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Executive Summary

A revised ICT Strategy has been developed based on a robust approach to identifying key CFRS business needs.

It is intended that this business strategy will be supported by the development of integrated IT and Telecoms strategies to deliver the supporting infrastructure requirements.
It is clear that ICT does not currently have the capability or capacity to address the business opportunities and will need to embrace new, innovative ways of working to satisfy the needs of the business and ensure that CFRS becomes the most efficient and effective FRS in the Country.

Introduction

Background

CFRS last produced an ICT Strategy in September 2004.

This strategy has served CFRS well in that it identified the critical importance of information management and data driven decision-making at an early point.

The strategy has either driven or enabled the following:

· Endorsement of a central data repository where data is stored and managed centrally and access made available to individuals with authorised business need to do so.

· This has been critical in enabling the use of FSEC, Views and Service modelling by ORH.

· Implementation of a common reporting tool across key business areas (i.e. Cognos).

· Implementation of document management to store all key documents and other information across the Service in a controlled and managed way.

· Implementation of secure, robust, web based remote access to Service systems to support flexible working.

· Pursuit of ISO 27001 for information security management.

· Provided the foundation for the redevelopment of CFRS web presence and intranet to build on the availability of the above.

ICT Strategy, why now?

Whilst the previous strategy has served CFRS well there are a number of key business drivers for updating the strategy:

· New management team in place at CFRS with a vision demanding more effective and efficient use of resources.

· Greater clarity now exists for national Fire projects:

· FireLink is in the planning and implementation phase.

· FiRe Control supplier has been selected and this major project is now within the planning horizon for CFRS.

· Service improvement plans that will potentially drive changes in working patterns.

· Apparent desire for closer co-operation and collaboration between Services within the Region on ICT based projects e.g. common Finance system with Essex.

· Need to input to, and influence, Regional ICT future direction and to consider the use of common Fire related systems within the Region.

· Short-term need to review the data network requirement at CFRS.

· Window of opportunity to invest in ICT in the short-term to drive long-term efficiencies and/or cost reductions.

· Technology has developed significantly since the production of the last ICT strategy.

Approach

The following input has been taken into account in developing the strategy:

· Review of current CFRS plans and strategic objectives.

· Review of national Fire project deliverables.

· Structured interviews with key CFRS staff and stakeholders.

· Review of ICT direction taken by constituent FRA members.

From the above process, a number of business opportunities have been identified and for each of these opportunities, key business drivers & benefits and related ICT development opportunities have been documented.
Business Opportunities

Outlined below are the business opportunities that have been identified.



Opportunity 1: 

Meet Legislative Requirements

It is imperative that the business is able to fulfil key legislative requirements.
Business Drivers & Benefits

· Need to comply.

· A desire to be proactive.

Development Opportunities

Health & Safety systems

Development and implementation of a range of applications are required to support Health & Safety including:

· Basic safety training delivered to the desktop,

· Comprehensive accident reporting,

· An ability to carry out workplace audits possibly using handhelds.

Training records

There is a requirement to ensure recording of individual staff training is complete from end to end and where different applications are used e.g. IPDS & ResourceLink, that systems are linked.

Streamlining of training administration, from booking of courses by individuals, organisation of venues and training resources through to completion of course evaluations will also bring clear business benefits and needs to be explored.

Monitoring of system usage

It is important that ICT implements applications that are capable of monitoring system usage to ensure there is no abuse of privileges by staff. These applications will also need to reduce the effort required to provide evidence for any disciplinary investigations should any system misuse be identified.

However ICT also has a duty to protect staff from accessing inappropriate content. We will therefore look to implement applications that support our ability to discharge this responsibility.

Opportunity 2: 

Maximise Efficiency & Effectiveness of Resources

This relates to all resources available to the business including staff, tangible assets (Property, Fleet & Equipment and ICT) and information assets. The effective and efficient use of resources is a core objective of the business.

Business Drivers & Benefits

· Maximise use of real estate.

· Environmental / flexible / family friendly working.

· Effective management of key assets.

· Managing access & resource availability.

· Consistent & simple access to services.

· Protect key assets to ensure availability.

· Assure service delivery.

Development Opportunities

Person independent workstations

The Service should implement changes similar to the Cambridgeshire County Council’s Workwise project. This has reduced the provision of desks, for non-administrative staff, to 7 desks for every 10 employees. It has also replaced the telephone network and now allows single number access to individuals no matter where they are located even if they are mobile.

Flexible working

A review is required of flexible working that must focus on allowing staff access to our systems wherever, whenever, however it is required and include an extension of remote access as well as supporting more home working.
Asset management

Asset management applications promote efficient use of assets from procurement, management of maintenance and finally their efficient disposal. Appropriate systems must be considered for Property, Fleet & Equipment as well as ICT.
Access control

The business will derive considerable benefits from an early development of systems to record staff time and attendance. The possibility of linking these systems to control site access should also be considered.
Service management

Service management should look to extend the rollout of the ICT helpdesk software to other areas of the business, in particular, H&S, Fleet and Property.
Security & surveillance of key assets

Use of systems and tools including CCTV and “Smart Water” should reduce break-ins to stations and subsequent theft of equipment and should be considered by the Service.

Critical operational systems

Two critical operational systems are currently being implemented, FireLink to provide effective, reliable communication and Remsdaq NX to mobilise operational staff. It is essential that both these systems are implemented satisfactorily to enable the business to meet core operational requirements.

User friendly devices

Implementation of user-friendly devices from tablet PCs & PDAs to digital pens should be encouraged where possible. Particular attention needs to be focused on reducing the time spent by staff entering data and accessing critical information.

Opportunity 3:

Enable Managers to Manage Effectively

Business Drivers & Benefits

· Maximise use & availability of resource.

· Provide managers & staff, tools to manage key staff information.

· Maximise organisational effectiveness.

· Improved productivity.

Development Opportunities

ResourceLink redevelopment

Following the completion of the rank to role process, and the need to address current deficiencies in ResourceLink, the corporate HR / Payroll system, the time is now right to redevelop and re-implement this key application. Due to its pivotal position within the organisation, this development opportunity is an essential pre-requisite before we can consider work on other applications that can deliver huge benefits to the business.
Workforce planning

Workforce planning systems will be critical for the efficient running of the Resource Management Unit (RMU). Use of the systems will support the effective management of:

· RDS staff availability,

· Rota management of whole-time staff,

· Sickness and extractions.

Self service

Self-Service will allow individuals to maintain their personal data ensuring the staff records are accurate without incurring additional paid resource and unnecessary administrative effort.
Performance management systems

Introduction of performance management systems will streamline the monitoring and development of staff performance.
Electronic workflow

Examples to be considered include e-Forms software that will reduce paperwork and automate transactions over a wide range of situations ranging from personal expense claims to support of inspection programmes and requests for services between groups. 

Taken as a whole, these development opportunities will also be key to supporting a much smaller HR function.

Opportunity 4:

Maximise & Measure Workforce Skills

The Service devotes considerable effort to develop the skills of its staff and it needs to be assured that it is deriving maximum benefit from this investment.
Business Drivers & Benefits

· Enhance capability of staff.

· Effective delivery of training according to need.

· Environmental / flexible / family friendly delivery.

Development Opportunities

Managed learning

With the review of working patterns and anticipated reduction in downtime there is likely to be a need to provide training during the night. Use of managed learning would support this change of working and would provide the following benefits:

· Delivery of consistent, media rich, professional learning materials,

· An ability to comprehensively record training,

· Monitoring and assessment tools to objectively track staff skills,

· An ability to schedule training proactively.

High quality computer based training (CBT) also supports an environmental, flexible and family friendly working and can reduce the time to deliver skills to staff when compared to traditional teaching methods. 

Consideration should be given to the early delivery of Health & Safety basic training via a CBT package to all staff.

ICT training & support

The time is right for a radical review of the current provision of ICT training and user support. Consideration should be given to:

· The use of ICT relationship managers tasked with ensuring the ICT group becomes better aligned with customers and working to proactively reduce the gap that can exist between ICT and rest of the business.
· Completion of a full training needs assessment of users throughout the Service, based on skills required by different roles followed by a programme of training, to address the identified skills shortfall.
· Use of IS coaches through 1 to 1 user sessions and support of system development and rollout to ensure applications are fit for purpose with smoother implementations and reduced long-term support requirements.

Opportunity 5:

Effective Targeting of Resources & Analysis of Outcomes

The following question needs to be answered for any activity undertaken,

“Has the activity had any effect, and if so, was the effect the one we anticipated and predicted?”
Business Drivers & Benefits

· Critical to ensure maximum value is delivered with the available resource.

Development Opportunities

Data capture at source

Maximise the capture of data at source possibly in a mobile environment.
Data analysis / Intelligent information

Have the ability to analyse the data effectively to provide “intelligent information”.
“Real-time” information

Dissemination of information in “real-time” to enhance responsiveness and dynamic planning and decision-making.
Particular applications that should be considered are:

· Development of PRiD for business related activities.

· Use of Customer Relationship Management (CRM) software for activities relating to residential customers.

· Development of a data warehouse along with data mining and reporting tools for improved analysis of data.

· Provision of expert data analysis skills to work with key decision-makers.

· Identification and procurement of complimentary datasets to refine and develop the skills within the business to set targets and quantify outcomes.
Opportunity 6:

Maximise Partner / Supplier Value

The introduction of Local Strategic Partnerships (LSPs) requires the Service to enhance their relationship with partner organisations.
Business Drivers & Benefits

· “Excellence will be judged by our partners”.

Development Opportunities

Information sharing

Fundamental to a successful relationship will be the need to share information and we will need to develop efficient information sharing arrangements, in conjunction with an appropriate level of security, at the earliest opportunity.
Use of channels to access vulnerable groups / individuals

A key development opportunity that should be exploited early is the ability to use other channels of access to reach vulnerable individuals and at risk groups. A good example would include working with District nurses to deliver fire-related messages to the house-bound and elderly. However we will also need to identify situations where we can add value to their work, possibly through improved analysis of shared data.

Supplier related activities

The business needs to review how technology can improve supplier relationships. Benefits include streamlining the tendering processes and improved communication through use of appropriate systems, for example e-Tendering and e-Procurement applications and robust contract management.

Opportunity 7:

Enable (Step) Change

“ICT needs to be the key enabler to driving business process change and release resource”.

CFO Graham Stagg
Business Drivers & Benefits

· Effective management of change.

Development Opportunities

Business analysis

The business should make full use of the recently enhanced skills within the Planning and Performance Team to ensure that business analysis is used extensively wherever possible. The Service must look critically at what we do now and define changes to enable us to exploit the opportunities outlined in this strategy.

Change to deliver improved work practices

Another technique that must be widely adopted is business process re-engineering to help eliminate inefficiencies in current working practices and drive through changes in the way we work.
Opportunity 8:

Communicate Effectively

At all levels within the business, with other FRSs & local partners and all our customers & communities.

Business Drivers & Benefits

· Improve productivity.

· Consistent message.

· Streamline flow of information.

Development Opportunities

Email culture
There are particular concerns regarding the use of email as an effective means of communication. The volume generated on a daily basis, the ability of staff to communicate complex information using only the written word and the use of email in preference to other forms of contact, for example use of phone calls, have all been cited as barriers to effective communication.

A development opportunity exists to define email best practice and to educate users appropriately.
Appropriate use of developing technologies

The recent launch of a new web site and the immininent introduction of a redeveloped intranet will provide effective channels for communication of Service information. An opportunity exists to ensure the business derives maximum benefit from this investment and related technologies such as conference calls and use of online collaboration tools.

The strategy also recommends that before the widespread introduction of new communication technology to the business, extensive and comprehensive trials are required to confirm its ability to communicate effectively as well as its relevance to the business.
ICT Guiding Principles

An important part of the strategy is the definition of some guiding principles for ICT through which we will strive to deliver an excellent service.
ICT must be an enabler not a barrier

Infrastructure should not have a negative impact on productivity. In particular we will ensure there is sufficient capacity built into systems ahead of any business demand and that systems are simple to operate and reliable.

ICT staff will have a “Can do”, positive questioning attitude.
24 x 7 operation

Changes to whole-time working will require ICT to provide support, training and maintenance of system throughout the day.
Customer focused ICT

Not only will this be the reality but it will also be widely recognised as such. Particularly important areas include 1st line support, training and application development and we will strive to excel in these areas.
Professional service management

As the first FRS to achieve ISO 27001 certification considerable effort has been expended and many benefits realised. However we will ensure we build on these substantial foundations.

In addition we will look to a pragmatic implementation of ITIL components as a tool to help us deliver a more professional service in all areas of the ICT function.
Seek new and innovative ways of delivering

Externally we will:

· Review our relationships with suppliers to ensure we are deriving maximum benefit,

· Identify and promote collaborative opportunities with other FRS and partners, especially local government within the county,
· Ensure lessons learnt on collaborative projects are applied to future ventures, for example the Finance project with Essex FRS.

Internally, a review of the structure of the ICT is required to ensure the group is able to meet present and future demands.
Adopt environmentally sound approach to full life cycle ICT investment

This will apply to all aspects of ICT investment including, selection of suppliers and equipment, the effective day to day operations and eventual disposal of assets.

Intelligent Hub

Several stakeholders identified development of an “intelligent hub” within the business as a flexible solution to several disparate business requirements.

Potential Features

Central contact point into organisation

A centralised switchboard able to handle all non-emergency calls and deal effectively with Community Safety and Fire Safety matters amongst other requests. Where queries cannot be resolved, they will be routed intelligently to the right person first time.
Contact point for partner / channel

An intelligent routing function will also be required within the contact point for partners
Out of hours service desk

Providing an out of hours service desk for ICT, Property and Fleet the Hub will be able to deal with routine requests but also have the ability to recognise when additional expert resource is required.
Communications support

Surveillance centre

Data management

Ensure data quality is maintained and enhanced especially where it is time critical, for example maintaining road network information including closures etc. 

Support for duty officers

Additional support for duty officers post RCC is anticipated due to increased responsibilities. Provision of information as well as access to systems and expertise will help to keep them productive and mobile.

RMU

Administration of RMU activities to meet dynamic needs.

Proactive outbound dialling

This function will streamline requests and booking of staff visits, for example HFSC visits, giving qualified staff more time to carry out the public facing work.
Key out of scope Control activities

A natural location for any out of scope work that is identified through the FireControl project.
Delivery Road Map

The projects have been segregated into 3 groups, Critical, projects that are currently underway and need to be completed in the very short term if the Service is to deliver its critical functions, Year 1 2008/9, Year 2 2009/10

Critical

· FireLink – to ensure effective, reliable communication, with operational staff, is maintained.

· Remsdaq NX – to ensure the business critical function of mobilising staff is maintained and enhanced until transition to RCC.

· PRiD – A key application developed to support a range of essential business functions from fire safety to operational safety. Currently in need of a business owner to manage development in line with Service needs.
Year 1

· Replacement of the data network – looking to adopt the first principle that ICT will be an enabler and not a barrier to productivity.
· ICT training – adopting a different model by using a relationship manager and specific application training driven by quantified need. Working closely with Dave Robertson.
· Redevelopment of ResourceLink working closely with HR.
· Supporting the completion of workforce planning requirements to include:
· Part-time working,
· Maximising use of resources,
· Supporting potential changes in working patterns that may be identified following a review,
· Working closely with Steven Beaton.
· Legislation – finding ways to address the legislative requirements by identifying what others are doing to help deliver e.g. H&S, training.
· Looking to any collaborative working within the region and especially any opportunities that may be identified through the work of Martin Scott and Gill Usher.
Year 2

· Implementation of self service of personal data.

· Development of an enhanced Management Information System (MIS) and data warehouse facility.

· Procurement of asset management applications for key support groups.

· Procurement and implementation of workforce planning systems as defined in Year 1.

· Development of an Intelligent Hub.

· Use of mobile data terminals (MDTs).

· Implementation of Workwise project to reduce provision of desks for non-administrative staff.

Conclusion

The Strategy has identified business opportunities that will require significant input and support from ICT if CFRS is going to meet its aspiration to be the most efficient & effective FRS in the country.
It is however clear that the business needs far exceed the current capability and capacity of the ICT team. New, innovative ways of working and partnering will be required to enable ICT to best support the needs of the Service and it is imperative that CFRS contributes and integrates this strategy with the Regional ICT Strategy. It is expected that other FRSs in the region face similar challenges, allbeit CFRS is well positioned due to the work undertaken to date in building the foundations on which to move forward.

Individual business solutions will be delivered through CFRS Programme Management process and will not be undertaken without identified and committed business owners as this has proven to be the single biggest critical success factor in implementing successful ICT projects at CFRS
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Each opportunity is now considered in turn.
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