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Project Context

Options 

appraisal RFI’s

Outline 

Business 

Case

Recommendations

o Our iDox products including Uniform are critical business
applications in use at HDC

o Current contract is coming to an end in March 2023

o Opportunity to challenge the market: both commercially and
technically to align with the strategic objectives

o Aim of presenting a recommendation to the CMT for a decision

o Secured a delivery partner in Entec Si

o Purpose: Review work carried out to date and the recommended
future option and approve next steps
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Update

• Completed business needs assessment to understand key user 

requirements.

• Identified that a new cloud-based system is required

• Tested the market (via RFIs) to establish products available and assessed 

whether they are fit-for -purpose

• Prepared a strategic and economic outline business case to support a 

preferred future solution 

Next Steps

• Key decision point required from CMT to proceed

• Assuming recommended option is approved, move into procurement 

phase

The objectives and key activities of the current project discovery phase 

are split into two parts

Part 1: Current Idox System Analysis

• Establishing key stakeholders within Service Delivery and ICT. 

• Discovery workshops to ascertain usage, costings, benefits and pain 

points. 

• Identify options for future resolution 

Part 2: Future Solution

• Report detailing the financial cost model and operational benefits 

related to recommended option

• Presentation to CMT to secure budget approval for future solution and 

associated cost of implementation

ObjectivesExecutive Summary

Project Status

Stream Health S’holders Scope Plan Costs Outputs Challenges

Part 1 ● ● ● ●
• 3x Workshops completed with 3x service areas – Dec-21
• Options appraisal delivered to RC/RE for review – 12 Jan-22
• Mid-Commission review – 12th Jan-22
• Distributed RFIs to 7x suppliers – w/c 31st Jan-22

• Lower than expected response 
from RFIs

Part 2 ● ● ● ●
• Completed an As-Is vs To-Be cost model review
• Investment in new solution is required
• Extensive savings to be made

• Awaiting on key decision from 
CMT to proceed



Retain existing solution Undertake Change Programme retaining existing solution
Engage with market to identify, scope and cost 

replacement product or mix of products

Part 1: Current As-Is Analysis 

APPROACH USER EXPERIENCE OPTIONS

Improving 

QUALITY and 

reporting metrics

Improving efficiencies and 

reducing DOWNTIME

Limited 

FUNCTIONALITY

Feedback

1

2

3

DO NOTHING

CHANGE PROGRAMME

PROCURE

OA





Public Access (PA)

Development Management
Planning
Building Control
Building Control
Regulatory Services
Licensing

Document Management System

Development Management
Building Control
Regulatory Services
Uniform Document Store
Corporate Services
TLC Document Store
All Service Areas
Post workflows
Corporate Document Store

Uniform*

Development Management
Appeals
Enforcements
Tree Preservation
Listed Buildings
Building Control
Contraventions
Dangerous Structures
Regulatory Services
Environmental Health
Licensing
Property
Estates
Assets
Corporate Services
Constraints Data
Land and Property Gazetteer
Street naming and numbering

Total Land Charges*

Corporate Services
Land Charges Register
CON29 Searches
Personal Searches

External Systems (Interfaces)

Development Management
Planning Portal
Corporate Services
National Land Information 
Service
Land Registry
Geoplace
Planning Portal

Internal Systems

All Service Areas
Corporate GIS (ESRI)
Microsoft Office / M365
Windows File Server (Network 
Drives)
SharePoint Online
Finance System

Internal Hardware

All Service Areas
Printers 
Scanners

HDC Website

Residents
Links to Public Access

System Overview

KEY

In Scope Application

Spatially Enabled*

Out of Scope Application

Council Service Area

Function / Process

Interaction



Part 2: Strategic Case OBC

Option A – Remain As-Is Option B – HDC Hosted Option C – Supplier Cloud Option D – Supplier Hosted

Description
Retain the current on-premise solution 
for another term (length TBA)

Migrate the current setup to a HDC 
Hosted Azure environment

Migrate current setup to a Cloud 
environment

Migrate to a fully hosted environment

Advantages
• Lowest project cost
• Low impact regards business change

• Partially aligns to ICT Strategy
• Minimal business change
• Implemented before contract ends 

in Mar 2023

• Fully aligns with the ICT Strategy
• Permits a Mobile Apps capability
• Reduced annual costs (multi-

tenancy)
• Reliable and scalable
• Reduced operational costs (e.g. 

infrastructure, H/W & resource)
• System upgrades included
• Environmental savings (with Mobile)

• Fully aligns with the ICT Strategy
• Reliable and scalable
• Reduced operational costs (e.g. 

infrastructure, H/W & resource)
• Minimal business change
• System upgrades included
• Implemented before contract ends 

in Mar 2023
• Preferred supplier

Disadvantages

• Does not align with ICT strategy
• Retains current infrastructure and 

challenges
• No improvement in business 

performance

• External resources may be required 
to implement due to knowledge gap

• Ownership of solution remains split 
within with the council

• Largest investment cost
• Major business change
• Longer implementation timeline 

(will exceed Mar 2023 deadline)
• Unknown costs will be incurred

• Increased annual costs (licensing 
and hosting)

Investment 
Needed

Zero £185K £480K £330K

Recommendation Not recommended Not recommended Not recommended Recommended

It is critical that the future solution meets the strategic business objectives of HDC. A key driver of this is to align with the ICT Strategy: replacing older 

on-premise technology in favour of Cloud first solutions. This will enable more flexibility, agile working and improved resilience in business systems 

across the council. A market testing exercise was carried out and the results are summarized below:

OA RFI



Part 2: Economic Case – Option D OBC

The following table outlines the estimated cost profile and return on investment for the preferred option over a period of 5 years.

The costs have been established based on information from the RFI’s and an assumptive plan for implementation. Final costs* will be 

determined following procurement. 

*Final costs with chosen supplier could be further negotiated

RFIOA

OBC



Recommendation Summary Rec

OA RFI

OBC

Recommendation: 

Option D:

Procure 
Supplier 
Hosted 
with iDox

Responds to HDC’s ICT Strategy with a ‘Cloud First’ approach 
through the procurement process

Responds to BC25 legacy by challenging IDOX direct costings 
and includes both internal ICT and wider business savings 

Strong economic position to negotiate further IDOX engagement, 
including savings on existing contract

Frees up HDC infrastructure by aiming to remove a ‘thick client’

Improved usability and customer experience

Direct award procurement, thus reducing further unnecessary 
costs



Next Steps
Rec

OA RFI

OBC

o Follow ups to support recommendation (if required)

o Present to CMT / Project Sponsor for formal sign-off

o Proceed to procurement



AOB

Rec

OA RFI

OBC
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Appendix A

Options Appraisal Detail

OBC



Options Appraisal
Engagement Plan and Outputs

• Dependencies - BC, Planning, Land Charges changes

• Extended downtimes with unclear resolution times and 
escalation paths

• Inflexible configuration which blocks efficient workflows, 

• Slow loading and response times,

• Poor search results

• Consistent errors presenting when interrogating spatial 
data

• Limited functionality for labelling evidentiary 
documentation, photos and videos

• Inconsistent document redaction

• A lack of required reporting metrics

• Inconsistent measuring of plans

• Malfunctioning MS Office integrations

User 
Feedback

Engagement Date Notes

SRO Engagement 

Planning
24/11/2021 Identification of engagement points within HDC

Interview: Richard 

Ellis and Nigel Bird
07/12/2021 Functional scoping of IDOX system

Interview: Elaine Bird 07/12/2021
Regulatory Services management level 

requirements

Interview: Adrian 

Eastwood and Emma 

Baumber

09/12/2021
Development Control management level 

requirements.

Workshop: 

Development Control
15/12/2021

Development Control key user requirements.

Attended by Mark Patterson, Matt Jedruch, 

Michaela Barton, Debbie Lansdell and Emma 

Baumber

Interview: 

Graham Oliver
15/12/2021

HDC Development Control Shared Service 

scoping

Interview: Julian 

Howarth and Nicola 

Jones

16/12/2021
Greater Leicestershire Building Control 

Partnership Requirements

Workshop: 

Regulatory Services
16/12/2021

Development Control key user requirements. 

Attended by Ruth Hollingsworth, Ian Bartlett, 

Jessica Nicholls, Gareth Rees, Thomas Jones, 

and Nicola Riddle.

Workshop: Building 

Control
Descoped

No longer required due to timeline of Greater 

Leicestershire Building Control Partnership 

superseding the IDOX System Review Project

Who did we speak to?

OA

OBC



Options Appraisal
Options Analysis

1: Do Nothing

Retain existing solution

Smallest ‘project’ cost profile and operational 
impact

Does not take advantage of a rare opportunity to 
review supplier, which may not present again 
until 2028. 

Fails to seek better value for HDC through 
supplier negotiation, market testing and 
reduction in HDC infrastructure need.

2: Change

Undertake Change Programme retaining 
existing solution

DMS/GIS Module cost profile could be 
minimised by looking at SharePoint/ArcGIS 
migrations. Operational burden could be 
reduced through clarified support SLAs

Potential available migrations would see HDC 
remain with backend thick client (TCO), largely 
maintaining existing cost profiles. 

Compromised position. Similar cost profile and 
operational impact to procuring, whilst retaining 
IDOX infrastructure and introducing risk of 
instability through untested integrations.

3: Procure

Engage with market to identify, scope and cost 
replacement product or mix of products

Enables a ‘Cloud First’ approach in a cost-
controlled environment whilst giving opportunity 
to respond to user feedback

Largest ‘project’ cost profile and operational 
impact

Most effective response to BC25 and ICT 
Strategy. Progression of this option retains 
flexibility for HDC, otherwise opportunity is lost

OA

OBC
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