
FOI Ref  Response sent  
 
8489          5 Feb 2021 

(CCC) ICT Documents 

I wish to submit a request for some of the organisation’s information around the 
internal plans and strategy documents around ICT. 
 
Response: 

1. ICT/IM&T/IS Strategy- The IT department strategy or plans, highlights their 
current and future objectives. Please see 3C ICT and Digital Strategy attached. 

2. ICT Org Chart- A visual document that presents the structure of the IT 
department, please include name and job titles. If this cannot be sent, please work 
towards a structure with job titles. Please see attached 3C attached Chart 
attached. 

3. ICT Annual or Business Plan- Like the ICT strategy but is more annually 
focused. Please see 3C ICT and Digital Strategy attached. 

4. ICT Capital Programme/budget- A document that shows financials budget on 
current and future projects. Please see attached Capital Programme. 

If some of these documents are not valid, please state when the 2020 ICT 
documents are planned to be published. You may have received the same 
request in the past. But the information sent has now expired and I required an 
updated 2020 onwards document. Please arrange the same. 

 

 Further queries on this matter should be directed to foi@cambridge.gov.uk 

mailto:foi@cambridge.gov.uk
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of this strategy will be the Technology Roadmap which sets out the future of 3C ICT systems that will 
support the business moving forward. Standardisation delivered by this approach provides the 
following tangible benefits: 

 Reduced IT support burden resulting in the ability to develop space for further improvement 
and system automation. By reducing our current support burden it will create opportunities to 
develop the service offering further improvements for our partners, customers and even 
potential partners. 

 Reduced support issues due to system incompatibility, for the end customer this results in 
fewer support issues due to incompatible hardware and/or software.  

 Improved system reliability resulting in reduced downtime for the end customer. 

 Reduced staff/support operative training times and costs. 

 Improved and more efficient inter-council, cross-council communication and collaboration. 

 Lower support and maintenance costs. 

 Simpler budgeting and cost management. 

 Improved vendor bargaining power. 

 Facilitates a single approach to IT governance, IT Security, Business Continuity support and 
Disaster Recovery operations. 

 
The core strategy (as represented in the previous graphic) has significant overlap with the other digital 
customer facing and digital service strategies. The regions of overlap are where the other strategies 
rely on having common interfaces with back-office line of business systems, shared data sources, 
secured mechanisms to provision access and so on. The other strategies are underpinned by the core 
strategy which is therefore a key enabler for the other two. This strategy very much underpins the 
core desire of the 3C partnership; “Buy once and use three times”, 3C ICT will ensure we act as the 
technology gateway to ensure these benefits are realised. 

The core strategy is such an important component of the other two, so in order to be successful, the 
3C’s partner members need to share an understanding and be agreed on the core principles by which 
IT solutions will be chosen, procured, developed, utilised, managed, and disposed of. The principles 
are not exhaustive or detailed but set the style by which the IT function and business departments 
should operate in its governance of IT. They are as much a guide for the IT, Web and Digital teams as 
they are for the business departments who together are making technology choices. The principles 
are detailed in the section following a more detailed description of the Core and Digital Customer 
Services strategies. 

 

STRATEGY DESCRIPTION: DIGITAL CUSTOMER SERVICES 

This strategy is concerned with the delivery of council services direct to the customer via the web or 
apps that allow customers to interact with traditional council services. 

The digital customer services strategy outlines the architectural approach, development and 
procurement principles by which 3C ICT will support, enhance and deliver the partners customer 
facing digital strategy. Each of the partners are at a different stage of the journey towards a digital 
customer service strategy but it should be clear that the ongoing support and development of this 
strategy can only be achieved if a common delivery approach in terms of technology and architecture 
is established. 

The Digital Teams were not rationalised during the creation of the 3C Shared ICT service. Input from 
both CCC and SCDC were considered in creating this strategy and are represented as themes in the 
short/mid-term deliverables. Through 3C ICT the plan is to create a Virtual Digital Team across the 3 
partners to ensure alignment, sharing and best practice opportunities are not missed. 
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STRATEGY DESCRIPTION: DIGITAL SERVICES 

This strategy is concerned with traditional council services that may be enhanced or augmented due 
to digital innovation, for example SMART bins, internet connected council housing, air quality sensors 
and maybe integration with SMART lighting. 

The digital services strategy is concerned with and expands on the architectural approach detailed 
above but also considers how we will incorporate these types of innovative services, engage with 
potential partners and the connectivity approach needed to underpin the connection of such 
technologies. 

This area of strategy needs significant development, 3C ICT thinking around this area will develop once 
the immediate strategic issues with existing customer digital channels are addressed. 
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CORE STRATEGY 

CORE VISION 

“The core strategy is concerned with the continuous improvement of the infrastructure and represents 
the direction of travel towards a standard environment across the 3 partners. This strategy supports 
improved efficiency, automation, benefits of scale and is a common approach towards completing the 
partnership (in terms of ICT) through consolidated back-office line of business systems. 

The goal is to create an empowered workforce that is able to use ICT to greater effect and work 
seamlessly with back-office systems and work with business processes wherever and whenever staff 
might need to. Eradication of the hard links to paper processes that shackle our internal customers to 
traditional ways and places of work is a given. 

The approach is to focus on the benefit that the different end customers will gain through the use of 
ICT whilst focussing on consolidating the plethora of discrete systems in the business. Reduction of the 
overheads and economies of scale will free cost and time to allow 3C ICT to maximise the benefit and 
deliver new services where it was too expensive to do so before. 

Ultimately, the goal is to provide a lean, always available, transparent and focussed service that 
empowers everyone to get the most out of ICT. Finally, the desire is to be in a position where we can 
endeavour to commercialise 3C ICT and become a 4C, 5C or even nC service provider.” 

SUPPORTING PARTNER STRATEGIES 

 3C Shared Services ICT Business Plan. 
 Cambridge City Council Office and Accommodation Strategy. 
 3C/2C Shared Services (Legal, Planning, Waste). 
 Commercialisation of HDC and SCDC office spaces. 
 HDC Transformation Project. 

 All Partner Digital Strategies (CCC’s: “Digital Choice”, SCDC’s: “Digital by Default” and HDC’s: 
“Mosaic Programme”) 

 SCDC Business Improvement and Efficiency Project. 

SHORT TERM (0-1 years) 

 Continue to develop and implement service improvement plans and develop the team to 
transition towards thinking/acting like a shared service provider with a strong focus on 
customer service. Incorporate ITIL “Lite” and Lean methodologies to facilitate continuous 
improvement of the service and provide expected standards of service. 

 Complete the partnership – Transition remaining services from NPS so 3C has full ownership 
of the ICT environment. Eradicate the use of hired resources to allow the team to unlock the 
staff cost savings detailed in the original business plan. 

 3C ICT financial and resource utilization transparency. 

 Develop a joint Business Case for “Council Anywhere”1 and deliver short term improvements 
for failing remote access technologies. 

 Data center transformation (Unified single data center model). 

 Develop a Communications and skills hub. 

 Develop a unified network and security architecture (Consolidate core infrastructure offerings 
across the 3 partners). 

                                                           

1 “Council Anywhere” is the branded name given to the 3C Desktop Transformation project. This will essentially create an 

environment to facilitate working anywhere with full access to council systems. Requires a business case as investment will 
be required to create a common desktop environment across the 3 partners. 
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 Continuous development of opportunities for system harmonization across the partners 
through identification of common systems which will also unlock economies of scale. 

 Payment Card Industry Data Security Standards (PCIDSS) compliance and opportunities to 
adopt industry standards (ISO27001). 
 

MID TERM (1-3 years) 

 Implementation of the Council Anywhere approach and incorporate a paperless office 
technologies to create a ubiquitous working environment. 

 Desktop automation and support (Creation of a single logical infrastructure to support 
automation, further consolidation, efficiency and self-service). 

 Develop towards a cost-per-user model to enable partners to have greater control of ICT 
spend and resource. 

 Further economies of scale. 

 Develop ISO27001 and PCIDSS compliance. 
 

LONG TERM (4+ years) 

 Investigate potential for supporting additional partners and prepare the service to act as a 
commercial entity reducing costs further for the original partners.   
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DIGITAL CUSTOMER SERVICES STRATEGY 

DIGITAL VISION 

“The vision is to develop systems and capabilities around a digital platform with omni-channel1 
subscription, providing a single bi-directional view of the customer for the council and a single 
transactional view of the council for the customer. To create a technology platform that is a digital by 
default2 enabler for the partner council digital strategies. The desire is to unlock internal staff capacity 
by providing automated digital end to end transactions for all service interactions to improve 
efficiency, customer service levels and responsiveness. To develop our own internal capabilities to 
allow us to continuously improve and develop our digital offering.” 

“Finally, when all of the above is fully embedded or in flight, opportunities to incorporate gamification, 
socialisation and loyalty3 should be explored to drive a channel shift towards digital as far as possible. 
From the partners’ perspective, this will allow us to unlock even more internal capacity and help us 
influence our customers and residents whilst developing better communities.” 

“The following link demonstrably conveys the desired direction detailed above. “Digital End to End 
Processes.” 

 

1 Omni-channel in this sense is used to mean various digital and non-digital ways in which the customer can interact with the council. Via the 
website, social media, e-mail, Direct or artificial intelligence web chat, self-service, white mail, physical agents (telephone/face to face) and 
apps across a variety of digital platforms including the highly pervasive mobile devices. 

2 Digital by default. This refers to the approach with regards to technology only. Automation will also allow for improved physical experience 
via standard channels (white-mail, physical agents etc). 

3 Very successful digital strategies incorporate these three principles. Explanation is outside of the scope of this document. 

 

DIGITAL BACKGROUND 

Each of the 3C Partners are at a different stage of their digital journey. It is recognised that each 
partner has a different agenda and priorities that are currently not aligned. The purpose is to create 
an environment where technology is “Digital by default” so that when each partner is ready to 
embark on their digital journey the work beforehand will have been done to accommodate their 
requirements and allow for integration with the main back office systems. This will allow us to bring 
the services to the customer in a digital offering. 

CCC and SCDC are in relatively similar places in terms of the deployed digital technology and have 
immediate requirements to provide a more joined up customer experience for the Digital Customer 
Service Web delivery and provide a consolidated platform user interface for customers. The long-term 
strategy may or may not include a Customer Relationship Management System (CRM) at the heart of 
the technology stack. It is yet to be determined if this business transformational approach is suitable. 

HDC are attacking digital as part of an overarching business transformation project. The likely 
direction of travel will see the incorporation of a CRM package which will provide tight customer to 
business integration throughout a variety of processes and service areas.  The technology solution will 
likely incorporate very tight back office integration with key business systems. 

All three partners offer some services digitally already but are currently offered in a standalone 
fashion with little or no integration between the web services. This results in a very disjointed user 
experience. In all cases integration with back office services is not always achievable or possible in 
some cases due to legacy technology and closed vendor interfaces. 
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DIGITAL APPROACH 

The purpose is to provide an approach that will; 

 Work for the benefit of all partners and end customers. 

 Dovetail with the capabilities of the 3C service. 

 Work with existing web technology platforms. 

 Work at a pace that is not overly disruptive to the business. 

 The long-term vision is the Nirvana that any interaction with the council can be offered 
through both digital and conventional means. (To be based on an assessment of the needs of 
the customer). 

 
The long-term vision will facilitate closer internal interaction between service verticals and provide a 
secure, trusted, single bi-directional pane of glass for the customer and council alike (a single view of 
the customer for the council and a single view of all transactions with the council for the customer). 
The strategy will provide a platform that will deliver and interact across a variety of digital channels 
including mobile, app, web and social media. The goal is to deliver both a digital choice but also a 
channel choice that suits the customers’ needs and expectations. 

The vision is closely coupled with the core strategy as back office integration will only be possible if 
the existing or new systems support the interfaces. Within the core strategy the Technology Roadmap 
will drive decisions around replacement of systems from a cost/benefit consolidation perspective and 
we will use these opportunities to also ensure that newly procured/potential systems give us the 
capability to turn digital “on” for these services. This is the premise of how we will achieve a digital by 
default technology platform. 

There are of course short term digital opportunities to enhance existing offerings; these are included 
in the outline plans below. The remainder of this section highlights how we will identify these 
opportunities, how procurement can be influenced to support the strategy and the approach to 
system design/delivery. 

 

DIGITAL: IDENTIFICATION OF OPPORTUNITIES 

To achieve the strategy a process is needed to identify the opportunities to become technically digital 
by default and ensure systems are ready. 

The technology roadmap will be the key 3C ICT document that will drive digital change. Clearly, it 
would be too expensive to swap out all of the 3 partner back office systems to provide digital 
integration so as opportunities are identified within the roadmap the 3 partners will be involved in the 
process. The goal is to achieve consensus for each platform, and although, not each partner may be in 
a position to undertake the system migration the system will be ready for when they are. As the 
roadmap opportunity is identified, if agreed by each partner, procurement will involve making sure 
that future systems have a digital capability. 

This of course is not the only route that we must capitalise on; 

(1) The application opportunity roadmap “Technology Roadmap” maintained by 3C. 
(2) 3C/2C future business partnerships where business changes may necessitate a common 

platform (2C Planning, 2C Waste etc). 
(3) Strategic Partnerships with suppliers. 
(4) Any internal business transformation program of work. 
(5) Enhancements in technology offerings (payment gateway providers, other software platforms 

etc). 
(6) Other local government and central government partnerships and collaborative projects. 
(7) Open data strategies and opportunities. 
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The following section details high levels projects that have been considered on this journey towards 
digital. 

DIGITAL: SHORT TERM (0-1 years) 

 ALL: Create a Virtual Digital Development Team capability (a community of sharing and 
practice) across the 3 partners to ensure alignment and create opportunities for a combined 
approach to all development and procurement. 

 HDC: Development of proof of concept mobile council app (cross platform) to prevent 
proliferation of apps. Bin collections calendar planned. 

 HDC: Improve Digital Development Team incorporation of Agile methodologies.  

 HDC: Develop CRM development/configuration/support capability within 3C so that we can 
support partners through transformation programmes. 

 HDC: Transformation Programme, delivery of the first technology and integration options with 
line of business systems later in 2017/18. 

 CCC/SCDC: Opportunities to utilise IEGForms and hosting under a single procurement. 

 CCC/SCDC: Create single user portal approach for existing services to provide a single joined 
up platform for the customer. 

 CCC/SCDC: Overhaul website content to better reflect information needed by residents. 

 CCC: User interface overhaul (opportunities for SCDC given similar hosting technologies in 
use). 

 CCC: Delivery and agreement of Cambridge City digital strategy. 

 CCC: Initial implementation of online forms, Explore 2C options for benefits of shared 
approach to online forms procurement. 

 CCC/SCDC: Website single re-procurement opportunity. 

 CCC/SCDC: On-board shared service SDS for digital user testing and research (initially user 
testing at Cambridge City but opportunities for SCDC given technology synergies). 

 SCDC/CCC: Definition of a CRM roadmap and opportunities to reuse HDC transformation 
approach in digital strategy. 

DIGITAL: MID TERM (1-3 years) 

 HDC: Delivery of a number of services via the integrated CRM solution as part of the 
Transformation Programme (possible examples include robotics, Artificial Intelligence, Live 
customer chat, Business Intelligence tools and so on). 

 All: Operational incorporation of a broader understanding of cyber security via digital services. 
Consideration for Open Web Application Security Project (OWASP) training for digital teams. 

 CCC/SCDC: Procure and implement customer portal (IEGForms Portal). 

 CCC/SCDC: Procure and implement website and joint hosting. 

 CCC/SCDC: Implement integrated payment gateway (consideration of alternative technologies 
to Capita). 

 CCC: Migrate legacy forms onto strategic forms solution, integrate or decommission legacy 
customer portals. 

 HDC: development of customer portal integrated with CRM (or just further transformation 
activities as required by the Programme). 

 HDC: Continued development of mobile app to incorporate further services and make 
available to partners for reuse. 

 CCC or CCC/SCDC: CRM and customer services system implementation where required. 

 CCC/SCDC: Evaluation of the opportunities to adopt HDC CRM approach and opportunities to 
reuse development 
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 CCC/SCDC: Incorporation of customer access for newly implemented 2C LOB application into 
broader customer portal: waste, planning and housing. 

 ALL: Systems swap (x) number of systems out as per ICT roadmap to digitally enable back 
office services. 

 ALL: Develop internal CRM Integration, Business Analyst and Workflow Development and 
Integration skills. 

 CCC/SCDC: Reuse development from HDC Transformation Programme to offer CRM 
integrated services. 
 

The short and mid-term strategy reflects the different starting places of the three councils. There are 
some immediate activities that can improve the current digital offering and these have been 
considered above. These are centred on reviewing existing digital content for CCC/SCDC, creating a 
better user interface and grouping the available services under a single account logon for the 
customer/resident. HDC in the meantime will be travelling towards a CRM integrated platform. The 
goal is to deliver immediate improvement for CCC/SCDC whilst keeping the door open to adopt the 
CRM integrated approach “The Vision” and reuse the technical development that HDC will have 
unlocked through the ongoing Transformation Programme. 3C will be identifying roadmap 
opportunities to ensure all systems moving forward are procured in such a way to unlock digital for 
each service vertical. 
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