APPENDIX C
Business Case – Risk Update


	Risk
	Likelihood 1 (low) 5
	Impact 

1 (low) 5
	Proposed Mitigation
	Action Taken

	The RIEP funding of £453K secured in July 2010 has to be committed against expenditure by 31 March 2011 when the Partnership ceases.


	3
	5
	Decision required on formation of Partnership in September 2010 to ensure contracts signed and further procurement undertaken
	

	The fear of failure could prevent the councils adopting a different approach to delivering the service.
	4
	3
	Benchmark models and process against other successful shared services.
	The risk is still present – however it was decided that the best way to mange this was to ensure that the benchmark project chosen had successfully delivered a joint service and thereby provide proof of success – “success breeds success”.  Whilst the project is still in its early days the positive work that is being delivered by the initial shared service of Hinckley and Bosworth and Oadby and Wigston is encouraging others to positively engage, with confirmed additional authority and two others awaiting figures from supplier to assess cost benefit.

A joint meeting was also held between the Academy Supplier (Capita) the existing supplier of two of the councils, and the immediately interested parties to look at the security/robustness of the ICT proposal.  A formal procurement exercise will be required to determine the software supplier going forward. 


	The reputation of the council could be damaged if things go wrong.
	2
	4
	Build reputation management into the project implementation plan and monitor.
	Until the project has gone live – the level of this risk is low 

	Councils value the existence of the service delivery locally and a more central approach could be seen as a threat to local accountability.
	4
	3
	Ensure the management model adopted has clear accountability lines.
	The management of the service and accountability is being developed on the basis of other working models for shared revenues and benefits services – specifically Anglia Revenues and Benefits Partnership.  An early visit to this successful project – which had overcome these issues, gave the team a working model on which to base their proposals.  Further working will be taking place in the future that will look at developing a joint customer strategy for the service that will address issues regarding authority identity. The individual Customer Service Teams for each Authority will continue to be the point of contact for residents.


	Local policies and priorities may vary and this could be seen as a barrier.
	4
	2
	Manage the expectations of partners and enable “buy in” when the time is right for individual authorities.
	It is being made clear at the onset of the partners joining the partnership that the policies need to be aligned.  No pressure is being put on individual authorities to formally buy in at this stage; however all are continuing to be engaged.  A recent presentation to the District Chief Executives addressed some of these issues from a strategic point of view.

	A lack of trust between the organisation at political and management levels.
	2
	3
	Ensure regular meetings of the project board take place and the Chief Executives are fully informed.  Timely meetings between the Chief Executives where robust and honest discussions take place will ensure appropriate decisions are made.
	The risk is being managed through positively managing the expectations of the Chief Executives who are being able to influence the political framework where necessary.  The consistent message that this is not a “take over” by another authority but a partnership is also being continually stressed.

	Pressure from legislative change and local pressures from restructures, office moves and new systems prevents innovation and forward thinking.  These pressures reduce capacity to deal with other significant change.
	5
	4
	Be clear about expected commitment levels and ensure these are agreed prior to implementation.
	This risk has materialised and is being managed through enabling authorities to move at their own pace and when the time is right for them – thus allowing them the flexibility to consider all the options available to them.  The change in the management of the IBS is an example of an external change having an influence on the shape and direction of the project.  However due to the staged approach to implementation this has not lead to a considerable waste in resource.

	A contract with a single supplier is totally reliant on the continued I.T. provision and business capacity of that supplier.
	2
	4
	Ensure that client management is built into the project scope and robust contracts are in place.
	This is being managed positively through the positive relationship that Hinckley and Bosworth and Harborough District Council has with Capita. The robust specification for the new shared service software will ensure any new supplier contract will deliver the same high level of service currently experienced at HBBC and incorporates the required improvements from NWL and HDC.

	The loss of experience capacity due to changes in working conditions could lead to loss of performance within the service.

	3
	4
	Ensure that communication is effective and staff are engaged throughout the project to reduce potential loss.  

Where possible during implementation move the risk of poor performance onto the external suppliers.
Ensure that there are efficient processes in place to fill loss of capacity.
	Weekly briefings are taking place with all staff. A monthly bulletin has been issued and all information is contained on a Shared Service intranet page at each Council. 1-1 meetings are being held as required with individuals and expressions of interest re working patterns and job role have been sought from staff. Reassurance has been given that there will be a job for everyone in the new structure.

Quotes are being obtained from suppliers to look support the implementation.

Discussions are on going regarding recruitment and vacancy management during implementation.

Maintaining high performance in the early stages cannot be guaranteed, creating resilience in the longer term is a driver for the shared service.  Risk is therefore acceptable as a potential short term consequence of achieving a longer term goal

	The relocation of the service could lead to claims for unfair dismissal / redundancy leading to redundancy and pension costs for the employing authority if successful at Employment Tribunal.
	3
	4
	Ensure staff are located in similar or suitable alternative employment. Ensure individual circumstances of relocating staff are considered fully. Consult with individuals and trade union representatives about the proposed changes. Provide recompense for additional travel costs. Alternative, non-office-based working available to minimise the impact.
	Reassurance that a job for everyone in the new structure. Joint union consultations undertaken and planned. 

Travel reimbursement scheme under discussion with the trade unions.

Flexible working arrangements and pilots in HDC and NWLDC being scheduled.

	Lack of resilience at the Project Board level could result in implementation failure.
	3
	5
	Follow Prince 2 Principles and appoint one project manager that reports to the board (the board may want to be looked at as well – under Prince 2 the board/executive should have the authority to commit all of the resources essential to the project, this is not currently the case).
	Discussions are taking place within the partnership to ensure continued senior project management capacity.

	Lack of accommodation space in the Atkins Building should the required number of staff decide not to work from home.
	2
	3
	Provide training to staff on the basics required to be able to work from home and not need constant supervision.

Provide reassurance that support and equipment will be available for home workers.

Explore additional floor space in the Atkins building on a short term lease.
	A flexible working sub group has been set up from 03/09/2010 to promote flexible working across all 3 councils using the successful HBBC model.

	Lack of project resilience and capacity at a local level could result in project delays.
	3
	3
	Consider the structure of the resources committed to the Shared Service, is there sufficient to do all of the work required from each authority.
	The detailed project plan will be monitored by the project Board and project teams in each authority.  The sponsor in conjunction with the other Chief Executives will need to ensure the project does not falter or lose focus. 

	Communication failure between elements of the project teams could result increased costs due to delays or failure to identify impact.

	4
	3
	Ensure that there is adequate project management capacity.
Identify a single repository of information.

Develop mailing lists between groups.
	Discussions taking place to set up improved communication channels

	That the delivery model and solution does is not “future proof”. 

	3
	4
	Involve service users in the development of the specification documents. Liaise with all project working groups on Shared Service requirements.
Ensure that the new Revenues and Benefits System provides new innovative ways of working and improves accessibility for the customer
	Specifications for systems prepared “in house”.  Tender evaluations involved members of staff from all disciplines.
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