the starting pint is a customer-centric view of contact/access (e.g. Help Points, Contact centre, Point of Service) this is complemented by a deeper review of customer-focussed process change and consequent organisational development.  

7.
The e-government programme of work reflects this general objective in a number of different ways depending on the nature of specific projects.  Some projects, for example, deal with customer interaction and engagement and express aims in these terms, some deal with enabling facilities and refer to the underpinning benefit of better information delivery to customers, employees and partners and the creation of informed communities of practice, interest and location.

8.
Other projects are concerned with back office systems and these are clearly associated with the broader vision.  They are viewed as providing essential services and infrastructure to ensure modern and effective resource management for all County Council services. This includes the resource aspects of policy development and the integration of key business processes with policy implementation. The vision for these projects is re-engineering policy and business processes to be customer facing and joined up, with improved decision making and optimised efficiency.

9.
Finally an array of service based project work is also specifically linked with the e-government vision.  Indeed, through formal project initiation processes each project within the programme is required to develop a business case that makes specific reference to how it contributes to e-government objectives. 

10.
Given the extent of e-government activity within WSCC it is rapidly becoming core to our service planning processes.  This is a logical outcome of our view that the e-government vision must be integral to developing the broader service based vision. 

Business Process Re-engineering and Change

11.
Neither the broad e-government vision nor the specific improvements brought about by individual projects will be fully realised without significant effort to manage business, cultural and process change.  The degree of activity, the anticipation of fundamental business process change and the need to realise project benefits have caused the County Council to review its management of change.    Part of the e-government vision anticipates the development of an organisation that can institutionalise response to change, especially change arising from different social and business expectations resulting from the increasing pervasiveness of technology use.  Current trends indicate that there is no end to a programme of business improvement as external pressures and expectation and customer need continually evolve.   

Leadership

12.
e-Government brings with it a number of connected leadership issues.  In part it requires the establishment of appropriate lines of accountability within the organisation itself, with appropriate linkage into political and officer structures.  This in turn links with the setting of County Council policy, strategy and priorities within services that lead to both service improvement now and a better response to future need and demand.  Other drivers derive from broader social change and, to some extent, the County Council’s responsibility for guiding and influencing that social change.  This, in turn, relates to the issues arising from the e-democracy agenda, policy setting, member’s roles and community leadership.

13.
West Sussex has adapted its organisational structure to create a directorate for Community Engagement and Organisational Development.  The Board level director has responsibility for delivering e-government, community planning, community safety, organisational development (including corporate learning and development and HR strategy) and library services (which are seen as key to delivering access to technology and local e-services in local communities).   The CEOD reflects a similar portfolio of accountabilities at Cabinet level with one senior member being responsible for e-government and associated strategies.  Issues concerning service prioritisation related to e-government prioritisation are managed through a dual accountability from e-government sub-programme boards (see schematic in Annex A).  This develops a “dual key” accountability within sub-programme board structures to which project benefits realisation has been devolved.  Through this “dual key” direct linkage between activity and democratically mandated priority outcomes is made.

14.
The County Council intends to enhance the association of activity and democratic mandate through a series of e-democracy projects to enable a more responsive and inclusive process of policy development.

Seamless Access/Branded Delivery

15.
The County Council is has been working in partnership with other local authorities and public sector agencies for some time.  The e-Government agenda gives added impetus to partnership development and the local authorities in West Sussex have made a positive response to this challenge at both the officer and member level.  The most recent development has been prompted by LGoL Partnership working with the joint Leader and Chief Executives of the District, Borough and County Council agreeing a shared vision for partnership activity. 

West Sussex E-government Partnership 

Joint Leaders and Chief Executives

BACKGROUND

West Sussex County and District and Borough authorities are currently working to improve citizen services as part of the e-government agenda.  They aim to use e-government tools to improve the quality, efficiency and access to services.
Local authorities in West Sussex have established themselves as a leading e-government partnership receiving a total of £3.4m of central government funding to pursue joint projects, including winning one of only eight “top” awards from Local Government Online funding.

To date, partnership working has been built around the important premise of delivering service with ‘seamless access but branded delivery’.  A principle embodied by the Help Points and CNET+ Pathfinder programmes currently delivering joined up services throughout the county.

PARTNERSHIP BENEFITS

The partnership working to date has identified a range of potential opportunities and benefits that can be achieved through partnership endeavours.
Partnership opportunities

Benefits

· Sharing resources with other authorities

· Joined-up service delivery

· Joint project wo
· rk
· ‘Seamless access, branded delivery’

· Joint solutions
· Further establish West Sussex as leading two-tier e-government pioneers
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· Reduces duplication of effort and positions you well for additional government funding
· Facilitates seamless contact with the Councils for citizens

· Shares and transfers skills and experience. Also builds trust

· Creates easier access and more effective service whilst maintaining democratic accountability

· Aggregates purchasing power and allows Councils to ‘punch above their weight’

· Secure additional funds from central government



VISION

On the 16th September 2002 West Sussex Joint Leaders Group committed to work in partnership to:

· Offer joined-up services to citizens of West Sussex.
· Use partnership working to drive service improvements in key areas.

· Maintain, as a matter of highest priority, clear branding of each Council’s services.

· Maximise purchasing power of the group by purchasing new assets (technology, people or information) together.

· Share e-government assets (technology, people or information) wherever possible.



IMMEDIATE NEXT STEPS:

The following activities were agreed to build on this vision and commitment

· A partnership office (funded by Local Government Online funds) should be established to identify potential areas of partnership work and to provide facilitation and management of the partnership programme.
· A formal governance structure for the partnership will be establish, including member representation.

· Build on successes of existing joint work (e.g. Help Points) by procuring one technology solution to manage contact with citizens

16.
The above direction enables that difficult transition from statements of intent to true project-based joint working.  It demonstrates that the underlying reason for this work is the benefit of the citizens of West Sussex.  It also develops on a key theme for the local authorities in West Sussex, that of “seamless access/braded delivery” which emphasises that access and contact should be as simple as feasible but that service delivery should be clearly branded by the accountable authority. 

Programme structure

17.
The vision requires a delivery mechanism.  The County Council has adopted formal project (PRINCE 2) and programme (OGC Managing Successful Programmes) methods.  Within the overarching e-government programme there are over 150 projects.  Processes have been established for project adoption and new project initiation and it is anticipated that the overall number of projects will grow.

18.
Sponsorship for e-Government in the United Kingdom cascades directly from central government who are firmly committed to delivering 100% availability of electronic service by 2005.  At a local level, the e-Government Programme is the responsibility of Henry Smith, the West Sussex cabinet member with specific responsibility for e-Government.

19.
Within the Chief Executive’s Board, Kieran Stigant is the officer responsible for the e-Government Programme in his role as Programme Director. Kieran is also the chairman of the e-Government Programme Board.  The e-Government Programme Board comprises Helen Kilpatrick (Director for Resources, County Treasurer, and Deputy Chief Executive), Kieran Stigant (Director for Community Engagement and Organisational Development), Robert Back (Director for Education and the Arts), Richard Perry (Assistant Director for Social and Caring Services, John Kilford (County Planning Officer and Deputy Director for Environment and Development), Robert Kirk (Head of e-Government), John Balsdon (Head of Organisational Development), Bob Christie (Head of Information Systems and Technology), and Roland Mezulis (Chief e-Government Strategist (Technology)).

20.
Some projects or programmes have very wide ranging implications for the authority.  In some instances full time project or programme managers have been recruited.  In addition, the need for clear responsibility for realising benefits has been recognised by the creation of full-time business change managers.  A full time programme office supports the e-government programme.  A Programme Assurance Group has been established to review project business cases before adoption or resourcing.  A Design Authority has been established to ensure consistency of technology, information, legal, financial and procurement standards and procedures.

Overall Vision for e-Government

21.
It is often said that there should be no such thing as e-Government and that instead organisations should internalise the principles of e-Government through re-alignments of service and organisational objectives.  West Sussex County Council agrees with this view and, therefore, regards the 7 critical tests described in the consultative document e-gov@local, as indicators to guide service improvement as well as indicators of more general organisational behaviour.  However, the County Council goes further and regards the development of an institutionalised response to change as a key success factor.  Over time this will include a review of the seven tests.  

22.
To achieve this, the County Council is developing CRM and business integration solutions as well as performing more fundamental reviews of service arrangements and the systems that support them.  It has also developed links with others to develop customer solutions that are joined up across agencies.  In developing such solutions the County Council adheres to one of the fundamental concepts guiding e-government development, namely that service is developed for the benefit of the customer, not the benefit of the organisations delivering them.  The County Council’s vision in these respects is to deal with customers as individuals or groups with a set of needs defined in human terms not in service ones.

23.
The County Council’s recognises that there is value in developing service clusters to provide a more holistic response to customer need.  This is as true of individuals whose circumstances have changed and who need support, advice and service from a range of agencies as it is for a business interacting with local authority’s regulatory and inspection services.  It is also as true in those circumstances where the approach is made by the customers as it is when the public sector has to intervene.

24.
The County Council envisages the development of e-services and enhanced service support through electronic means as a way of further developing service reach, enhancing organisational agility and offering choice.  This is achieved through the development of integrated access channels (including those managed and owned by other agencies and intermediaries) supported by common information and transactional systems.  The County Council does not envisage closing down any access channel except where the customer base has clearly indicated that they no longer want it.  Instead, we anticipate that channel promotion and marketing will enable us to modify customer behaviour so that the most effective channels are taken up and used.  At the same time we are modifying access solutions to make them more effective and more able to fulfil service requirements at point of first contact (e.g. enhanced Help Points, Contact Centre, and Transactional Web).

25.
While customer need and the development of services to alleviate that need is the key aspect of our vision, this is within a broader governance context.  The role of the County Council as a community leader is also changing and part of the broader e-Government agenda encompasses links with other aspects of change and response to change including all aspects of citizenship, sustainability and social inclusion.

Priority Outcomes and Services

26.
The County Council has outlined a series of local priorities in its County Strategy published in 2001.  These priorities are closely aligned with those outlined in the e-gov@local consultation document and those outlined in the draft national strategy.  This alignment is demonstrated in the following table:

CLP National Priorities - 2002
West Sussex County Strategy – 2001 to 2005

Raising standards across our schools
Achieving excellence in education

Improving the quality of life for:

-  Children, young people and families at risk

-  Older people
Caring for those most at need within our community

Promoting healthier communities


Creating stronger and safer communities
Preventing crime and investing in public safety

Transforming our local environment
Protecting and enhancing our heritage and environment.

Meeting local transport needs
Implementing safety on our roads

Promoting local economic vitality
Promoting a strong and diverse economy

27.
This close alignment reflects a broad agreement on priorities at national and local level.  The County Strategy also makes commitments about “getting the basics right” and ensuring that use of resources are optimised.  In addition it describes how it will “seek to promote the well-being of the communities we serve and improve the quality of life of local people” it makes specific reference to “working with the NHS to promote health of our communities, a healthy environment and a healthy workforce”.    It also affirms our intention to meet the electronic service delivery target for 2005.

28.
The e-government programme is directly linked with the Council strategy through a programme mandate.  By doing, so it position e-Government as a key actor in achieving the objectives of the County Strategy and, therefore, its priority outcomes. 

Mandate for Service and Operational Improvements
29.
The e-Government programme mandate recognises that the County Council has three principal roles.  It is a champion and spokesman for the people of West Sussex, it is a planner and regulator for the protection of its citizens, and it is a provider and commissioner of essential public services. Together these characterise the way the Council fulfils its underlying democratic duty to promote the well being of the communities of West Sussex.

30.
The aims and main priorities for the County Council for the period 2001-05 are set out in the County Strategy.  These are based on extensive consultation with the public, partners, staff and members.  The priorities are guided by the views of West Sussex people as expressed in the elections of June 2001.  The Strategy is therefore founded on a democratic mandate for providing social, economic and environmental leadership and describes a framework within which quality and cost effective services are delivered, now and in the future.

31.
The County Council’s e-Government Programme has the objective of enhancing the Council’s agility and flexibility in order that public services, delivered as part of the County Strategy, continue to take full advantage of opportunities and choices presented by modern working practices including advances in technology. This will lead to the needs of West Sussex citizens and other stakeholders being met through the efficient and effective use of resources, without costly and significant changes to the County’s infrastructure. 

32.
Enabling the Council to modernise its services requires action to be taken in three critical areas. 

· The increased inclusion of citizens in understanding and influencing the political process (democracy and accountability, closing the digital divide and social inclusion). 

· Increased ability to respond to economic, social or political changes effectively (leadership).

· Through better and appropriate service delivery (joined-up services, e-service delivery, customer service).  

33.
Each of these critical areas will require greater agility, including partnership working, and will demonstrate increased reach, participation, citizen focus, responsiveness, efficiency and effectiveness.

34.
The e-Government programme, therefore, will make a real impact on people’s lives. It will do this through changes in how people access services, how service delivery is achieved, and by encouraging participation in the development of services.  By using the e-government programme to keep modernisation aligned with on-going priorities, articulated in the County Strategy, benefits will be realised through those areas identified as being crucial.

35.
The success of the e-government programme will be measured in the first instance using “Electronic Service Delivery” targets. All candidate services must be delivered electronically by 2005.  The achievement of this target is one of the priorities of the County Strategy.

36.
The high level vision for West Sussex is for “a modern organisation working together for the community of West Sussex”. Success against this vision will ultimately be measured by improvements in service, broader macro level indicators such as improved citizen satisfaction, and clear integration of modern working practices with County Council priorities, all measured as part of the mainstream activities of the Council. 

37.
In achieving its aims, e-Government is linked to a number of other initiatives and strategic objectives, including the West Sussex Improvement Plan (incorporating Best Value).   E-government is the vehicle by which the Information, Technology and Organisational Development strategies in West Sussex are progressed and it currently represents the most significant and ambitious pan local government initiative.  The e-Government Programme Mandate is illustrated in Annex B.

38.
Eventually all projects are linked with the achievement of priority services and outcomes, however some have more immediate and tangible linkage.  The following section outlines some of the work being undertaken or proposed.

Examples of e-government projects supporting priority services and outcomes

Achieving excellence in Education

39.
The growth of the West Sussex Grid for Learning provides a crucial element for service delivery enhancement to enable excellence in education to be achieved.  A shift of technology will make this e-service fully transactional will take place in Autumn 2002.  This will mean that all participants in the education community will be allocated individual login accounts to Education / County Council Services, thus allowing them to easily access services most relevant to them and their role.  It also enables education services to be for delivered through effective use of the contact centre and Help Point delivery methods.  It is anticipated that the handling of day to day transactions in contact centre and Help Points (and self-service on web) will free up resources and allow a business re-organisation thus allowing a realignment of resource to better focus on more direct improvement of standards in schools.

40.
Work continues on the West Grid for Learning itself (see wsgfl.westsussex.gov.uk) to further develop e-communications, support for the curriculum, sharing knowledge and dissemination of good practice.  Also, using the West Sussex Grid as a vehicle, a series of projects focus on helping all schools match the excellence of the best, sustaining improvement in primary schools, transforming secondary schools and ensuring that the school workforce has the capacity to support this.  These include:

· Broadband Initiatives

· Facilitating faster, more reliable e-services

· West Sussex private network for schools

· Community access to West Sussex Services

· E-recruitment - On-line applications, vacancy searches

· E-admissions - Admissions procedures processed on-line

41.
The West Sussex Grid for Learning already publishes (see http://wsgfl.westsussex.gov.uk/wsgfl/schools/Schools1.nsf/town?openview&count=300) a full database of information about every school in the County.  This includes contact and location information, links to Ofsted Reports, links to school web sites.  Schools can be selected through post code and other location searching facilities.  

42.
The SCS sponsored Drug Action Exchange (DAeX) project will focus on truanting children as part of the cohort of young people most vulnerable to drug misuse.

Caring for those most at need within our community
43.
Links between traditional service groups are being formed.  Thus the new child care information system being sponsored by Social and Caring Services (SCS) will link with education systems and will enable the better monitoring of looked after children within the school community – a group who traditionally have lower than average attainment.  The new children's information system will reflect changed business processes which have been revised to provide direct benefit for vulnerable children and families. The system, based on our care management process, will aid the identification of those in greatest need.   

44.
A domiciliary care project that is likely to include a "call monitoring" aspect which will provide greater security for vulnerable people in their own homes. The technology will facilitate links with the planned contact centre and Help Points, enabling personalised response to enquiries and concerns expressed.  These activities are further enabled by a significant investment in technology for practitioners.

45.
Project work in many other services groups contribute to this objective, whether through developing plans with communities based upon valid and ethical research methods, or the provision of information or establishing more accessible and approachable points of service and assistance (including mediated access through Help Points). 

Preventing crime and investing in public safety and promoting healthier communities. 

46.
A Community Safety unit works closely with Education, Social Services, Health, Police, Probation and other local authorities to measure and improve safety and reduce crime.  Project work being undertaken includes rolling out the CADDIE (Crime and Disorder Database) project that uses map based information as one of the mechanisms for targeting resources on crime hot-spots more effectively.  The maps are being made available on a public website.

47.
Fundamental research is being carried out to facilitate the development of a “whole person” approach to social data which will allow WSCC and partners to identify and target areas of deprivation and social exclusion.  Through their Web developments they will co-develop strategies to enable citizens to better enjoy their communities.  As elements of service need are identified a “mini help point” solution can be targeted at particular communities of need.  Such service points will also market the emerging contact centre solution making it easier for citizens to identify where to go for help and therefore improve take up of services.

48.
Projects such as the Inter-Agency Service Mapping project, and the emerging Single Assessment Process will provide direct benefits to local people by removing barriers to integrated care across organisations.

49.
The Drug Action Exchange (DAEx) project seeks to reduce drug misuse, crime and anti-social behaviour through early intervention across all appropriate support agencies.

50.
A new role for the County Council from  2003 onwards will be the scrutiny of health services in West Sussex.  This will allow a much closer working relationship with local NHS provision and greater opportunities to joined Social Services, Education Services, District Councils and others to better develop a response to the strategic priority of promoting healthier communities.

51.
A Traders Extranet project will enable Trading Standards to increase the information available to traders from a range of “regulatory partners” by developing electronic interactions with businesses to provide information in a structured and timely manner. The principal beneficiaries of the main project will be West Sussex traders and their customers.  They will have access to relevant information about changes in legislation, product recalls, changes in labelling standards etc. delivered jointly by a wide range of local and regional partnerships.

Protecting and enhancing our heritage and environment

52.
The County Council is working jointly with Sussex Police and District Council to extend and roll out an online and e-process system for dealing with the reporting and removal of Abandoned vehicles.  Pilot systems in two local Districts have already made a significant impact.

53.
The CADDIE and Abandoned Vehicles initiatives tackle various anti-social activities that affect the quality of our environment such as vandalism, arson and graffiti. 

54.
Processing of enquiries on topics such as broken street lights, fly tipping and so on by contact centre will speed up resolution and enable efficiencies within the service to concentrate on proactive campaigns

Implementing safety on our roads

55.
The County Council led a consortium which implemented an innovative new bus service (DoRiS) in 2000 in the Petworth and Midhurst areas and into Surrey and Hampshire.  Technology enables journey instructions to be relayed directly from a control centre in Midhurst to the buses en route.   DoRiS is fully wheelchair accessible.  

56.
Fastway is a new 'smart' bus service for the people of Crawley, Horley and Gatwick, scheduled to go live from 2003.   The first of its kind in the South East, Fastway is an integrated transport system that will be an 'intelligent', comfortable and efficient alternative to the private car.  Equipped with the latest 'smart' technology, it will give real-time passenger information, have automated vehicle location (AVL) to help maintain schedules, and enjoy dedicated lanes and priority at traffic lights. It will operate a fast, frequent and reliable service. 

Promoting a strong and diverse economy 

57.
Our libraries already attract visits from people with low educational achievement.  The County Council intends to build upon the People’s Network initiative by developing partnerships with the Adult Education Services to improve the literacy and numeracy skills of adults in West Sussex.

58.
The County Council facilitates electronic exchange of information with European, National, Regional and Local partners via its website and through the use of government standards for technology.  

59.
The County Council is working with commercial partners and the West Sussex Economic Partnership to promote the take up of broadband in urban and rural areas.  The approach to be adopted seeks to build broadband services that add value to Internet-based activity for business and citizens.  This will be achieved through a series of inter-related projects including the development of community grids, community/business centres, e-trading and, possibly, a West Sussex branded Virtual Internet Service (VISP).

Following on from IEG 2001

60.
The County Council IEG Statement published in 2001 identified service based e-government activity and a series of enabling projects that developed themes derived from the 4 principles of e-government.  These projects have been constructed into a single coherent programme, within which there is a clear process for project adoption and a strong role for a programme design authority.  

61.
Project adoption is based on a business case presented to an assurance group who ensure that project proposals meet key e-government outcomes.  These are broadly defined through association with the transaction types defined in the “e-model” and factors similar to those given in e-gove@local as the seven critical tests and the Council’s own service priorities.  The Design Authority ensures that project approach and outcomes remain aligned with standards and e-government principles (including e-gif).  Finally, the programme is supported by Business Change Managers who are tasked with ensuring that benefits are realised.

The West Sussex e-Government Programme 

62.
The e-Government programme in West Sussex is made up of nearly 150 different projects.  These are managed through formal project management techniques within the OGC Managing Successful Programmes method.  For manageability the programme has been broken down into a series of sub-programmes some of which are service based (i.e. CEOD, County Secretariat, Education and Arts, Environment and Development, Social and Caring Services, Fire) and others providing cross-cutting or enabling facilities (i.e.  Service Support, Mediated Access, Online Access, Information Management, Enablers, Organisation Development).  A new programme, e-Democracy, has been added recently following through on the County Council’s intent to encourage and enhance participation and consultation. 

63.
Many projects can be associated with all seven of the critical tests, others focus on one or two particular aspects.  As stated earlier, the County Council acknowledges the value of the 7 critical tests and has incorporated them into the e-Programme process through the Programme Assurance Group and the Design Authority.  Indeed, the close link between the tests and our e-government programme can be seen in the analysis carried out by the Social and Caring Services sub-programme board that links projects with each of the test (see Annex C).   Aspects of the tests can be seen in the projects evidencing our work on priority services.  However, we can also evidence that our Assurance, Design Authority and the project adoption processes are effective through a brief analysis of each test against examples of current or future activity within the project portfolio.  The overlap between tests is highlighted through the use of bold text.

Joined Up

64.
Customers often want to relate enquiries to a map.  We have electronically delivered an on-line accessible map based service for our Public Rights Of Way.  Through the WSCC website this provides a display of the Rights of Way network and seamlessly links to attractions and booking facilities.  By the end of 2003-04 it will deliver a more integrated and interactive facility enabling “self-select” walks and better management of the network through mobile computing by access rangers.

65.
Within the next two years we will be delivering a map-based facility that is delivered jointly on a south-east regional (not just West Sussex) basis linked to national systems.  These two projects also provide examples of ways in the County Council will join up services in ways that make sense to the customer, e.g. “which bus can I catch to reach the start of my walk?”   Bus timetable information is already provided on electronic displays in some bus stations and at the roadside.  This capability will be expanded to include other channels, such as Internet, interactive TV and telephone, which make information more accessible at times and places most convenient to the customer.

66.
A project dealing with the “tagging” of key information elements using the agreed e-Government metadata structure is almost complete.  This develops and builds a shared A to Z and provides an information repository structure.  By concentrating on externally provided data sources, we have ensured that the ensuing information repository structure will “join up” with those of our partners.

Accessible

67.
The County Council already provides an online facility for registered borrowers to look up, reserve and renew library books.  We intend to extend the number of transactions accessible at times and places most convenient to the customer by making it possible to join online and develop joined up links with book suppliers so that customers can “try and buy”.  This creates a fully electronically delivered and supported service.

68.
The County Council is establishing a contact centre to make services more accessible by extending the choices of channel available, extending the opening hours, providing more services at one access point, answering more calls at first point of contact, providing services delivered jointly with partners.  Overall the facility will enable seamless access to services from different agencies, though delivery will be clearly branded to ensure accountability.  

Delivered or supported electronically

69.
There are numerous examples of projects that seek to electronically deliver or support services, both as part of back-office re-engineering based on EDMS, GIS and workflow solutions or through direct online access.  These range from enhanced access to social data to providing a system that will enable Trading Standards to move their paper based procedures and process manuals onto a database that will be accessible by field officers over the Intranet and so joining up service at the point of delivery.  

70.
A web-content policy review is preceding a further project which will prepare for a complete re-build of our website which is in the top twenty websites in the SOCITM ranking. The design will reflect our declared aims of openness and accountability.  In addition to improved technology, the main thrust of the project is to provide the infrastructure to facilitate transactional and consultative opportunities.  Specific services planned for quick implementation on the new platform, include:

· Students submitting grant or loan applications and tracking progress of the application 

· Social Services clients making grant applications on-line and paying charges on-line

· Prospective employees applying for jobs directly or requesting application forms 

· Any citizens owing money to the Council making credit or debit card payments 

Delivered Jointly

71.
The West Sussex Joined Up Government Network enables services to be jointly delivered through data and voice links with District Councils, Police and Health.

72.
The Drug Action Exchange project delivers a joint intervention service linking practitioners from social and Caring Services, Education, Health and Criminal Justices.

73.
The Help Points deliver a joined up access to services from a number of different local authorities and agencies through 22 different sites where staff training, branding, support systems and development are delivered jointly by all participants.
74.
Through partnership working the County Council is developing a wide range of services that will be delivered jointly with other local authorities and agencies.  Much of this work is constructed as a work package within a broader programme of activity, some of these are summarised in the following table:
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Delivered Seamlessly

75.
Work has commenced on defining a project or projects to provide a joined up and seamless means for victims of crime to seek assistance.  Other project work allows communities to respond to and influence strategies developed by the County Council and its partners, and for those partners to manage the joint and several strategies and Local Strategic Partnerships (LSPs) for accessible services.

76.
One aspect of the West Sussex Grid for Learning development is the facilitation and development of local ‘Learning Communities’. One of the benefits anticipated from this project is seamless delivery of services, so that customers are not asked to provide the same information more than once and service providers are better able to identify, reach and meet the needs of service users.
Open and Accountable

77.
A Pilot Authority for FOI, we are committed to making our Publication Scheme publicly accessible by February 2003. The initiative includes a review of internal information provision processes to identify how over 1000 identified elements of the scheme can be provided and maintained, as well as record retention policies. 

78.
There has been a dramatic increase in the amount and level of consultation that needs to be done for partnership, corporate targets and initiatives, funding schemes from central government and our own internal management and operational processes.  As can be seen from our projects concerned with e-democracy we are concerned about consultation and participation.  In particular we are following through project proposals to provide electronic support for facilitating the co-ordination and evaluation of ethical joint consultation in an open and accountable way.

79.
As part of the drive to modernise local government, the County Council will use browser based technology to assist members and officers by automating key aspects of the modern government decision making process.  The system will manage forward planning, agendas, minutes and decisions and publish either to the Intranet or the Internet. The implementation of such a solution will ensure that the democratic process within the County Council is both open and accountable and easily accessible to the citizens of West Sussex.

80.
The County Council is responsible for important policies concerning the built environment, transport, waste and minerals.  Steps have already been taken to ensure that information about what we are doing is open and accountable via the county’s website.  This will continue and be expanded and we have already undertaken online consultations in developing the Structure Plan and Waste Local Plan.  Further work will be done to expand facilities for online consultations to give the means for citizens to be involved in the decision making process at times and places most convenient to them. 

Used by e-Citizens

81.
All projects that have a public interface include some elements of take up as part of their critical success factors.  Projects relating to channels, especially those associated with contact centre and transactional web also include aspects of marketing so that channel take up aligns customer preferences with effective and efficient service delivery.

82.
Through the provision of templates it is envisaged that web content can be replicated through the IDTV channel as early as March 2003, ultimately providing transactions and information to encourage take-up by e-citizens and assist in combating social exclusion providing opportunities to individuals who may prefer to transact business through cable and satellite TV facilities. 

83.
A significant market sector for many local authorities is its own staff and pensioners who are members of the County Council managed Superannuation Scheme.  The Class CPX project will provide these customers with browser based access through the Intranet (staff) and the Internet (pensioners) to superannuation and pension details. This will be used by e-citizens, at least those who work for or have worked for the County Council, other local authorities or any of a large number of agencies in the South East, a not inconsiderable number of citizens!

The West Sussex e-Democracy Initiatives 

84.
The County Council is committed to enhancing and encouraging democratic participation.  It is investigating and piloting a number of ways in which technology can be used to promote participation, partly through provision of better information about issues and partly through development of new ways for facilitating direct participation. 

85.
There is a corporate focus for consulting and engaging citizens in community planning that ensures that consultation is efficient (i.e. there is no “over-consultation” due to wasted information), valid and ethical.  Future work includes the development of a West Sussex Intelligence Network to manage and disseminate key facts about the County and its population derived and collated from a multitude of different services and agencies.  

86.
As the transactional Web platform becomes generally available (by December 2002) this will become an even more significant channel for consultation.  The County Council has developed software to better enable e-consult processes and will promote this more widely once established on the new platform.   The structure plan consultation has already used transactional web technology allowing the public to comment on the plan and at the formal consultation stage to make representations via the web.  It was also used as a feedback mechanism.

87.
As previously mentioned, the County Council is building an Integrated Management Decision Making system that will support the political modernisation process, provide tracking and linking of all reports for committee meetings, agendas, minutes, forward plans, decisions, and facilitate call-in for Members and the public.  It is a clear step in the development of Democratic Services within the County Council.

88.
E-citizenship will be enhanced through the development of e-learning communities through the West Sussex Grid for Learning.  This will empower local populations by giving them the skills, confidence and opportunities they need to exploit the opportunities that e-enabled access to information and influence that local e-government should bring.  Information concerning school performance is already published electronically and material to support the curriculum-based citizenship agenda is being collated.

89.
Contact Centre and CRM will provide improved knowledge of customer needs to facilitate service clustering for particular customer groups.  Agents will be used for outbound calling campaigns and/or include customer satisfaction or other surveys when taking a call or dealing with an email.

90.
Support services already publish some KPIs electronically, however updated back office systems will enable more effective and timely publication of KPIs.

91.
Some members already provide opportunities for e-surgeries and all members can be contacted by e-mail.

92.
The County Council has recently installed appropriate video and audio technology in its Council Chamber and will broadcast meetings from there.  This is likely to include Council meetings as well as committees and other groups, such as the Youth Cabinet.  

93.
The next series of elections to the Youth Cabinet is likely to be all electronic and voting systems are being constructed to manage this from all secondary schools in the County.

Self Assessment

94.
This section of the West Sussex IEG Statement builds on the description of activity relating to the priority services and the critical tests by giving an appraisal of our work in relation to the e-model.  In the same way as the critical tests refer to evidence of organisational behaviour this section relates to the development of inputs into the transformation process.  While it is valuable and necessary to reflect on the extent of input these, in themselves, do not deliver direct citizen benefit.  These are only realised by ensuring that critical success factors associated with benefit are actually achieved.  This Council believes that real benefit is achieved through service improvement, part of which is based on outcomes brought about by technological opportunity, that is things “e” are mainstreamed into broader programmes of modernisation and improvement.  To this extent, therefore, we regard the e-model as a “e-health check” on one aspect of the ongoing evolution of the organisation as it adapts to meet the demands of the 21st century.

NB IEG 2002 guidance asks for information in relation to expenditure across themes.  This is dealt with in the Resources Section

Theme 1 – Transactions table

95.
The County Council has generally found the BVPI157 transaction descriptions to be useful and has used them as part of it general health check in regard to establishing progress towards the 2005 target.  The following table is established through an analysis of processes against transaction type.  We have used the CUPID list of processes as a start point though these have been modified and enhanced to reflect the range of County Council services.  The following table is collated from information acquired from services in August and September 2002.


Actual
Forecast

Interaction Type
2001/2
2002/3
2003/4
2004/5
2005/06

Providing information:

total types of interaction identified

% e-enabled
239
251
268
283
293


82
86
91
96
100

Collecting revenue:

total types of interaction identified

% e-enabled
1
1
13
29
56


2
2
24
51
100

Providing benefits & grants:

total types of interaction identified

% e-enabled
0
0
4
20
36


0
0
10
56
100

Consultation:

total types of interaction identified

% e-enabled
8
13
36
68
75


11
18
48
90
100

Regulation (such as issuing licences):

total types of interaction identified

% e-enabled
0
0
11
31
46


0
0
24
67
100

Applications for services:

total types of interaction identified

% e-enabled
15
16
32
66
109


14
15
29
60
100

Booking venues, resources & courses:

total types of interaction identified

% e-enabled
1
1
8
10
12


8
8
67
83
100

Paying for goods & services:

total types of interaction identified

% e-enabled
4
4
13
40
82


5
5
16
49
100

Providing access to community, professional or business networks:

total types of interaction identified

% e-enabled
115
119
147
152
154


75
77
95
98
100

Procurement:

total types of interaction identified

% e-enabled
1
1
9
33
64


1
1
15
51
100

TOTAL:
TYPES OF INTERACTION IDENTIFIED

% E-ENABLED
384
407
541
730
927


41
44
58
79
100

96.
The West Sussex IEG 2001 predicted general progress towards the 2005 target in terms of the accumulating percentage per annum.  In IEG 2001 the predicted percentage per year was given as:

2001
2002
2003
2004
2005

32
60
75
88
100

97.
The latest estimates show that initial forecast for ESD development was, perhaps, ambitious.  This, in part, is due to some delay in placing fundamental infrastructure solutions, in particular Transaction Web Services and a Contact Centre, however projects for establishing these are now well under way.  However, the difference is also due, in part, to an increasing sophistication in the analysis of potential e-services.  Indeed, the County Council continues to seek improvement in ways of assessing progress towards the 2005 target.  We remain confident that the 100% by 2005 target will be achieved.

Theme 2 - Channel Table

98.
The table below provides a general breakdown of channel activity using the ODPM table.  Given that the County Council is undertaking some very significant activity relating to the development of a contact centre, transactional web services and Help Points the forecasts can only be speculative at this time.


Actual (‘000s)
Forecast

(‘000s) (note 6)

Public Interactions & Main E-Access Channel Take-Up
01/2
02/3
03/4
04/5
05/6

Local Service Websites

· total hits

· total user sessions   (see note1)
2,500

420
2,760

462
3,312

554
3,974

665
4,371

732

Telephone

· volume of interactions  (see note 2)


1,204
1,806
2,408
2,710
3,011

Face To Face

· volume of interactions (see note 3)


109
131
157
188
226

Smart Cards

· volume of interactions  (see note 4)

0
0
tbd
tbd 
tbd 

Other Electronic

· volume of interactions  (see note 5)


2,080
2,496
2,995
3,295
3,624


(NB “Interactions” are defined as in the Transactions theme and BVPI157).


Note 1.  Actual figures based on current non-transactional service.  Extrapolation based on10% in 02/03, the 20% for following two years, increased take up forecast because of Transactional Web availability, then 10% in 05/06 due to Web Service becoming established.


Note 2.  Current total calls (excluding schools and day care centres) are about 3 million p.a.  Calls supported by e-service is calculates as currently 60% increasing to 100% by 05/06.  This is, in part estimated as part of contact centre take up and, in part, of general availability of online service at both mediated and point of service.

Note 3.  Estimated from current Help Point contact figures.  As recording improves through broader use of CRM across shared Help Points then take up is expected to show an increase (20% pap estimated).


Note 4.  As noted below we do not intend to lead smart card work but wait for national projects.  Timing and take up of pilot projects cannot yet be estimated.


Note 5.  The County Council has experimented with kiosk and other channels for some time.  With the exception of iDTV we anticipate the main “other” means of contact will be unstructured e-mail (i.e. not transaction based).  We have made a broad estimate of growth from the current level of e-mails received. 


Note 6.  Forecast do not distinguish between levels of contact value e.g. e-mail figures include all e-mails and telephones calls received.

99.
The County Council is currently reviewing its access and channels strategies.  We acknowledge the useful National Framework for Channel Strategies published in September 2002 and will take account of this in our review.  These strategies will be available before December 2002.

100.
The Help Point (One stop shop) network in West Sussex has been established for some time and is highly valued by people in West Sussex.  Feedback from various reviews have indicated that this face to face channel suits many people and, therefore, the Councils in West Sussex are extending these so that most people will be within 5 miles of a Help Point.  We have embarked on a two year project to open 14 “mini” help points to provide services to residents not in easy reach of existing services, these will located in places where people go e.g. Doctors surgeries, leisure centres.  In addition, from April 2003 a mobile vehicle fitted out to provide library services, help point facilities, Public access PCs and exhibition space will targeted areas with insufficient population to establish a formal help point.

101.
Another key channel identified by people in West Sussex is the telephone.  The County Council recognises that its handling of telephone contact can be improved and is investing in a significant contact centre project that intends to minimise telephone hand-over and seeks to achieve a high level of service fulfilment at point of first contact.  A business case has been established and service scoping is underway with plans to be fully operational by March 2004 and a pilot to be underway by October 2003.  The centre will initially deal with transactions from Libraries, Education, Social Services and Highways (approx 500,000 transactions per annum) with other services to be added over next 2 years.   It is anticipated that some aspects of the facility will be shared with District Councils.

102.

The third priority channel for the authority is the establishment of a personalised, transactional local web service.  Work is already well underway and the service is expected to be live by December 2002 with full Back Office/Front Office integration being developed from then on.  The West Sussex web site is currently in the SOCITM “Better Connected Survey” top 20.  By implementing pathfinder products (e.g. APPLAWS) within the new platform and adopting various standards we believe that the County Council will be able to play a significant role in the websites LGoL National Project.  We believe that our new platform will support specialist portals as required (e.g. those based on market segmentation) and already has a separate “learning” portal.

103.
Other channels are also being improved and developed, particularly those associated with mobile and point of service (including home, site and business premises) service delivery.

104.
Of the channels listed in the e-model the County Council has decided to act as a follower for smart card initiatives.  This means that while we will trial some applications, especially in school and library services, we will await LGol National Project outcomes before committing to a significant roll-out.  Certain telemetry solutions are already in place, in particular those associated with the “fastway” project.  Project work is proposed for extending telemetry solutions to support at risk people at home as part of the SCS domiciliary care solutions.

105.
The County Council is actively pursuing iDTV initiatives and is in discussion with providers of gateway services to the three main iDTV platforms.  We believe that the technology is now mature enough with a significant pervasiveness to make this a priority channel for the Council to exploit.  While projects have not yet been initiated proposals have been made concerning a consortium approach to iDTV involving the Count and some local District Councils.  Investigation and pilots are scheduled for Summer 2003, though these may be impacted by LGoL National Project outcomes.

106.
The County Council believes that “e-mail” should be listed as a separate channel as it has particular implications for managing service delivery.  While similar to telephone contact it has aspects that are different.   Indeed, e-mail points up a underlying problem for the authority where it is conscious that different channels are, through their nature, introducing a differential in service delivery, possibly to the disbenefit of some parts of our community.  Therefore, the issue of channel marketing, encouraging take up of one rather than another and building in service advantage within one channel (e.g. money off, higher priority) is seen as a complex issue that will be dealt with in the emerging access and channel strategies.  Until these have been agreed then we believe that the greatest encouragement of channel take-up emanates from the nature of the channels itself e.g. the convenience of e-mail and online access, the quicker response from a contact centre.  Indeed, there is seems to evidence that new channels are being taken up with increasing rapidity (e.g. increasing e-mail volumes) without any special marketing. 

107.
Finally, we believe that traditional office mail should also have been listed as a channel.  This makes particular demands concerning how it it is linked into an integrated channel strategy.  Our view in this issue is dealt with under the EDMS  enabler.

Theme 3 – Enablers

108.
The County Council has taken the view that it must get the technological basics right if it is going to deliver deep seated business transformation.  Consequently enabling technologies play a significant role within our e-government programme.  This view is tempered by a joined up architectural model that ensures that enabling components act together, within a single coherent technology framework.  This minimises support and development costs and provides a stable environment for solution adoption. 

109.
The development and implementation of both enabling technologies and, to a great extent, e-business solutions is based on a model that expects information to be joined up behind channels and that transactional systems should link directly with the business logic supporting them.

110.
The County Council has identified CRM as a key enabling technology and is seeking to implement a solution shared with District Councils to provide a customer-centric view of contact across administrative and geographic boundaries.  We have distinguished between the Contact Handling and Case Management aspects of CRM and seek to implement a shared contact management solution by March 2003.  This will be based on a customer database and provide links into workflow and other solutions.  The current market review includes consideration of solutions developed by LGoL Pathfinders.  We believe that Case Management solutions, supported by Case-based Reasoning, Scripting and other technologies can be implemented separately from contact management if necessary and that such projects are best driven by service need to respond to a customer community as part of service improvement.

111.
The County Council has established an EDMS framework project that encompasses all aspects of DIP and associated workflow, document storage and retrieval and life cycle management (ERMS).  The project is based on similar guidelines as that for ERMS/EDMS solutions published for central government departments by the PRO.  This is regarded as a high priority enabling project as it will deliver unstructured information electronically in support of the contact centre, help points, transactional web and at points of service delivery.  The project also supports the intent of FOI Act and is associated with another key enabler, that being a taxonomy management system to support EDMS/ERMS and other content management solution.  This project will enable solution delivery from March 2003 on.

112.
As evidenced elsewhere in this document the County Council regards geographical information systems (GIS) as a key component of its service delivery architecture and we continue to invest in this.

113.
We are currently establishing a clearer strategy in regard to mobile devices.  There has been a proliferation of these in many aspects of service delivery and range from sophisticated notebook computers, through PDAs, mobile phones to “Blackberry” type devices.  Alongside initiatives such as giving notebooks to teachers and other professional practitioners this has resulted in a complex array of mobile computing opportunities.  Part of the strategy to deal with these includes expansion of Remote Access Server linkages into the corporate network and an investigation of VPN services across the Internet for home, mobile and other teleworkers.  
114.
The County Council does not have a separate Knowledge Management project within its programme.  However, there a various projects that include the various aspects of knowledge management (depending on definition).  These include work in corporate systems to provide better information about resources and service use to enable prioritisation and strategic decision making, e-learning/training solutions, content management and other service based projects concerning information availability and the capture of best practice. 

115.
The County Council will use NLPG information as a base for property systems where appropriate.  The NLIS/Land Charges project comprises four main strands, each of which will be addressed separately. These are:

· NLIS Commons Registration.  The County Council will receive queries & searches in this area direct from the NLIS hub. This will be developed at the simplest level in order to meet the initial deadline but the intention is to move to level 1 access within the e-government timetable

· Local Land Charge Searches.  This is similar to the previous project, except that requests will be received via the district councils.

· Digitisation of paper maps.  This will provide both a backup for the paper maps and also a solid foundation for moving on to level 1 access from NLIS

· Review of internal procedures for generating up to date local land charges information.  This will review the procedures that need to be in place to ensure all the relevant data is held centrally and that all amendments are made by the appropriate staff and are accurate and timely and immediately available to staff and members of the public.

116.
Apart from the legislative need to implement the NLIS proposals, which in itself will meet many of the principles of e-government, a digitisation and procedure review will enable the County Council to provide level 1 access to its information which will reinforce the many of the principles. 

117.
The County Council has expressed interest in a number of other “enabling” national projects, including KM, Workflow and CRM.  It has also worked with other local authorities to make proposals on third phase LGoL projects associated with integration, standards and authentication.

Theme 4 – E-Business

118.
The County Council has well established Internet and Intranet facilities.  We operate a network structure that provides access to the Internet across a 34Mbps link for all users as well as schools and public access from libraries.  We also host solution for either agencies and are in discussion with District and Police authorities about expanding these facilities for their use.  With a commercial partner we are considering creating a Virtual Internet Service Provider to deliver a West Sussex broadband service.

119.
Our Intranet facility supports all our services and is making the transition to a transactional service.  We already support electronic copies of staff handbooks and other employee-focussed system such as absence reporting and leave management.  New project management facilities will allow time recording and other project based work to be conducted through the Intranet.  Our Intranet is made available across a secure Extranet facility so that District Councils can interact with it.

120.
A significant series of projects is replacing key back office systems associated with Financial, HR, Procurement and Payroll.   These solutions replace a portfolio of bespoke solutions with an integrated ERP using a SAP R3 solution.  A key aspect of these new systems is to introduce employee self-service.  The e-procurement aspect of the project anticipates a wide roll-out of online procurement solutions bringing about significant opportunities to re-engineer process for greater efficiency and effectiveness.

121.
Other office systems are being reviewed.  Part of these reviews includes consideration of delivery to employees at various location, including teleworkers.  Some service areas have set a target of 20% of staff to be working at sites other than those owned by the County Council.

122.
The County Council has been reviewing its asset management for some time.  Analysis of asset use shows that we are already very efficient in our use of property, however we are attempting to develop more sophisticated solutions to support teleworkers, not so much to reduce the asset base but as a means of avoiding having to increase it. 

Theme 5 – Organisational Development

123.
West Sussex has been firmly of the view that the key to successful transformation is to align technological-based change with a significant investment in organisational development skills.  Many aspects of this have already been discussed elsewhere in this document.  In particular attention is drawn to the paragraphs 12 to 14 on Leadership, 17 to 20 on project and programme management and benefits realisation and 24 and 106 on some aspects of our approach to selling and marketing.

124.
Our IEG 2001 anticipated significant business process mapping exercises leading to Business Process Re-engineering (BPR).  While much of the anticipated mapping work has been completed there have been some delays and there is still some outstanding.  BPR work, however, is starting to make impacts across the organisation.  Some of this is associated with the SAP ERP or as a result of wide ranging reviews in Education and Social and Caring Services.  

125.
The County Council has committed to progressing an extensive programme of “e-skilling” its workforce.  This is, primarily, through a wide ranging programme for all staff to gain a European Computer Driving Licence with some 500 staff joining the process within the last 6 months.

126.
The investment in Change Management resource has been significant.  We have created a new directorate for Community Engagement and Organisational Development.  This is headed up by a board level director who has reporting to him a Head of Organisational Development.  The section manages various activities including a Change Management Team tasked with managing cultural change, Business Improvement Consultants and Corporate Learning and Development (management competencies and skills).

127.
The County Council sees change management both as a “Science” to deal with planning and delivery and as an “Art” to deal with visualising a better future, inspiring people and creating a sense of mission.  This has impacts on the type of leadership that we believe we should be developing, the value and importance we place on the perspective of those that are the recipients of change, including those who will benefit and those who may not, and how we construct ways of delivering meaningful change.  It also requires that we are very clear about putting the customer at the centre of what we do and then help our staff to:

· Deliver what they’ve always wanted to do for the Customer

· Define success in the Customer’s terms

· Change the delivery mechanisms

· Help to eradicate fear, blame and holding back from changed methods and outcomes

· Create the urgency required to pre-empt customer need and expectation

128.
So that the Citizens and Residents of West Sussex:

· Have easy access to all our services

· Have a higher level of service delivery expectations based on positive experience

· Experience joined-up electronically delivered and supported services

· Believe they are getting value for money

· Are aware of what we do for them

Resources

129.
The approach taken by the County Council that closely aligns e-government with service priorities means that it is not always simple to disengage funding specifically directed at e-enablement of service from broader investment in staff and systems to develop better service delivery.  The following resources table shows that element of funding that has been clearly identified as relating to e-enablement of service. 

130.
The table, however, outlines best case estimates and attention is drawn to the notes below.  



Actuals £’000s)
Forecast (£’000s)

Note
Resources
01/2
02/3
03/4
04/5
05/6

1
£200,000 IEG money in 2003/04 and 2003/04
 
200
200
 
 

2
Financial contributions from EU funding
 
 
 
 
 

3
Financial contributions from other sources of Government funding, e.g. ISB
 
270
250
 
 

4
Financial contribution from public-private partnerships
 
 
 
 
 

5
Financial contributions from other partnership projects undertaken with other organisations, including ongoing project work with government departments or agencies that have an element of service e-enabling
350
500
500
 
 

6
Resources being applied from internal revenue and capital budgets to improve the quality of services through e-enablement
2,260
4,165
10,365
14,037
13,937

7
Re-investment of savings produced from early e-government investment






8
Other resources
4,000
4,000
4,000
4,000
4,000

TOTAL
6,610
9,135
15,315
18,037
17,937

131.
Notes

1
The e-Government programme is made up of a series of projects that are funded from a broader allocation of internal resources and budget growth.  The £200k LGoL funding in 2003/04 has been included in the broader resource dedicated to the e-government programme.  We anticipate dealing with the 2003/04 funding in a similar way.   

2
We have not entered any forecast for EU funding.  While we have submitted an expression of interest in 6th Framework projects no specific project proposals have yet been developed.

3
We have listed funding acquired for the Drug Action Exchange project funded through ISB R4 (total £450) and DCMS People’s network Enhancement (£70k).  The County Council is leading or associated with various ISB R5 and potential R6 bids, however these are still at expression of interest stage or earlier.  We are also bidding for Trailblazer status for Social Service IRT (Identification, Referral & Tracking).  

4
The County Council is considering a strategic partnership as a means of delivering its contact centre solution.  This is likely to be subject to a separate procurement in 2003/04.  We are also in negotiation with BT concerning a “Smartplace” proposal (this is currently subject to a commercial non-disclosure agreement) 

5
The funding list is based on a general estimate of value obtained or likely to be obtained from LGoL pathfinder or partnership funding.  A separate table outlining total project value from these sources is given below. In addition, we anticipate direct involvement in LGoL National Project work in phases 1,2 and 3 – however formal announcements of this element of LGoL funding has not yet been made.

6
The internal process for resource planning requires that proposals concerning budget growth for the following 3 years are prepared and submitted each year.  The funding listed is based on the proposals for the e-government programme through to 2005/06.  These figures demonstrates total budget per annum.  However, as can be seen by comparing similar figures from IEG 2001, actual funding is subject to political prioritisation within a broader financial context.  It is unlikely that full funding will achieved in each year and, therefore, project prioritisation and scope will have to be reconsidered.  While the 2002/03 figure represents allocated budget, the following are speculative.  With a constrained financial environment arising from SAA adjustment is it very unlikely that all budget growth can be accommodated.  These figures do not take account of service-based spend that may be lead to elements of e-enablement.

7
As discussed in our IEG 2001 ROI is likely to be subject to a significant lag between implementation of solution and the opportunity to realise benefit.  Detailed benefits descriptions are managed through project and sub-programme benefits realisation.  At the time of writing the cumulative impact arising from the 150+ projects within the programme has not been calculated.  For indicative purposes we have calculated a general ROI of 1.2% of gross budget starting from 2004 and related to ESD% (see below for ROI model), however we believe re-investment cannot be readily distinguished from expenditure outlined in notes 6 and 8.  

8
Other resources includes an estimate of elements of established internal cost that is being subsumed into the e-enablement of service e.g. ICT staff.

132.
Partnership Funding

· LGoL Partnership 2002/03 £750k

· LGoL Partnership 2003/04 £1,250k

Return on Investment

133.
The following ROI model is produced using the following assumptions:  It seeks ROI on internally funded projects only.  External funding implies activity over and above that required for mainstream service improvement.  As with IEG 2001 we are making some assumptions about how ROI will be realised, for simplicity we have calculated this based on various levels of value released from gross budget.  It is stressed that It is stressed that "savings" are a monetary representation of increased service capability.  ROI is calculated through 

· highest estimate of return on investment is 2.5% of gross budget at today’s value

· medium estimate of return on investment is 2.0% of gross budget at today’s value

· low estimate of return on investment is 1.2% of gross budget at today’s value

2002
2003
2004
2005
2006
2007
2008
2009
2010

£000s
£000s
£000s
£000s
£000s
£000s
£000s
£000s
£000s

Accumulating annual cost

2,260
6,425
16,790
30,827
44,764
44,764
44,764
44,764
44,764

Accumulated return low estimate

0
0
6,780
13,560
20,340
27,120
33,900
40,680
47,460

Accumulated saving med estimate

0
0
11,300
22,600
33,900
45,200
56,500
67,800
79,100

Accumulated saving high estimate

0
0
14,125
28,250
42,375
56,500
70,625
84,750
98,875

Investment/ Return impact 1.2%

-2,260
-6,425
-10,010
-17,267
-24,424
-17,644
-10,864
-4,084
2,696

Investment/ Return impact 2%

-2,260
-6,425
-5,490
-8,227
-10,864
436
11,736
23,036
34,336

Investment/ Return impact 2.5%

-2,260
-6,425
-2,665
-2,577
-2,389
11,736
25,861
39,986
54,111

133.
This very simplified and high level ROI model predicts a net return on investment possible from 2006 onwards.  This is similar to the outcome from our model in IEG 2001.

Risk

134.
Like any other programme or project the implementation e-government can be impacted by a variety of risk.  The following table outlines a series of risks identified at either programme or project level.  These have been categorised as originating from internal or external circumstance and assessed as to their level of impact.  Impact is given as “very high” (could be a showstopper), “high” (likely to significantly impede progress), “medium” (probable likelihood of impeding progress), “low” (possibility of progress being impeded) and “very low” (minimal impact).  Some indication of mitigating actions to be taken to avoid or minimise the risk is also given.   

Risk
Internal/External
Impact

Funding – SAA adjustments

There are issues about funding arising from Government funding formulae are being changed to the likely detriment of West Sussex.  This would have impact on scope, timescales and depth of e-government roll-out in the organisation.  
External
Very High

Mitigation:  ensure e-government is seen as vehicle for helping cope with budget constraints

Requirement for cultural change

The ability for the organisation to change is over-estimated bringing delays in benefits realisation, dissipation of effort and adding cost.
Internal
High

Mitigation:  Review investment  and enhancement of organisational development capacity 

Changes in Government requirements

Government strategies and priorities change
External
Medium

Mitigation:  align with local priorities and confirm that these reflect national priorities.  Participate in setting national priorities.

Industry lag

Industry not coming forward with products that support e-govt in the required timescale.  Solutions may not be available or may require extra development time & money
External
High

Mitigation: Maintain ability for bespoke solutions, develop open environment, standards based.

Co-ordination & timing

Cross-service initiatives require greater co-ordination and management which could jeopardise the timetable and introduce complex project dependencies.  Prioritisation be wrong leading to loss of dependent projects in critical path (political expediency) – especially e-business work
Internal
Medium

Mitigation:  use e-programme board to address timing and prioritisation.  Communication plan to include all decision makers.

Competing demands

Competition between operational imperatives and investment in future improvements.
Internal
Very High

Mitigation:: Mainstream e-government programme through alignment with service priorities

Sustainability

Undermines the desirable trends in sustainability and lack of action on LA21 indicators & delivery of the County strategy aim to reduce adverse impact of development on the environment
External
High

Mitigation::  Align e-government and sustainability objective at high level strategy

Data Protection and Security

Unease about data ownership and data protection issues may significantly hinder project work.
Internal and external
Medium

Mitigation: timely clarification from Central Government Departments operating in a joined-up way.  Include in Design Authority checks.

Lack of funding

Funding insufficient to pay for programme. Overall costing may be under-estimated and there are no contingency funds available. In all such circumstances, there is a danger that swift, tangible, short-term gains are sought, rather than the lasting benefits required from e-Government.
Internal
High

Mitigation:  Incorporate into WSCC integrated planning process, ensure high level prioritisation.  Seek additional external funding.  Ensure benefit realisation methods are robust.

Staff retention

Loss of key staff will delay the development of solutions and the implementation of change and, thus, realisation of benefits
Internal
High

Mitigation:  Ensure personal/professional development plans meet needs of individuals.  Consider remuneration, reward and recognition.

Technical Complexity.
Through the iterative approach that identifies mutual dependencies, sub-Programmes consider, or try to implement, too large an undertaking which becomes too complex and/or too large to manage. 
Internal
Medium

Mitigation: Breaking down projects into stages and tasks.  Use establish project and programme management techniques.  Avoid non-standard technologies.  Empower Design Authority.

Skills and Resource Scarcity

Much of this work is highly innovative and there is a risk that specialist expertise is not available or is already over-stretched when required (either in-house or through contractors or consultancy). 
Internal
Low

Mitigation: The e-Government programme is structured to delegate resources to sub-Programme Board level. The provision of this authority to manage priorities is designed to mitigate this risk. 

Lack of Sharing
The impetus of much of the Programme lies in making information transparent and available.  There may be some  resistance to sharing of information and required openness.
Internal
Medium

Mitigation: Use the Change Team to disseminate the new Vision for the Authority.

Bureaucratic Complexity and Power
Decision making becomes overly complex and parochial.
Internal
Low

Mitigation: Firm enforcement of MSP programme management techniques and methods across all the Strategic Directorates.

Delay in benefits realisation

Benefits may not be realised until after 2005. Investment in e-Govt infrastructure is a long-term investment, thus unduly influencing project prioritisation over current operational  pressures.  Also, potentially  increased service take-up through new on-line channels and participation may be seen as a service disbenefit. 
Internal
Medium

Mitigation: Ensure role of Business Change Managers is understood and adequately performed.

Partnership Values and Ethos

There is a risk that partners perceive WSCC as “taking over” various aspects of the work, rather than assisting them in their own efforts. Conflicting values or ethos may arise and undermine the mutual trust of the partnership. Politics may delay getting formal agreements .  Timing and alignment of activity with partners may be difficult
External
Medium

Mitigation:  Open and frank for a with partners to explain outcomes.  Shared project management.  Pressurise government departments for clear timetables.

Public resistance(or lack of marketing)

Take up not achieved, benefits not realised.
Internal and external
Medium

Mitigation:  Develop clear stakeholder communication plans



Annex A

Schematic showing “dual key” control of sub-programmes 
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Annex B

Diagram showing linkage between e-Government programme and Strategic Priorities
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Annex C

SCS Project linked to 7 tests


Joined

Up
Accsessible
Delivered/

Supported

Electronically
Delivered

Jointly
Delivered

Seemlessly
Open and

Accountable
Used by

e-citizens

PCs and Training for Practitioners
Allows staff to access information supplied by other organisation via networks or web. 2002-03

Change of emphasis from support staff to practitioner PC use. Ratio change from 1:10 to 1:1 PCs to practitioners. 2002-03

Greater access to PCs will allow practitioners to share and access information directly; ‘input once, use many times’. 2002-03
Staff training and easy access to PCs will improve data input and therefore management information. 2003-04


New Service Systems (Child, Domiciliary and Adult)
Care Pathway fully integrated. Linkage to providers of services. Linkage to other care providers.

2003-06
Appropriate parts of system web-enabled, e.g. viewing home care services scheduled, access to own care plan.  N.B. DEPENDENT ON AUTHENTICATED ACCESS. 2004-06
New systems will allow point-of- contact useage, integration with other systems (e.g. CRM) and Web technologies.

2004-06
Systems will link with national agencies and other Authorities e.g. National Foster Care and Adoption, NHS, C.S.A, Education.

2004-06
Activities within care pathway will be seemless across professional staff; systems will link with corporate CRM, authenticated citizen access. 

2004-06
Improved business information, e.g. provider performance, available via intranet and internet.

 2005-06
Systems will support e-consultation process. 2005-06

Knowledge and Document Management
Information from all parts of SCS available to all practitioners.

2003-05

Information provided to practitioners electronically to support service delivery.

2003-06

Will ensure information and documents are structured for ease of identification and re-call to support service delivery. 2003-06
Structured access to policy documents, latest regulations etc on-line for staff. 2004-06


Drug Action Exchange
Secure exchange of client information between all care providers supporting the individual across organisations.

2003-05
Web-based information service for drug misusers and their families.

2003-04

Partnership working between Drug Action Team, Education, Social Services, Youth Offending Team, Probation. 2002-05
Within legal framework of Data Protection, key information gained by one organisation will be passed to another. 2003-05



Service Delivery via the Web

24 hour access via PCs in homes, libraries etc. Web link to out of hours services. Use of smart forms etc. 2003-06
Instant updating of information accessed via web allows greater quality control. Staff supported via information on intranet. 2002-06
Partnership work with ICIS on ‘Carers-on-Line’. National Launch.

2002
Dependant  on corporate projects i.e. secure citizen account, will enable access to personalised facilities. 2005-06
Publication of information on objectives, standards and performance. 2002-04
Move from information giving only to service support, delivery and consultation.

 2002-2006

Supporting People
 Work flow between County and District Councils. 

2003/04
Same customer information viewable from more locations, County and District. 2003/04

Joint working between County SCS staff and District housing benefit staff via secure network (JUG-Net). 2003/04
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