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1 PURPOSE 

1.1 This report sets out the background to the review of the Shared ICT service 
by SOCITIM. 

1.2 This report sets out the recommended structure and costs SOCITIM Advisory 
Option Two - Enhanced Service for the future of shared ICT services.  

2 RECOMMENDATIONS 

 

2.1 Members are recommended to implement Socitm Advisory Option Two - 
Enhanced Service as phased over the next two years.  

2.2 Members are asked to note that implementation of Option Two Enhanced 
Service is scheduled to begin in the financial year of 2024/2025. With 
complete implementation of Option Two by April 1, 2026. 

2.3 Members are asked to note to ensure both Councils see a return on 
investment, the Joint ICT Committee will review each implementation phase 
to ensure that it adds value and that the next phase is still relevant. 
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2.4 That the ICT joint Committee recommend to each respective Council the 
investment in the ICT service on the proviso that this is an investment to save 
and that each Council will realise significant savings from the Shared Service 
after a two-year implementation period as set out in paragraph 4.16.  

2.5 That the ICT Committee oversee the programme of cost reductions as set 
out in Paragraph 4.16.  

3 BACKGROUND 

3.1 East Herts District Council and Stevenage Borough Council both require the 
ICT service to help with their respective Transformation programmes to allow 
streamlining of their operations, increase productivity, enhance engagement 
with customers and suppliers and reduce costs. However, the existing 
staffing structure has been unable to manage support to the works set out 
above and has struggled to deliver the day-to-day operations. 

3.2 The speed of technological advancements is significant, and ICT changes 
will be cyclical and depend on levels of supplier support and obsolescence. 
However, it is important to ensure there is timely investment in IT 
(Information Technology) assets, with the proper roadmap for both Council’s 
significant business systems, as they are a crucial factor in enabling 
organisations to succeed. 

3.3 In an increasingly complex world, the ability to adapt to changing needs is 
essential for success. Technology plays a vital role in this, as it helps to 
streamline operations, improve efficiency, and better serve customers. From 
unified communications to customer relationship management systems, 
technology is now an integral part of both Councils. 

3.4 East Herts District Council and Stevenage Borough Council have 
commissioned three reports on how to improve and modernise Shared IT 
Services. The reports were.  

 Review of Shared IT Services – June 2019 by 31 Ten 

 SBC Technology Assessment – July 2021 by SBC officers 

 Review of Shared IT Services – Feb 2022 by Socitm Advisory 

 

3.5 In summary, the three reports provided a comprehensive overview of the 
current status of the shared IT and offered valuable insights on how to further 
enhance the partnership. The reports highlight specific areas where 
improvements can be made, such as in governance, communication, and 
alignment with the digital strategies of both councils. Additionally, they 
suggest that the partnership explore opportunities for convergence and cost-
effectiveness. 

3.6 Following the final report, Review of Shared IT Services (February 2022), 
East Herts District Council and Stevenage Borough Council commissioned 
SOCITIM Advisory to design the Future Operating Model for the Joint IT 
Service with the capacity and capabilities to deliver the following: 

 Joint IT Strategy 
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 Council Plans 

 Day-to-day operations and ongoing system maintenance and 
development 

 Support in refreshing their core IT services to support current and future 
development, as well as transformation projects. 

 understanding of the areas of service that are working effectively, where 
they need to be augmented, and development opportunities. 

4 REASONS FOR RECOMMENDED COURSE OF ACTION  

 

4.1 The SOCITIM Advisory Future Operating Model report outlined three 
potential options for the new Joint ICT operational model, together with the 
relative merits/outputs of each option. 

SOCITIM Staffing Options for Consideration 

 Headcount Total Cost 

Average 
Cost Per 

Head 

Cost Increase 
over Current 

Team 

Heads Increase 
over Current 

Team 

Current Team 31 £1,712,745 £55,250     

Option 1 - Core Roles 37 £2,131,705 £53,293 £418,960 6 

Option 2 - Enhanced 
Service 44 £2,342,540 £53,240 £629,795 13 

Option 3- Optimal 
Model 50 £2,635,438 £52,709 £922,693 19 

 

The Outputs from Each Staffing Option 

  
Current 
Team 

Option 1 - 
Core Roles 

Option 2 - 
Enhanced Service 

Option 3- 
Optimal Model 

Business As Usual Capacity    Limited   

Supporting Transformation 
Capacity.  Limited  

Business Relationships and 
Horizon Scanning Capacity.    

Enterprise Architecture and 
Supplier Management Capacity.    

Training and Adoption Capacity    

Business Intelligence and Data 
Analysis Capacity    

4.2 Officers recognise the challenging financial position for both Councils 
requiring annual savings just like Local Authorities throughout the Country. A 
proviso for the investment in the shared service is that increasing capacity in 
the service will also release savings anticipated after a two-year 
implementation period; further information regarding the potential areas for 
those savings is set out in the report in paragraph 4.16. 
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4.3 Option One Core Roles- this option focuses on reinforcing and supporting 
the operational integrity of the partnership while maintaining business-as-
usual work. It also aims to create a business partner position that can 
improve business relationships and enable horizon scanning for each 
Council. 

4.4 This option would improve regular support for businesses and increase the 
capacity to handle transformation requests. However, it is essential to note 
that some skills, such as enterprise architecture, supplier management, and 
general administrative support, are not included as a specific activity. 
Enterprise architecture is a strategic and holistic approach that involves an 
organisation's IT systems, processes, and data. Its primary aim is to align the 
IT systems and technical infrastructure with the organisation's business 
goals, such that all opportunities for rationalisation and efficiencies are 
identified and exploited. As a result, the effectiveness of the service in 
executing the IT Partnership strategy and supporting both councils' future 
aspirations would be limited under this option. 

4.5 Therefore, Option One is not recommended for approval as it only enhances 
the ability to carry out business-as-usual operations but does not meet the 
capacity required for the transformation needs of both Councils. Therefore, it 
would have minimal impact. 

4.6 Option Two Enhanced Service builds upon the roles of enterprise 
architecture, supplier management, and business partners outlined in Option 
One. It also includes administrative support to alleviate the managers' 
workload from administrative tasks so technical ICT staff can focus on 
higher-value tasks. 

4.7 This option will improve the business-as-usual service and crucially increase 
the capacity to handle transformation and project requests, as outlined in the 
Option One Core Roles. Additionally, it will implement effective enterprise 
architecture and supplier management to ensure that system development 
aligns with reducing technical debt and that both existing and new suppliers 
deliver value for money. 

4.8 Option Two is the recommended choice as it allows the two Councils to 
smoothly carry out their regular business operations and provides sufficient 
capacity for any transformational needs.  

4.9 Option Three Optimal Model – this option builds on options one and two. It 
adds data and design roles to develop the partnership capacity to co-design 
and prioritise sensible business solutions with the transformation teams and 
support data-led decision-making across both Councils, as well as 
Programme Management capacity, policy and strategy governance capacity, 
and training and adoption capacity.  

4.10 This option offers a strong foundation for providing ongoing support and 
facilitating transformation across both Councils. The option will provide the 
benefits outlined in Options One and Two while also including support for 
project and program delivery, training and adoption, and business 
intelligence and data engineering. This will allow for the development of the 
areas outlined in the Joint Partnership strategy, as well as business analyst 
support to add value to ICT processes during the implementation of the 
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strategy. This option would deliver the IT Partnership strategy, the lowest risk 
of system downtime, reducing technical debt, and an increase in supplier 
value. 

4.11 However, the SOCITIM Advisory Future Operating Model report identifies 
that Option Three Optimal Model requires significant additional investment, 
but crucially at the current time. It would not be possible to make use of the 
extra capacity or analyse its benefits as it would require significant time to 
make such a big change to optimise the additional data capabilities.  

4.12 Business intelligence refers to the use of data to manage day-to-day 
operations and achieve organisational goals. Data analytics can help 
organisations that want to transform how they do business. Data analysis is 
the process of cleaning, analysing, and visualising data with the goal of 
discovering valuable insights and driving smarter business decisions. It is 
worth noting that both councils have other departments that currently handle 
business intelligence. 

4.13 Officers consider that Option Two is a much more agile approach that will 
result in the outcomes both Councils currently need. However, the structure 
of the service will need to be regularly reviewed to ensure the service meets 
the changing requirements of both partner Councils. 

4.14 It is recommended the implementation of Option Two will be implemented 
over two financial years. This is to allow for the ICT job descriptions to be 
evaluated and then appointed to, which is likely to take approximately six 
months. This means that only 50% of the budget will be required in the first 
year 2024/25. This means that implementation will be complete by 1st   April 
2026. 

The Cost of the Recommended Option (Two) to each Partner Council above the Current Structure  

        
Stevenage Borough 

Council 

  Total Cost 

East Herts 
District 
Council 

Stevenage 
Borough 
Council 

General 
Fund 

Housing 
Revenue 
Account 

 

Year One (2024/2025) £314,897 £152,325 £162,573 £104,047 £58,526 

Year Two (2025/ 2026) 
and Ongoing Years  £629,795 £304,649 £325,146 £208,093 £117,052 

 

4.15 To summarise, some of the high-level benefits of investing in Option Two 
would be the ability to build IT platforms around mobility, cloud, big data, 
artificial intelligence, and social networking. This would impact both Councils 
in the following ways: 

 Improving efficiency and productivity: By adopting these 
technologies, both councils would be able to streamline their 
processes and improve their efficiency. This would save them time 
and money and allow them to focus on their core business activities. 
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 Enhancing collaboration and communication: These technologies 
would facilitate internal collaboration and communication, as well as 
enhance hybrid work support. 

 Improving decision-making: By using big data and artificial 
intelligence, both councils would be able to make better decisions. 
They would be able to access and analyse more data and use this 
data to identify trends and patterns. 

 Innovating and transforming services: These technologies would 
also enable both councils to innovate and transform their services. 
They would be able to develop new ways of delivering services and 
improve the quality of those services. 

 Enhanced security: To protect sensitive data from cyberattacks. It 
will also help both councils to comply with regulations and keep up 
with advancing technology. 

 Improving customer service: Both councils would be able to provide 
better customer service by providing customers with access to 
information and support 24/7. They would be able to interact with 
customers in real time and provide them with a more personalised 
experience. 

4.16  Opportunities to Reduce Future Costs -With the additional capacity that 
Option Two would bring, both Councils would be able to finish the backlog of 
projects and upgrade out-of-date technologies while also maintaining the 
ability to stay updated with current technology. This would enable them to 
become more proactive and less reactive in their IT services. Once they 
achieve this state, they can assess the new capacity required to maintain it, 
which should lead to potential cost savings. The opportunities are: 

 With the new business relationships, enterprise architecture, and 
supplier management capacity. This means that the planning and 
roadmap of IT systems, applications, and technologies can be created 
and maintained effectively while identifying and exploiting all 
opportunities for rationalisation and efficiencies, ultimately leading to 
cost savings.  

 Review and implement a more efficient service desk that can support 
the hybrid workforce and reduce costs. 

 Review the process of purchasing, supporting, and utilising IT 
applications, systems, and infrastructure. To determine how to 
maximise the benefits of the latest technology, including the cloud, 
ensure that it is affordable, and bring efficiencies that lead to cost 
savings. Currently, the current number of resources and structure 
makes this impossible. 

 Rationalising applications and ensuring that they are being fully 
exploited. 

 Ensuring Value for Money with future technologies (e.g., wi-fi and 
telephony) to minimise licence costs through the potential removal of 
zero boxes (saving £48K per year) and use of hardwire telephony. 
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 To avoid unnecessary costs, proactively map the on-premises 
infrastructure to the cloud roadmap to ensure the Council does not 
incur additional costs for maintaining on-premises infrastructure and 
additional cloud support costs. 

 Review regularly the skill sets required to reduce the reliance on 
outside companies requiring additional cost pressures. 

 Allow capacity for the active and timely review of replacement 
technology to ensure that the right outcomes and value for money are 
achieved. 

 

4.17 It is anticipated that financial savings will begin to be realised after year two 
of full-year implementation, and progress will be regularly reported to the ICT 
Committee. A summary of the proposed ICT budget by spend type is 
summarised in the chart below. 

  

 
 

Staff Costs, 
£1,712,745 , 53%

Infrastructure 
Contracts Supplies 

and Services , 
£820,166 , 25%

System Licences & 
Support , £510,690 

, 16%

Microsoft licensing 
cost, £182,734 , 6%

2023/24
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5 IMPLICATIONS 

5.1 Financial Implications 

5.1.1 This report is financial in nature, and consequently, financial implications are 
included above. The impact of these changes for future years will be 
incorporated into the budget setting process but requires both Councils to 
approve the increased spend for 2024/25 and 2025/26   

5.2 Legal Implications 

5.2.1 Staff will be consulted in terms of the new structure and will follow the 
Stevenage Borough Council consultation HR processes. 

5.3 Equalities and Diversity Implications  

5.3.1 None of the recommended changes in the report are anticipated to require 
Equality and Diversity templates to be required.  

5.4 Risk Implications 

5.4.1 There is as a significant risk if the revised staffing structure is not 
implemented that neither Council will be able to keep pace with the need to 
upgrade and plan for future technologies and, crucially, be unable to meet 
each Council’s Transformation ambitions and reduce costs.  

5.4.2 The current capacity within the ICT service means that it tends to be reactive 
rather than proactive, which can lead to delays in project delivery and 
contract renewal. There are currently 90 requested projects outstanding, 
which the team has no capacity to deliver, ranging from Upgrading data 
centres and audio and video equipment for both Councils to implementing 
paperless direct debits, Online Allotment systems, and upgrading Trade 
Waste systems. 

Staff Costs, 
£2,342,540 , 49%

Infrastructure 
Contracts Supplies 

and Services , 
£1,442,197 , 30%

System Licences & 
Support , £510,690 

, 10%

Microsoft licensing 
cost, £522,734 , 

11%

2025/26
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5.5 Policy Implications 

5.5.1 This increase in spend will form part of each Council’s Budget and Policy 
framework and be reported as part of the 2024/25 budget setting process to 
each Council’s February 2024 Full Council. 

5.6 Climate Change Implications 

5.6.1 The IT service is a facilitating service, and investing in the staffing structure 
will allow the ICT service to support each Council’s ambitions, including 
Climate Change. 

 
6. APPENDICES 
 
 Appendix 1 – Future ICT Operating Model for EHDC/SBC - Summary Socitm 

report. 
 
 
7. BACKGROUND DOCUMENTS 

7.1 Review of Shared IT Services – June 2019 by 31 Ten 

7.2 SBC Technology Assessment – July 2021 by SBC officers 

7.3 Review of Shared IT Services – Feb 2022 by Socitm Advisory  
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