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Foreword

“Orbis has been designed through co-creation, using our combined
experience and public sector values. We will deliver our compelling
alternative through the Expertise, Passion, and Innovation of our
employees, ensuring that residents and Customers are at the heart of
our service”.

Councillor David Elkin, Lead Member for Resources and

Deputy Leader of the Council, East Sussex County Council

“Business Services have continued to drive efficiency through a process
of continuous improvement and challenge in their service teams. The
business plan for Orbis sets out the ambition to become the ‘Compelling
Alternative’ which is the natural next step in our strategic development
to maintain and improve services for our residents”.

Councillor Denise Le Gal, Cabinet Member for Business Services and
Resident Experience, Surrey County Council

Orbis — The ‘Compelling Alternative’.
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Message from our Chief Executives

“The Orbis business plan reflects East Sussex and Surrey County
Councils’ vision to grow our partnership, following proven successes.
The integration will provide the two Councils with a flexible business
services resource with the public value ethos and expertise we need to
respond to local priorities. This will enable our front line services to
focus on providing services to residents, whilst also achieving
efficiencies”.

Becky Shaw, Chief Executive, East Sussex County Council

“Orbis creates the opportunity to develop and deliver a partnership with
the values of the public sector. The partnership will enable East Sussex
and Surrey County Councils to build a sustainable and resilient offering,
to support front line services and our residents for the future”.

“Orbis offers the compelling business services alternative to the public
sector”.

David McNulty, Chief Executive, Surrey County Council
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Introduction

Strategic ambition for the Orbis partnership

The business services functions of East Sussex and Surrey County Councils provide a range of
professional, advisory, transactional and operational services, which support residents,
elected councillors, and public-facing services.

We are creating an efficient, modern, agile and digitally enabled operation by building on our
established partnership in Procurement and Shared Services, (now known as Business
Operations), to create a fully integrated business service known as Orbis . The partnership was
originally launched in April 2015.

Providing excellent customer service and delivering public value are at the heart of our
ambition. The partnership incorporates Human Resources and Organisational Development,

Property Services, Technology and

Operations.

Information, Procurement, Finance and Business

What makes Orbis the ‘Compelling Alternative’

Our ambition is
different

¢

Our approach is
different

90 @
i

Our offer is
different

Orbis comes from the Latin word meaning ‘circular’ and ‘orbit’. We felt this
really captured our intent to create all encompassing and seamless
services which provide the professional expertise and passion needed to
support the front line services of our partnership, and ultimately, for our
residents.

We have placed the engagement, buy-in and commitment of our people at
the forefront. We have accelerated the people aspects of our design —
tackling difficult decisions early such as ‘who do we need leading our
services?’ and ‘how will we tap in to the fantastic talent that we possess
as we design our future?’.

We have been working with local government for over a hundred years —
no one knows how it works better than us — we want to challenge the
norm and provide a better level of service to support our partners and
customers. The Orbis ambition is to become the public sector provider of
choice. There is an expectation that the partnership will grow beyond the
two initial founding partners, as it shapes and develops, in order to
improve the service we can deliver and provide increased public value to a
wider community.

East Sussex
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Purpose of this Document

Background

Earlier this year, East Sussex and Surrey County Council’s Cabinets approved the business case
to establish the joint public-sector partnership of Orbis. The business case outlined the
transformative arrangement that will deliver affordable services to each council and deliver
benefits to both parties. Significant savings will be achieved from integration, from the
adoption of best practices, management de-layering, process improvement and reduction of
duplication. The partnership aims to bring on board other Partners and develop a model to
provide services to Customers.

Both Cabinets resolved that additional work was needed to develop a business plan and a
three-year roadmap to show the transition to full integration by 2019, which are presented in
this document.

Purpose of this document

This business plan sets out the early achievements of the aims, ambitions and projected
benefits which Orbis originally proposed. We are now in a position to outline future insights
around what the ‘Compelling Alternative’ means for the future of our services — through a
‘proof of concept’ pilot project. This aims to provide Cabinet with the confidence that the
investment required is essential to deliver the three year integration plan in a financially
beneficial and sustainable way.

This document includes three sections:

Outlines all initial design work as at ‘Year 0’ of the business plan. The work
The Story so ‘Design and proof of completed to date demonstrates confidence in the process and direction,

1 Far concept’ proved through the HR proof of concept pilot project — accelerating the
delivery of the Orbis HR design.
Outlines the pragmatic and sustainable three year roadmap to achieve
The 3 year . L , . ) . . .
2 Fercliag Making it happen projected benefits of the Orbis partnership including the programme

infrastructure and investment required to make it happen.

3 Benefits ‘Projected benefits and || Outlines the projected financial and non-financial benefits Orbis will deliver,
Case investment required’ || and the investment required to fully transition from current to future state.

There are a number of principles for defining success that we wish to demonstrate —
providing Cabinet with the confidence to approve the investment required to complete the
Orbis story and reach full integration.

v" We will consider and respect the future experience for our customers.

Our decisions have been based on robust evidence and provide value for money.
We understand, appreciate and have incorporated a vein of sovereignty.

Our commitment to our sovereign authorities will not be impacted negatively.

East Sussex
County Council 6
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1.1 Our Approach to Designing Orbis

1.1.1 Our methodology

In embarking on a complex and large scale change it is important to have a robust, tried and
tested method for designing. We have developed the Orbis Target Operating Model (TOM)
framework to do this.

Vision and
Strategy

Customers, Partners and
Channels

* Vision and Strategy — ‘What is the strategic reason for
pursuing Orbis?’

* Customers, Partners and Channels — ‘How do we ensure that
our customers are at the heart of what we do, as well as
create a compelling offer which attracts partners and allow
us to grow?’

* Services — ‘What are the core services and do they need to
change as we integrate?’

Services

People,
A Processes and
Governance Organisation .
Transactions
and Culture

Location

* People, Organisation and Culture — ‘What are the key roles,
talent and culture we need to succeed as a partnership?’

* Governance — ‘How will decisions be made, jointly?’

* Processes and Transactions — ‘What do our integrated,
streamlined and efficient processes need to be?’

* Technology and Information — ‘What are the systems,
applications and information requirements which will enable
Orbis TOM Framework us to succeed?’

Planning and Performance

* Location — ‘Where will people be physically based?’

* Planning and Performance Management — ‘What are the
key success factors which will guide how we plan?’

1.1.2 How this framework has been used

We have used this framework, or ‘layers’, to design and guide the content needed to develop
the Orbis blueprint — outlining, at a high level, the future components of Orbis as a whole.

1.1.3 Overview of this section

This section of the business plan brings together the work carried out to date to develop the
high level Orbis TOM across all services — while providing informative detail on ‘what this will
mean in practice’ through the HR proof of concept. The other sections within the business
plan detail the design so far against these layers.

In order to provide the right level of confidence at this stage of
the business plan, ‘Year 0’, we selected a pilot project to undertake a
detailed, early redesign and become the ‘proof of concept’. This provides
assurance in the approach and overall high level design and also
demonstrates that the benefits outlined in the business case are not only achievable, but
prudent. HR was selected to be the pilot for this due to it being essential to the delivery
and enablement of full integration across all services.

Eas_tSussex
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1.1.4 Design principles

In order to bring the Orbis vision to life, and allow the designs to stay true to it, we have
developed a set of design principles. These principles are a unique and robust set of requirements
which are used for designing the Orbis Target Operating Model (TOM). They were originally
developed by members of the Orbis Leadership Team (OLT), and have since been revised, and
agreed with a number of key stakeholders prior to beginning the design process.

By 2019 we will ...
1. place the customer at the heart of everything we do,

2. have a workforce who are proud and passionate and are given the opportunity to
succeed and flourish,

3. embed a partnership culture, empowering our people to make decisions based on the
right thing for our business and our customers,

4. be the public services supplier of choice, allowing our existing and future Partners to
benefit from our increased standardisation and reduced duplication,

5. have a thriving business which is sustainable now and in the future.

We will test the principles on an on-going basis as the design for Orbis further develops and
evolves.

1.1.5 Design Parameters

The design parameters translate the design principles into tangible design considerations,
against which the effectiveness and appropriateness of the proposed design options can be
assessed. These will act as a guide to the design of new services and a golden thread
throughout. We have developed a set of principles that have been categorised against the
layers of the TOM framework to ensure that all component parts are covered . The table
below summarises some of our design parameters.

TOM Component Design Parameters

Customers, Partners and Processes and enabling technology will be designed to empower customers to support themselves.
Channels
Services The services will be annually reviewed against relevant external benchmarks and if necessary,

changed to suit our two founding partners, and market demands.

People, Organisation and Culture Matrix management will be incorporated into structures, roles and skills to enable the formation of
topic-based, problem solving teams, which is underpinned through strong resource management

Processes and Transactions Performance management will be consistent across the partnership and the process for this will be
agreed across all partners .

Technology and Information Innovative and transformational IT and Digital solutions will be used to support the delivery of
operational and strategic priorities .

Location Place resources where they add most value .
Planning and Performance Robust evidence and intelligence will be gathered to drive decision making and performance
improvement.

East Sussex
County Council
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1.1.6 A collaborative and co-design approach

Orbis will capture a change in working for its people — these people are our biggest asset. This is
why we have harnessed their talent as we design how we work in the future. Through drawing
upon a number of key groups, a collaborative approach to developing the Target Operating Model
(TOM) has allowed for a rich and informed design.

These groups consist of:

Orbis OLT have been crucial to the success of the designs so far, leading the
Leadership transformation of the six service lines while also taking key decisions which
Team (OLT) affect the future of Orbis as a whole.

Orbis SLT are a group of nominated managers from the Orbis services, who
Orbis Senior | form the ‘service design working groups’. These working groups have
Leadership participated in a design process which has developed the individual service
Team (SLT) visions, the services which will be delivered in the future and the

Focus Groups

ESCC and SCC
Leadership

EPIC
Champions

EPIC People

Trade Union
Partners

identification of benefits and phasing.

The cross-service focus groups consist of a number of OLT members and
skilled individuals from Orbis. The groups have been developing the cross-
service layers of the TOM — including Partners and Customers, Governance
and Branding.

The East Sussex County Council Leadership Group and Surrey County
Council Extended Leadership Team have been consulted at various points
of the design of the Orbis TOM. This is to esnure a level of consistency and
provide early visibility on what Orbis will mean for its Customers.

The EPIC champions form a network of volunteer change agents which has
been created across Orbis who have come together to support a culture
which brings the ‘Compelling Alterative’ to life. The role of an EPIC
Champion is informal and provides challenge and insight to proposed
designs — helping to shape the operating culture of Orbis. There is an open
invitation to all colleagues .

Our EPIC people are fundamental contributors to our collaborative co-
design. Thus far, we have used Yam Jams (online Q&A sessions) and drop in
sessions as open forums to gain feedback on our early design phase. We
look forward to involving our colleagues further during the next phase of
design.

Orbis is committed to working with respective partners’ recognised trade
unions. Orbis is committed to the concept of collective agreement and
both values and welcomes the contribution that trade unions bring.

East Sussex

ounty Council 10
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1.2 Vision and Strategy

1.2.1 The challenge

While financial austerity in local government grows, the demand from customers remains —
this means that we need to think differently about how we solve the continuing pressure for
cost efficiencies. Orbis is founded on a devolution prospectus, to work with Government to
deliver strong and sustainable economic growth, enhance productivity, transform public
services and build on the track record for fiscal efficiency.

1.2.2 The vision for change

Orbis is predicated on developing something unique, to become the ‘Compelling Alternative’.
The ambition is to deliver excellent services which place the customer at the heart of
everything we do — in a way which is sustainable and protects the front line services,
enhancing local residents’ experience with the councils.

We aim to create sufficient scale to recruit and retain the best staff, to drive shared
efficiencies and to invest in enabling technology.

Orbis, The Compelling Alternative
“A trusted partnership delivering value to customers and residents through our expertise, innovation and
passion.”
[}

The design of Orbis brings a significant opportunity to create a strong, sector leading entity
with ambitions to become the public service provider of choice for the public sector. With this
opportunity comes a responsibility to ensure the design remains close to our vision. This
vision will guide future designs.

_________________________________________________________________________

' Adding value to the customer

i The HR service, when challenged with defining what a ‘Compelling Alternative’

i service meant for them, placed emphasis on providing enhanced value to the \
. user contributing to strategic decision making and enabling users of the service to i
i become more self reliant. HR’s future role in Orbis will be to empower Customers to make their |
. own HR decisions by ensuring information required is easily accessible — standardising and, where i
i possible, harmonising policies and removing barriers to enable swift and robust decision making. i

HR Proof
of Concept

This will be delivered through having timely and appropriate access to essential advice, and
enhancing the skill-set and confidence of managers. The HR service will lead by example, building
on the best of what already exists, established through an existing professional community of
confident and resilient practitioners.

East Sussex

County Council
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1.2.3 The role of Orbis in the devolution agenda

East Sussex, Surrey and West Sussex have developed and proposed a devolution prospectus,
known as the Three Southern Counties or the 3SC.

At the heart of the devolution offer is a commitment to work with Government to deliver
strong and sustainable economic growth, enhance productivity, transform public services and
build on the track record for fiscal efficiency.

Public service transformation is one of the two workstreams within the prospectus with a
vision of re-imagining public service delivery through innovative approaches to service
integration and collaboration between public sector partners and businesses.

Within the region there is a strong track record of established partnership working. It
underpins everything and operates at many levels and on various county and cross-county
geographies.

The three Local Enterprise Partnerships (LEPs) have provided helpful for bringing local
authorities and wider public sector partners together with business, across a functional
economic area, to develop Strategic Economic Plans and discuss a variety of local issues,
including infrastructure, skills and housing.

We believe that Orbis aligns heavily to the principles set out by this initiative, through
partnering to deliver more sustainable transformation across back office services.

There are many examples of cross-partnership frontline service transformation too. Some of
these examples include:

* New approaches - adopting new ways of generating income and new models for
delivering services including: Surrey Choices, established as a local authority trading
company providing social care for people with disabilities; and integrating the East Sussex
Adult Social Care Living at Home Service within East Sussex.

* Sharing assets — West Sussex County Council shares accommodation with Horsham
District Council, in addition to other public services, delivering significant savings for both

and enhancing joint working opportunities.
Eas_'tSue“.sexI
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1.3 People, Organisation and Culture

1.3.1 Overview

The people, organisation and culture are all at the heart of the Orbis future state design and
we believe that this is something which is key to making Orbis the ‘Compelling Alterative’. The
vision for Orbis is underpinned by EPIC people, delivering expertise with passion. There are a
number of key deliverables created for this layer of the Target Operating Model (TOM)
outlined below.

1.3.2 People

The HR infrastructure and the delivery of sustainable change are key priorities for the Orbis
design. A number of initiatives are underway as the change is delivered collaboratively
through the existing talent within the organisation. Some of the key activities include the
development of an Orbis-wide Recruitment Strategy, the Orbis Talent Management
Programme and a Pay and Reward Programme. These are just three of the key elements of
the People and Transition Strategy that are being developed to enable people based changes
across Orbis.

1.3.2.1 Leadership

The Orbis Leadership Team (OLT) have been crucial to the success of the designs so far,
leading the transformation of the six service lines while also taking key decisions which affect
the future of Orbis as a whole. It was important to mobilise the leadership early, as they are
integral to the success of the partnership, they are leading the change with expertise and
passion with their teams.

The aim is to create leaders at all organisational levels so that decisions are taken with
confidence by those best placed to make them. By doing this we will enable our leaders to act
confidently together with a strategic and commercial focus.

We have developed a common set of leadership behaviours:

Behaviour This means...

Lead by Example consistently role model the Orbis behaviours,

Inspire and Involve setting a clear direction and involving others in the achievement
of it,

leading in a way that enables others to take action and develop
themselves.

East Sussex
County Council 3
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1.3.2.2 Orbis talent

Our Orbis people are our unique differentiator and are at the core of delivering the excellent
public services which our Partner organisations will provide through Orbis. We want to keep
our talent, and continue to grow, nurture and retain it. Therefore, we have prioritised the
early launch of our talent programme, which includes Ingenium.

Ingenium was launched to recognise, stretch and engage the talent across Orbis. It reflects the
difference we are seeking to achieve in our behaviour, our thinking, and the way we evolve
and engage with our people. The programme is all about identifying and showcasing the
tremendous breadth and depth of emerging talent that exists within Orbis. Ingenium will also
bring value to the organisation as people will be required to think of business problems we
may experience in the early years of Orbis’ formation and come up with innovative ideas to
overcome them. The programme is in an early phase of design, and will eventually be a part of
a broader talent strategy for Orbis.

The programme aims to encourage and invest in Orbis employees who are in the early stages
of their career. The aim of the programme is to embed the EPIC behaviours within Orbis and
to bring to life the aspirations detailed in the original Orbis business case:

* Fostering expertise, passion, innovation and customer focus within Orbis.

* Giving employees the opportunity to succeed and flourish.

* Retaining and developing talent within the organisation.

* Tappinginto the potential of our people to explore and resolve real-life business issues.

* Creating a pool of talented individuals whose skills can be accessed as and when needed
within the organisation.

Ingenium is not a selection process for wider Orbis changes - it is an EPIC celebration of talent

and a developmental opportunity for those in early stages of their career. This will be

communicated throughout the process.
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1.3.3 Organisation

We believe in true, collaborative co-design, with appropriate involvement of our workforce
and trade union colleagues; we want a rich design which is informed by our EPIC people. That
is why we have prioritised the first key milestone as getting the management in place to lead
the way. Through this, initial efficiencies will be made, in line with the initial business case
(outlined in section 3).

This is not just about removing the duplication of management that naturally results when
integrating two separate services; it is about getting the right roles and people, that will
deliver our ‘Compelling Alternative’ and transformed service models. We think that this is the
right way to create sustainable change which has minimal impact on our Customers.

The management structures will be designed for each of the six services using the design
parameters and principles. The aim is to reduce management hierarchy, to aid a more flexible
structure and faster decision making.

1.3.4 HR Policies and procedures

Harmonising policies and procedures wherever possible is an important part of developing an
Orbis culture. We have undertaken detailed work to understand how we can operate within
the parameters without fettering contractual terms and conditions of each Partner
organisation, and put in place practices to make Orbis feel compelling for our staff.

HR Proof
of Concept

i In order to harmonise processes across Orbis, it is important ]
| that the underpinning policies align and are standardised across i
i the two organisations, where necessary. As part of the future state design work for HR, we i
i have begun to review the HR policies and procedures across both partners. Strong |
i similarities already exist, however there is an opportunity for greater alignment. We have i

_____

identified specific opportunities for greater standardisation of policies such as grievance,
disciplinary, and performance management. Work on this will continue in the next phase of
detailed design work.

East Sussex
County Council
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1.3.5 Culture

The Orbis vision will be dependant on establishing the right culture within our services. In
order to accelerate this, a number of EPIC behaviours have been developed to capture the
target state for how people work together. These have been developed collaboratively with
staff in order to bring these to life.
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1.3.6 The Orbis EPIC behaviours

What they are:

* A common set of expectations across Orbis.
* Identify the behaviours that will enable us to be EPIC.

* Provide a common language and sense of identity, co-created with our Orbis colleagues.

* Have synergy with the Orbis brand — behaviours that personify the ‘Compelling Alternative’.
* Simple and easy to understand, so that it feels natural for people to adopt them.

How they were developed:

*  We compiled feedback from a number of Orbis engagement sessions with our co-design
groups.

* We explored what was at the heart of the words that came back and turned these into the
key areas of focus using ‘plain English’ .

¢ At the heart of the behaviours are the core Orbis values.

Underpinning the
EPIC behaviours are
a number of
tangible actions that
people can take to

demonstrate them. ale meces

; Challenge
our Pgbllc | oo
Service Quo

Values
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1.4 Customers and Partners

1.4.1 Customers and Partners

The work to date on Customers and Partners has been focused on defining our ‘offer’. We
have developed the vision for our services — how we want our Customers and Partners to feel
and experience our services, and the next phase will be to design and deliver this vision.

Our approach is one of collaboration and co-design, and we will therefore involve our
Customers and Partners in the design of our future state services.

* When we refer to Customers we are referring to the internal departments of our internal
organisations e.g. Adult Social Care is a customer of Orbis.

* When we refer to Partners we are referring to other organisations who wish to join and
integrate with Orbis.

* When we refer to Business-to-Business (B2B) Customers we are referring to recipients of
our services, such as other local authorities who buy payroll.

1.4.2 Customers

Our vision for Orbis is predicated on developing services which place the customer at the
heart of what we do, and through this we will achieve our ambition to grow through
partnership.

Our Customers are our greatest priority and we believe that we will be able to enhance the
service we provide them through our joint offering. As we work together to integrate our
services, we have the opportunity to redesign and re-engineer our services to make them best
in class. We will work to develop the ‘Compelling Alternative’ together by leveraging our
leading practices and looking for innovative ways to improve customer experience and
accessibility.

In addition to design of services, we will also look to improve customer experience through
growth. By attracting new partners, we will be able to grow the size and scale of our
operations, and add new services to the Orbis offering.

New partnerships will enable us to grow by reducing our operating costs, and achieving
greater efficiencies of scale. This approach will help us build the resilience of our services and
improve the experience for our Customers. Working together we will be able to expand our
current customer base and enhance our services by learning from one another and leveraging
best practices across the partnership.

East Sussex
County Council
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1.4.2 Customers (Continued)

Our Customers are the essence of our service delivery, and how we continue to work with
them as a partnership is integral to our future success. The service design for Orbis proposes a
channel re-design towards increased self-sufficiency, by empowering Customers to manage
more of their own supporting processes, and placing less reliance on business support
functions. The ambition is for Orbis to achieve a level of consistency in quality for our
Customers, providing them with ease of access to the services that they need. The detail for
how this will look and feel will be designed over the next phase of service design.

We have a number of success stories for moving to this way of working already. Two examples
of these are below.

Property Services to Schools in SCC Employee Programme - HR Services in ESCC
The Property service in SCC introduced a new self- The employee assistance programme at ESCC moved
serve technology so that Schools could log their from a face to face channel to a telephone service.
maintenance requests. This allowed them to have Benefits included:
real-time information on the progress of their »  Access availability increased to 24/7, 365 days per
request. Benefits included: year.
* Increased accuracy of data and information « Reliability and universal access.

(schools self-submitting). * Reduction in cost of service by 80%.
* Increased customer satisfaction.

HR Proof
of Concept

Enhancing the service offer

The model overleaf has been proposed by the HR pilot project. This channel re-design
aims to deliver a better service to Customers by improving the convenience and
accessibility of HR tools and resources, to enable managers to make effective decisions. !
The channel re-design to less dependency on the HR professional service will be predicated I
on the right training and support for managers as well as access to the more standardised, i
simplified and harmonised policies and information they need to be able to make effective I
decisions. When the model is implemented well , it will achieve greater consistency in the levels of i
HR compliance across the Partner organisations, enhance the speed of service delivery and provide |
the Customer with greater clarity through swifter access to the support and information they need. i
Additionally, with the right measures and plans in place, this channel re-design can realise )
significant benefits in reducing cost of the HR service — minimising the capacity needed from HR i
professionals. I
This approach has been adopted by many leading organisations, particularly in the private sector i
where enabling technologies support the use of employee self-serve. The shift in channels and i
enhanced empowerment also support the matrix management ambitions of Orbis — line managers !
will change for project working or will be expected to direct remote teams, therefore the ability for i
employees to support themselves will be essential. :

East Sussex
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Enhancing the service offer

This enhanced service offer has been underpinned by a detailed analysis of
existing practices, external benchmarking and challenge from leading
external professionals. The pace and scale that this enhanced model can achieve will be
dependant on a number of factors, such as investment in technology, up-skilling of
managers and the availability of a standard technical solution across the partnership.

HR professional

| Helpdesk Phone a friend
Self Serve

5% 15%

£3-£5 per
call

£.08p-£.17p

. £14 for face-to-face

HR Proof
of Concept

Future State Technical layer / platform

Enabling Managers Helpdesk
Including Self Serve (resolution to
customer queries)

HR professional

HR professionals
' only dealing with

. High quality / low cost p
Simplified policies and processes / | Professional resource sits in compicx cuses
consolidated 5 help desk

Increasing restorative / mediation reducing formal cases

The figures above are the most quoted for channel re-design savings in the UK and have been used in many local and
central government papers and channel strategies.

East Sussex
County Council




1.4.3 Partners

We have an aspiration for Orbis to grow beyond the initial two Founding Partners and we have
already generated interest from other local authorities wanting to sign up to our vision of the
‘Compelling Alternative’. Together, we can create further scale, efficiencies and rival the
private sector in delivering support services to a range of Customers. The below is a proposal
for partners joining Orbis. It outlines the potential ‘offer’ for new Partners wishing to join the
partnership.

New Partners will have the ability to help shape and influence how services will be delivered
in the future. New Partners will have the opportunity to keep Orbis compelling, ensure it
remains fit for purpose but ultimately benefit from the established services and ways of
operating which have been designed so far — including the efficiencies. Detailed work is on-
going around defining the commercial principles for working as an Orbis Partner — we are
currently having open conversations with potential interested Partners about how this could
work in practice.

“A trusted partnership delivering value to customers and residents through our expertise, innovation and passion.”

Orbis is all about creating a public sector shared service which aims to grow and strengthen through its Partners,
Becoming an increasing collective buying power and streamlining processes to provide better, more efficient services. The public
Orbis Partner sector should be seen as one team cooperating to deliver value for money services wherever possible. Orbis aspires to
become the go-to place for delivery of public sector services.

When you become a Partner, you invest in our vision for better and more compelling shared public services. It means

you become an owner of this vision. This brings a significant level of responsibility and a number of advantages.

What to e Support — Unlike the sole founder of an organisation, you are not alone, you are part of a collaborative network of

expect fellow Partners who support one another to achieve our united goals of becoming the compelling alternative

e Legacy — The Orbis Partners are custodians of the service, you will have a unique opportunity to co-create something
that will continue to grow as we develop and become more mature .

Governance:

e You will work within and be a part of the Orbis
governance arrangements which have been set
out as a Joint Committee.

¢ You will benefit from sharing an already
established, passionate Orbis Leadership Team

Founding Partner:

e Helps to shape the service to build a
credible customer offering and the
contractual arrangements which
underpin e.g. terms and conditions.

e Will inform the service scope and

(OLT). design of initial Key Performance
Investment: Indicators (KPIs).
e You will commit time and resource to provide * Play active role in transformation of
The non- critical support to help shape the service service.
negotiables of (Founding Partners) to build a credible customer LU o Benefits from co-developing the
becoming an offering. Senior officers will be required to Roles emerging offer and proves the model
Orbis Partner challenge the design of services constructively through “first customer’ status for your

through open and transparent dialogue so that
together we can build the compelling alternative.
Operational staff will be required to take part in
the co-design of detailed service offerings and
structures.

¢ You will commit a financial investment to an
approved business case. Through being a Partner
you have a real stake in our joint organisation.

respective sovereign agencies .

New Partner:

¢ Sign up to the core Orbis offer
designed and outlined in the business
case, helping to shape how services
continually improve.

¢ Benefits from a mature service and
joining the already established
infrastructure.
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1.4.3 On-Boarding process for partners

In order to realise the ambition to grow beyond the original Founding Partners, there is a need
to define the on-boarding process for new Partners. Therefore we have started to develop an
approach for assessing scope and fit for purpose of new Partners to ensure the long term
growth and sustainability of the partnership is protected. It is essential that new partners who
join Orbis are aligned with the vision and strategy of the partnership, and can contribute to
the future growth and success of Orbis.

As we go through the development of a successful partnership, we are likely to come across a
number of micro-level decisions and challenges that when seen in isolation could be difficult
to overcome. These decisions are currently being considered by the Founding Partners, and
will be developed as part of the Inter-Authority Agreement (IAA). The learnings from this will
help develop a methodology and enable a more informed discussion with future Partners.
However, there should be no negative impact to the sovereign authorities as a result of setting
up Orbis; further reviews through the appropriate governance structures would be required if
this was likely to occur.

It is important to recognise that the integration of new Partners will likely require a review of
the IAA and the associated governance model.

Why is it important?

As the partnership develops, and new organisations join, we will need to have a

Allocation of mechanism for allocating the costs of the partnership to all organisations.

Cost of Shared

Sz This will include how the level of provision can be flexed, and what the rules

associated with these are.

In order to operate, there will be the usual overhead costs associated with running the
Overheads o . .
organisation. However, there should be no additional costs to the sovereign
authorities as a result of setting up the partnership which are not outweighed b
Recharges . . . 2 . , < v
financial benefit.
° As organisations enter the partnership they are likely to be at different points relative
Capital to each other.
Allocation Establishing a way that all organisations enter the partnership is important,
including any one-off costs.
Under the Joint Committee structure, employees may be required to work across all
Joint organisations within the partnership, but will only be employed by one.
Appointments Understanding and agreeing how employees within Orbis are managed is important to
ensure that all staff are treated with the same standard across the partnership.
e Pay, Reward The terms and conditions across all entities entering the partnerships are likely to be
and Terms different. We are working out a practical solution for the two founding partners,
and however, we would need to review the on-boarding of new Partners on a case-by-
Conditions case basis to plan how we can make this work together.

East Sussex
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1.5 Services

1.5.1 Overview of Functional Service Model

Orbis has been designed with six functional services within its portfolio — these combine and
integrate the offerings which currently, or will eventually, exist within East Sussex and Surrey
County Councils. Underpinning these services is efficient and effective customer access and a
strong leadership function.

Each of the six services within the Orbis portfolio have designed their future offerings under
‘Centres of Expertise’ and ‘Transactional Business Solution’. This approach to service delivery is
based on a classic shared services model, and has been very effective in practice.

s Customer Access

Orbis Leadership Function

A
“split” service managed through SMF and Orbis
Leadership function

N 5. Pen e LI
(Business Ops)
Centres of Expertise

HR Fin Proc T Prop ' Business Operations

Service Management Framework

Cross-cutting functions

Orbis Functional Service Model
1.5.1.1 Orbis Leadership Function

Leadership is responsible for management of Orbis activity, affecting services, cross-cutting and
Transactional Business Solution (Business Operations). This is an essential function to direct
‘whole-Orbis’ activity which spans across services and brings everything together.

1.5.1.2 Customer Access

Customer access, or ‘experience’, is a key focus of the detailed design of Orbis. We want to make it
as easy as possible for our Customers to access our services and find the expertise, knowledge
and information that they need. We believe the pathway for Customers should be designed as
one — removing complexity and enabling ease of access. We will invest in enabling technologies
that support this approach to service delivery, so that Customers can access and engage with our
services more conveniently. East Sussex

County Council
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1.5.1.3 Business Engagement and Customer Liaison

Each service will naturally have their own approach to engaging with their Customers
however, there will be a consistent approach to quality, gathering requirements and
developing sovereign service strategies.

Specialist advice and strategy

Services will often have regular places on the Customers’ service management teams, as well
as providing pro-active insight and advice to enable Customers to make value for money
decisions.

Additionally we will work with our Customers on a project/programme basis providing
transformational expertise as well as day-to-day support.
Customer experience

The first point of entry for all Customers requiring advice or access to information will be a key
part of the Orbis design. We want to make it as easy as possible for customers to engage with
us which is why it is a key part of our next stages of service design.

HR Proof
of Concept

HR, through the pilot design, has designed its customer liaison through
two senior management posts, each with a dedicated Partner organisation
focus. These roles will be responsible for engaging with their respective

organisation to ‘commission’ the services they need for HR from the pooled centres of
expertise — such as workforce planning, policy development and HR advisory.

1.5.1.4 Centres of Expertise

The centres of expertise are the areas of professional specialism which will be ‘commissioned’ by
the business engagement and customer liaison function on behalf of Customers. These areas of
expertise have the ability to be traded to external customers. Generally they are agnostic of
location.

East Sussex
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1.5.1.4 Centres of Expertise (continued)

The following diagram summarises the proposed centres of expertise for each service:

Centre of Expertise Business Capabilities by Service

HR Finance Procurement IT & Digital Property
Wellbeing / Production & Architel?ture & _
Health & Safety Maintenance of Strategic Sourcing Design Project &
Strategies Projects & Programme Office
Workforce Programmes
Delivery of Audit F—
[Development & Dlan ASSUrance Category Strategy Application .
0D] 'Control : Development Management Ogelr.atnons
elivery
Environment Service
Pay & Reward Management

Strategy

Contract
Management

Policy
Development

HR Advisory

Horizon Scanning

Financial Hierarchy
Design

Subject Matter &
Specialist Finance
Advisory

Data Analysis &
Reporting

Contract
Management

Intelligence &
Analytics

Professional Skill
Development

Security & Risk

Operations

IT Services for
Schools

IT Services for
Libraries

Data Centre
Provision

Capital Projects

Investment &
Regeneration

Asset Strategy
Management

1.5.1.5 Partnership growth and new services

There is a process to be taken with new partners to identify whether new services e.g. Revenues
and Benefits, would become a new offer (a new vertical) or be incorporated within an existing
service (an existing vertical). This will be dependant on maturity of the service to take on the
new activity and / or where the function can be managed most effectively; as well as the views
and insights from the new partner bringing the service into Orbis.

The HR Centres of Expertise

These represent the key areas where both Partners will benefit from integration, both in
terms of cost reduction (doing things once) and maximising scarce expertise, thus improving

service resilience.

Policy Development: an integrated team will be refreshing and responding to changes in
national legislation and recommending the action required to current practice to ensure

both Partners are legally compliant.

support Partner organisations’ well-being strategy. It will also be able to respond to specific localised
commissioners at a corporate departmental or team level in response to a specific local requirement or focus.
The learning and benefits acquired from such localised commissioners are then shared across the team.
Contract management: coordinates the procurement of activities such as agency staff, recruitment and
occupational health to ensure maximum efficiency and service quality is procured and the relevant contracts
effectively managed. Contracts may be partnership wide organisational specific and will utilise expertise,

minimising duplication and sharing learning and continuous improvement.

L e
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1.5.1.6 Transactional Business Solution

Services within this function will drive efficiencies for Orbis and its Partners and Customers by
reducing unit costs through efficiencies of scale. Typically these efficiencies will be achieved
by effective process reengineering, better use of available technologies and through excellent
people management.

This will involve a clear split between services (left box in the diagram below) and
Transactional Business Solution (right box in the diagram below) but there will still be single
service ownership through ‘Global Process Owners’ which sit across the end to end process.

This will mitigate the risk of services becoming solely ‘customers’ of the Business Operations
function — further enabled through the Service Management Framework.
==  Customer Access

Orbis Leadership Function |

A
“split” service managed through SMF and Orbis
Leadership function

Transactional Business Solution
(Business Ops)

Business Operations

Business Engagement and Customer Lialson

Centres of Expertise

HR Fin Proc T Prop

Service Management Framework

Cross-cutting functions

Business Operations

HR Transaction Services

HR Proof
of Concept

HR Finance Procurement
HR scoped the services to transactional transactional transactional
activity activity activity

be placed in ‘Business Operations’

by determining the services which

could benefit from increased automation, PTEfEISI 7] Sl
. . . . transactional transactional
standardisation and general efficiency generation. ST Sy

The ideal is that the channel shift implementation

will enable this change.
First line customer contact
Pensions Payroll E-recruitment

First Level HR Training Continuous improvement

Advice Administration

Data management
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1.5.1.6 Transactional Business Solution (Continued)

We have developed a unique model for the running of Business Operations, identifying scope
and purpose of fit of services to be transitioned into Business Operations.

Work has already been initiated during the service design workshops to identify certain
services that could be delivered by Business Operations due to their transactional, high-
volume nature. The aim is to drive additional growth and deliver more efficient services,
through reengineering processes and adding increased automation where possible. Through
this, we will be able to reduce our operating costs, and improve our services in order to
attract new Customers and Partners. This strategy is a key long-term growth driver for Orbis,
which will help us compete in new markets, by enhancing the services we can deliver through
the scale of our joint partnership.

1.5.1.7 Commercial Opportunities

East Sussex and Surrey County Councils already have some excellent successes in trading their
services commercially, for example the Business Operations team trade their payroll function
to a number of other public sector organisations.

As part of our ambition for growth, we will build on this success and continue to
commercialise certain services, and improve the Orbis offering to win new business. We
believe that by joining together and driving scale, we will be able to achieve efficiencies and
make our services more competitive and gain additional market demand.

We are already generating 5% of our in-scope Orbis activity from customer income, and we
believe we can grow this further by striving for operational excellence, and delivering on
improved customer satisfaction.

We have developed an approach for identifying sales opportunities, and winning bids
successfully, which our services are already using to win business for Orbis. In the next phase
of the programme, we will develop a growth and commercial team, who will design and
deliver a growth and commercial strategy to coordinate new business opportunities across
services. Through this we will be able to effectively develop portfolio strategies for our
services, and link up the account management across Orbis.

East Sussex
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1.5.1.8 Cross-Cutting Functions
There are a number of offerings and operations which span across two or more of the six services.
These have been defined as ‘cross-cutting functions’.

There were a number of choices for how to manage and arrange these functions, from complete
centralisation to devolved within the services — the table below shows the definitions for these
cross-cutting functions.

Does capability
Cross-Cutting Definition currently exist?

Performance Metrics, Key Performance Indicators (KPIs), and information about the fulfilment Y
of desired outcomes .

Business Support Administrative and clerical generic support to an activity, function or service . Y

Risk Management The forecasting and evaluation of risks together with the identification of Y
procedures to avoid or minimise their impact.

Programme The discipline for delivering a project and programme within agreed resources. Y

Management

Business Change The discipline for delivering a change to the running of a particular activity, Y

and Transformation function or service.

Service Desks The first point of contact for all ‘user’ customers - front door . Y

Growth and The management of business development, profit planning and target setting. Y

Commercial

Account The discipline for managing relationships with Business-to-Business (B2B) Y

Management customers.

Continuous The discipline for delivering continuous improvements to processes on a day-to- Y

Improvement day basis .

Data Management  The processing, coordination and consolidation of data and information across a Y

particular activity, function and / or service .
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1.5.1.8.2 Centralisation of cross-cutting functions

There are a number of choices on how and where to place the cross-cutting functions of
Orbis. These choices are mapped on a ‘centralisation scale’ below.

n

<
<

De-centralised Centralised

1 - Do Nothing 2 - Share Methods 3 - Create a Virtual 4 - Align capability 5 — Centralise

and Tools LCET] and capacity to a completely

Service

Repeated functions Recommended ‘good  Champions and Continue, re-focus or  Continue, Re-focus or
and capabilities with  practice’ but not community to drive invest in resources, invest in resources,
different approaches  governed good practice existing team central team
and methodologies

Services continue to Creation of a ‘virtual Pool the resources for a Pool the resources for a
Services continue to approach cross-cutting team’ or network to particular function and particular function and
approach cross-cutting  functions in their own  own the methods, tools align it to a specific align it centrally —
functions in their own  way, but there is a and approach — keep it service area — where where something
way. recommended updated, recognise it  the capability is requires cross-service

approach for ‘good as a profession across  complimented or the delivery, decision

practice’. Orbis . approach and skill-set  making and capacity .

is more mature .

The placement of cross-cutting activity does not impact service lines in having an element of
responsibility for it.

Example placement using the centralisation scale:

1 - Do Nothing 2 —Share Methods |3 —Create a Virtual |4 - Align capability |5 - Centralise
o and Tools Team and capacity to a completely
= X
g Service
8o All services have Thereis a A virtual team of All programme All programme
c their own method recommended practice has been management management
S and approach to toolset and set up to own the capability has been  capability has been
] managing approach for methods, collate a  removed from all removed from all
E programmes; there  managing single view of Orbis services and Orbis services and
© is no single view programmes across programmes across  placed in one, such  placed in a central
%" across Orbis. Orbis but no Orbis as IT. team.
a governed or single  [recommended].

view.

Programme Management is unique in the different services and requires a specialist skill-set,
therefore it is not recommended to centralise within a service, or completely. It is
recommended that it is placed as a ‘virtual team’ with IT — the team has a mature capability
and re-usable methods which Orbis and its customers can benefit from.

East Sussex
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1.6. Governance

1.6.1 The Governance Framework

The establishment and mobilisation of a clear and effective governance structure is essential
to the efficient running of Orbis. Good governance will drive confidence across Partners,
enable rapid and robust decision making and set the overall direction for services. It is
particularly important under the Joint Committee structure to understand the governance,
controls and structures of the sovereignty.

1.6.1.1 How Orbis delivery will be governed

The ‘Orbis Governance’ relates to the functional structures required to enable the new
operating model to work in practice. The proposed framework is intended to coordinate
activities between services, through clearly defined escalation points and reporting routes.

The governance design presented is indicative and subject to an ongoing continuous
improvement process that will review and evolve the model during the course of the Orbis
programme mobilisation and transition to Orbis as an organisational entity.

Strategic Management should:

e Provide direction, sponsorship and leadership

¢ Dictate requirements, strategies and timeframes

Management * Promote effective partnership with the business
Business ¢ Drive solutions and innovation

Partnerships ® Resolve escalated issues

Operational Service Management includes:

Strategic

¢ Managing expectations and satisfaction levels
Contractual Governance R o
Operational Management e Ongoing process management and monitoring
Performance Reporting e Reporting of business relationships

e Resolve escalated issues

In-Service Management In-Service Management includes:
Day to day operations and relationship management « Day-to-day operational management

¢ Monitoring and reporting of performance
e Driving performance improvement

Continuous Improvement
Operations and issue resolution
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1.6.1.2 Sovereignty

Under the partnership structure there will be a number of areas which need to remain
sovereign to the Partner organisations. It is essential that councils have the relevant amount
of control over their core functions to deliver the priorities of Members.

For business services across the Partner organisations (i.e. Orbis), the overall decision making
and accountability will be responsible within the sovereign organisations, the delivery and
management of these services will be managed and governed within the Joint Committee
structure of Orbis.

ESCC / SCC Sovereignty _ Example Scenarios

Budget Decision making on the Budget monitoring and E.g. If a department is overspending in
Management budgets within ESSC / provision of advice on either ESCC or SCC, Orbis would

and Strategy SCC. delivery of services within  monitor the budget and provide

(5151 Decision making on Budgets. information to ESCC or SCC in order

for them to action within the dept. of
the sovereign council.

Accountability) actions for overspending

151 accountability.

Orbis Service  Setting direction and Strategy development for  E.g. The portfolio plan written by

Strategy & requirements for how Orbis services can either ESCC or SCC for business
Delivery business services deliver against direction set services requires 6 new schools to be
Oversight and by sovereign authorities built — Orbis would be responsible for
governance against Management of managing the delivery of 6 new
sovereign policy, performance against schools.
management of sovereign requirements
Members. (portfolio plans).
Other All aspects of Provision of supportive E.g. A department strategy for ESCC /
departmental  development, services and information.  SCC will be developed by the sovereign
strategy management. authority. Orbis will be responsible for
providing the department with
supportive services as they deliver it
and any advice needed to develop it.
Corporate Set corporate strategy Provide support services E.g. A priority outcomes is to make the
strategies and define priorities. needed to deliver the best use of resources, Orbis joint
corporate strategies of property and procurement services
each council. will ensure this outcome is delivered.
Employee Setting and defining Managing staff to T&Cs, E.g. ESCC or SCC undergo a pay review
Terms and T&Cs for staff. managing and delivering an for all staff and decide to increase all
Conditions HR process which complies salaries by 2%, Orbis will manage the
(T&Cs) with policies. employee T&Cs for the sovereign
authority inside and outside of Orbis
as part of the HR function.
Eastfyssexl
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1.7 Technology and Information

1.7.1 Technology and Information overview

As a key enabler of keeping Orbis up and running during the transition to future state, as well
as supporting the transformative changes, Technology and Information must be harmonised
to realise the full potential from business services. Before this can be done however, Orbis will
first focus on the hygiene factors of providing shared working environments. This will be
achieved by constructing a foundation upon which Orbis staff can collaborate. Prime examples
of this collaboration include the ability for colleagues from different organisations to share
calendar and email contact information, to be able to access critical applications, such as the
current finance or HR case management systems from remote locations or simply to get
access to files and information stored on a folder in another office. Once these hygiene factors
have been addressed, further convergence of IT systems will enable further benefits for Orbis
as the provision of services across Orbis is brought together.

Solutions for Technology and Information can be classified by five enabling themes:
* Animprovement in self-sufficiency which will empower both Orbis staff and customers.

* Increased mobility, allowing Orbis staff and customers to access Orbis technology and
information from varied locations.

* Collaboration allowing Orbis staff and Customers to work together on common platforms,
information and documents.

* Improved Cost Efficiency from the re-use of technologies across Orbis maximising the
value of IT and Digital.

1.7.2 Technology and Information Design

Within Orbis at present, each Partner has a separate and stand-alone IT environment, which
provides the technology and information required to support each councils’ services. These
two environments, while similar in many ways, have been created to serve the specific needs
of each council.

In order to achieve effective integration across Orbis, the supporting technologies used by
each partner organisation also need to come together. This means there should appear to be
a single, consistent user experience to anyone consuming technology and data across Orbis.
This is reliant on first getting the IT hygiene factors, such as email, calendar and document
sharing working across Orbis, before specific technologies and information to harmonise
services’ business capabilities are implemented.

East Sussex
County Council 3



O

There are two distinctly different ways in which technology and data enables Services to

operate efficiently in this diagram. These are:

Business Services IT refers to the provision of line of
business IT solutions that solve specific needs within or
across services. Here, the focus is on supporting the
services in the operation of their functional areas, with
the right technology and data for their individual
needs.

Cross-cutting technologies and data will also be used,
especially in areas such as reporting and data
management where the technology and data can be
re-used across the enterprise by multiple services, for
example the cross-pollination of finance data into the
services to allow for better decision making support.

Business Services IT represents the results of ‘Areas of
Search’ within each service. The services will identify
areas which they wish to focus on to harmonise their
business capabilities and, in doing so, will require
converged technologies and information.

As Business Services IT is so dependent on the analysis
of ‘Areas of Search’ for each service solution, cost and
benefits cannot be fully predicted until such a time as
the analysis is completed. This will require more effort.

Core IT Services

Underpinning the support of services themselves is the
foundation upon which all IT is built. This is referred to
as the Core IT Services and includes the provision of
common tools and environments upon which services
depend to conduct their day-to-day operations.

Core IT Services covers all of the Technology and Data
building blocks any organisation needs to operate,
from email to the provision of hardware to securing
the IT estates. These IT environments are currently
provide d for the specific needs of each organisation.
To enable collaboration between Orbis staff in each
organisation these environments must converge.

Core IT Services will provide the foundation upon
which these technologies are delivered, such as the
networks, security, web servers and email. Core IT
Services will also address the themes of customer
enablement, mobility, collaboration and cost efficiency
through targeted, cross-cutting projects that will build
a foundation upon which Orbis technology solutions
can be delivered.

This includes interoperability between major
technology assets, such as email and calendar, making
critical applications used across all services available
from any location, giving access to file shares and
network resources across all Orbis IT environments;
and ensuring user accounts can be managed across
Orbis.
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The convergence of both Business Services IT and Core IT Services seeks to improve the
efficiency of the provision of services across Orbis by focusing on the changing expectations of
Orbis Customers, who increasingly demand a service that is available whenever and wherever
they need. Meeting these changing expectations not only empowers Orbis Customers but also
creates efficiencies for Orbis service staff who can spend more time on higher-value activities.

Both organisations currently use the SAP Enterprise Resource Planning system to varying
degrees to deliver corporate services. Further investment would be required by East Sussex
County Council to reduce manual processes and address usability and reporting issues. Surrey
County Council could also benefit from a converged platform to satisfy demand around
usability, decision support, and changing workplace needs.

An initial piece of work to establish the ‘case for change’ concluded that ‘doing nothing’ is not
an option. Consequently, the decision to stay with SAP in a converged form, or to move to
another system will be addressed by the Business Solutions Platform (BSP) programme. This
programme will run in parallel to Orbis, but will also have an impact outside of Orbis.
Therefore, it will have its own set of benefits outlined in a separate business case.
Interdependencies between the Business Solutions Platform and Orbis programmes will be
managed by those responsible for the delivery of each programme; for example, decisions
affecting the IT landscape for both programmes will pass through the same Architecture
Design Authority.

East Sussex
County Council 33



O

1.7.3 Themes for the provision of Technology and Information

Across both Business Services IT and Core IT Services there are five different themes that will
address changes in demand from technology and data by enabling technologies and data to
realise future service design. The following themes are relevant across services, and show
where effort is required to ensure that the customer experience across Orbis is rich, insightful

and engaging:

eme oot [reats

Self-Sufficiency

Collaboration

LY

Cost Efficiency

($)
-

Digital

T

Self-sufficiency refers to Customers being
empowered, going beyond self-service in a

traditional sense. It aims to provide not only the

ability for the Customer to serve themselves
but to do so when and where they choose,
without having to wait for heavy process to
deliver results to them.

Mobility generally means the convenience to
access services from any location, not just from
home but from outside traditional networks as
well. It needs Customers to be able to access
services across different devices from different
locations and makes use of correct channel
management to do so.

The ability to work together across boundaries

is what is meant in basic terms by collaboration.

In the context of Orbis this extends to the
ability to share documents, information and
data across the different networks that make

up the IT landscape of the Orbis Partners as well

as the ability to share knowledge and expertise
as well.

Cost efficiency in simple terms refers to getting
the most value out of technology and data. The
combined purchasing power of Orbis and the
opportunities for re-use of technology across
Orbis give the ability to maximise value from IT
systems currently in use and from IT systems
that need to be procured.

The Digital theme refers to the use of modern
transformational methods create technologies
and information to engage Customers in more
compelling, accessible and automated ways.
This enriches the customer experience of the
services they require from Orbis and creates a
desire for more engagement.

Ability for managers in front-line services to
provide their own performance appraisals
rather than have this function performed
through a centralised HR contact.

Common approach to delivery for
Customers leveraging the best Mobility
strategies of ESCC and SCC (e.g. Agile and
Modern Worker programmes).

Technologies that enable virtual teaming
and knowledge sharing. There are various
applications already in use (e.g. Huddle and
SharePoint) that allow Orbis staff to work on
the same documents.

Use of a common email platform that will be
standardised across Orbis.

Provision of administration systems for HR
that will allow more generic teams to fulfil
the need, freeing up more skilled workers
for advisory roles.

Use of a single customer landing page which
aggregates access to activities they may wish
to conduct across all services and presents
them in an easy to use, engaging and
compelling manner.
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The HR pilot process has highlighted these five themes, but has also shown the need for enabling
technologies that span across all Orbis services to allow the services to modernise their business
capabilities and provide a richer customer experience that embraces customer empowerment,
mobility, collaboration and cost efficiency. These technologies will be deployed across Orbis and
will then be configured on a service-by-service basis according to the specific needs of each
service. Not only will this be cost-efficient IT for the services, but also provide a consistency to
ensure that our Customers experience a similar high level of service across Orbis.

These enabling technologies are:

Enabling Technologies
across Orbis Description

Business Operations  This set of enabling technologies refers to those

Management tools and systems that can be used to allow
information to flow around the organisation more
freely and to be accessed in more varied means.

Business Intelligence, Allowing the right data to be accessible in the right

Analytics and place at the right time is the aim of this set of
Reporting enabling technologies.

Knowledge Technologies that allow knowledge and subject
Management and matter expertise to be shared around the

Search organisation in a context specific manner

Enterprise The ability to physically move data between systems
Applications across the Orbis Partners using technological means
Integration such as Application Programming Interfaces and

‘Message Bus’ solutions.

Enterprise Data Managing data across multiple systems and multiple

Management organisations, this set of technologies aims to re-use
both structured and non-structured data in an
efficient manner.

B T e HR Proof

i The HR Centres of Expertise of Concept

' Enterprise-wide enabling technologies will help harmonise the business capabilities

i of each Service through the analysis of ‘Areas of Search’. This analysis will determine

how best to implement the enabling technologies for each service, for example the implementation of
an HR dashboard for staff to feed into their own performance appraisals, showing how well they are

‘Areas of Search’ are priority areas where the greatest  E.g. HR Advisory

perceived benefits will be realised through process Processes to be redesigned to leverage best practices, and
improvement and reduction of duplication. reduce the amount of time HR professionals spend supporting
managers.
East Sussex
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1.8 Location

1.8.1 Overview

The location of Orbis services will be based on the real estate currently available across both
councils, as well as any locality based requirements. There is an opportunity to co-locate
services, which would help reduce operating costs by consolidating activity from multiple sites
across the two councils. Co-location of services could also lead to reduced IT management
costs, and could provide scale and capacity for future growth.

Most services are flexible and could be based anywhere, when supported by the right
enabling technology. There are however some cases where certain roles require specific local
expertise, and will therefore need to remain in certain locations (e.g. relationships with local
Business Partners).

There are some services which may benefit from being regionally based, such as Business
Operations. Work has taken place to create the capacity to locate necessary parts of these
services together now. This will help align strategies, remove duplication of roles and align a
consistent management structure which will set the service up for success.

When determining if / and how services will be relocated, some questions and implications
we will need to consider:

¢ How would co-location affect our services?

* What is the cost involved in co-location, and is there an opportunity for additional savings
to be realised?

* How many different sites do we have available in the Orbis partnership?
* How would our staff and customers be impacted?
* Do we want to retain jobs locally for each partner?

We have just begun to initiate detailed design for future service delivery, which is a key
dependency in determining location requirements. We will conduct a more in-depth analysis
on the costs, benefits and risk associated with this approach, once we have a better idea of
how each service will be delivered in the future.

The Agile Workforce of the Future
The roles within the top three tiers of management have

HR Proof
of Concept

been designed to have location considerations, balancing the need
to have HR personnel where the Customers need them with the most

cost effective solution. Therefore, a small number of roles have been specifically placed
within a location of each Partner organisation, but the majority can be co-located or based
anywhere within the Orbis property portfolio — enabling a flexible and resilient workforce.
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County Council 36




O

1.9 Processes and Transactions

1.9.1 Overview

The processes and transactions will be a key part of the detailed design of Orbis. It will be
fundamental to converging services while also enabling best value for the Customer and for
money. For all services, other than the HR pilot project, this will be covered in the next phases
of design, led by the future service leadership teams.

HR Proof

Simplifying processes in HR
of Concept

For HR we are trying to simplify processes, and identify areas within HR
where we can reduce our level of support and enable managers to

become more self sufficient. When the model is implemented well it will achieve greater
consistency in the levels of HR compliance across the partnership, enhance the speed of
service delivery and provide Customers with greater clarity through timely access to the
support and information they need.

| The illustration below demonstrates an example of some of the detailed workings carried i
i out to understand the current processes — what is expected from a statutory perspective i
i and what happens in practice. This work has enabled us to determine the current practice i
. and how they vary, both from established policies, as well as minimum legislative |
i requirements. This criteria has allowed a forecast of the level of efficiencies that could be i
i realised if the manager was equipped, supported and therefore empowered to deliver
i against an agreed policy in a self-sufficient way. The ‘actual’ involvement from HR, shows |
i high amounts of reliance on HR hand holding, which can delay procedures, increase costs i
i and cause unnecessary ‘clunkiness’ in the process. ]
| Performance Grievance |

Policy Actual Policy Actual
&= = — e =_— = ST . e = —
B = == = )
B == =| | B - = - FE B -— an
‘ ,a i = - ~ === e
o=l Ee - B il :
- . = m =
= =5 = == —— = -~ = = —
= =0 — S — .—. - - —-— = — == == =
e —_—i = == o = = W = -
0 B B = - - = i o ) — !
: : ' : # ’ ¥ " ’
e - el i ! | =
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Illustrative purposes only — please ignore text Key:

m=m Telephone support

— Face-to-face (pre-meet)

—= Face-to-face (formal meeting)
mmmm Face-to-face 2 HR personnel

— Manager self sufficiency (intranet)
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(Continued)
As well as this working to check resource effort against Statutory Policy,

HR Proof
of Concept

some internal Partner benchmarks were taken. This benchmarking

exercise allowed us to gather an informed current state and to understand the levels of
change required between the two Partner organisations in order to reach an efficient,
effective integrated state. Through this internal benchmarking work, we have been able to
assess performance across the partnership, identifying what is working well and which areas
could be improved. This has been an important exercise in determining best parts of both of
the HR service models within the current Partner organisations. The aim is to leverage these
best practices in the future state design.

We have also compared this data to industry benchmarks — to allow us to have a HR service
design which is viable in the market.

Key Observations
* The cost of the HR Advisory function is 20% higher in Surrey than East Sussex.
* East Sussex support 40% more customers than Surrey with the same level of resources.

* Cases are managed on average 45% faster to a successful resolution in East Sussex than in
Surrey.

* Thereis a need to improve the quality and availability of timely information management.

The table below highlights on a like to like basis, a significantly higher cost per employee for
HR service delivered in Surrey compared to East Sussex.

Total HR staffing cost per Staffing = £1,839, 000 Staffing = £3,223,000
customer (rounded to nearest £)
Customers = 15,505 (including Customers = 11,024
schools and academies)

£118 £292
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2.1 The Journey so Far

2.1.1 Overview

We have been working together since 2012 to improve the way we deliver services to our
Customers and Partners, starting with a shared Procurement function. We are proud of our
accomplishments thus far, and have great ambition for what lies ahead. The following section
outlines key milestones and our future plans for development of the partnership over the next
three years.

2.1.2 The Journey so far

Since the partnership officially launched in April 2015, Orbis has successfully initiated a
programme of change. The first phase of this programme has been focused around
establishing the vision for change and the initial elements of the Target Operating Model /
TOM (See Section 1.1.1 for more detail).

The second phase will be to develop and align a series of focused programmes around people,
processes and technology to support integration of each service, reduce duplication, and
enhance service efficiency.

: Joint procurement function : : Decision to create : : Business case approved.
| under a Shared Head of | :Orbis partnership. | :_Partnership formalised. :
I Procurement. e S’ N

2012

| SAP systems co-hosted in !

: Surrey Datacentre. I
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2.1.3 We have been leading change through our EPIC people

The change for people and culture has been initiated through various communication and
engagement campaigns, such as the formation of the EPIC Champions network, and the co-
creation of the Orbis behaviours (See section 1.3.6)

Through the collaborative co-design, which was outlined in Section 1 of this business plan,
significant staff engagement and involvement has already begun to take place.

Orbis Design Working Groups

The work on the Target Operating Model / TOM (Section 1 of this business plan) has helped to
advance the thinking around the vision and culture of Orbis. For the past few months, each
service has worked together to build on the initial design work for the TOM, and to envision
how their integrated service may look and feel in the future. The integration of management
teams will be the first major change programme activity, and will result in significant savings
for the partnership.

The next phase of the programme will be focused on the detailed design of the TOM and
business integration. The Orbis change programme will be the mechanism to move the
services from their current to the future states set out in the TOM. The change programme is
a significant undertaking and will be delivered over a three year period. The expected phasing
of activity is shown in the high-level change roadmap.

East Sussex
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2.2 The 3 Year Roadmap
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We have strong ambition to build a better service for our Customers and create an ‘EPIC’ work
place, however the journey to get to this future state is significant, and will require time and
investment. The Roadmap for Change sets out the activities required to transition services
from their current to future state over a three year period.

I 2015

improvement
and removal of
duplication
savings
Services created their @ Busi
future state vision usiness
Integrated Solutions
@O\~ Integrated models management Platform Improved data
P ' N developed for each team in place configuration management
= service and training and reporting
. . Business iliti
Orbis design Capabilities Solutions capabilities
principles assessment for Platform LT~
confirmed ‘Areas of N procured Vv ~o
" Search’ forall L8 IT solution // N
HR Capabilities services PDF architecture / \\
assessment . for ‘Areas / N
Review of of Search’/ N\
policies and / N\
HR Integrated -~ 7 [ ~._procedures  Alignment of future ~ / @ AN
mgmt structure i state policies and // N
confirmed P 2016 procedures , N
S Orbis is a fully
// . N C bling IT // integrated
/ Brar?dmg, Cross- \\ ore enaviing / Business readiness service
Partner 7/ cutting and Recruitment architecture Y
inciol V2 assessment and
principles , Governance focus Strategy /
established groups developed SN 7 futurg state
/ established planning
// Performance
/ @ Mgmt Strategy
/ developed
,/ 2017
/ Orbis behaviours
/ confirmed
/
ep i Cc we . growe @ Behavioural anfd role-
based training for
: 2 ngen-lum‘ redeployed aid new
EPIC Champions ‘ Transition of ~ "€C€PIOY
established Payand Reward ~ peopleinto  Nires
Created Strategy to be new teams
Vision to be the Ingenium (Talent | - geveloped
‘Compelling programme)
Alternative’ g
HR Proof of Concept

Where we are today

I 2018
Process
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2.3.1 Change and Transition

Separate programmes which are either service specific (driver programmes) or cross-cutting
across all areas (enabling programmes) will be used to transition services from their current to
future state.

Each programme will involve a range of projects and workstreams which together deliver the
changes and outcomes required to enable the required benefits. The approaches between
programmes will also change depending on the timeline for delivery, availability of resource,
technology requirements and location dependencies.

Orbis Service Led Driver Programmes

IT & Digital HR Finance Property Procurement Business
Operations

People & Change

v L L ey s oy s

Business Unit Transformation

- . — e = e . . -

Technology and Information

A vy —— o - - *

Cross-cutting/ Customer & Partner

Enabling Programmes

Driver programmes will be responsible for the detailed design ~ Enabling programmes will work across the driver programmes

and implementation of the future state service, including to support people and system requirements, and to facilitate
business units / functions, people, process, and system business change across services.
requirements. Initially 4 Enabling programmes are recommended:
1) People and Change

These programmes will be led by each service, supported by This programme will create the necessary culture within
enabling programmes. Orbis and set out the HR infrastructure necessary for

services to complete the people element of their driver
Resources to support each programme will be determined by programmes.
each service. 2) Business Unit Transformation

Working with IT to capture and develop business
requirements and ensuring business as usual activities are
maintained.

3) Technology and Information
Implementation of enabling IT platforms which will
underpin the changes needed by services.

4) Cross-cutting / Customer and Partner
Delivering Orbis-level design and growth of Orbis itself

East Sussex
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2.3.2 The approach for service led business change

Business change and transition will be delivered in a phased approach over a three year
period. Each service will have a separate journey moving towards an integrated service by
2019.

The phasing of change activities will vary by service depending on business readiness,
technology requirements and resource capacity.

At this point in time, each service is in the process of confirming their integrated operating
model, integrated management structure and ‘Areas of Search’ (these are priority areas where
the greatest perceived benefits can be realised from integration). Over the next few months,
each service will determine where business improvement can be made and how savings can
be delivered.

2.3.3 HR pilot

HR has already identified seven ‘Areas of Search’, which have been analysed in detail to
determine if savings could be realised. The pilot provided confidence that savings could be
achieved by improving processes, and creating a more digitally enabled service. The aim for
the future service is to achieve these savings, while also improving the customer experience.

The approach taken by HR to design their Target Operating Model

components was successful in developing a proof of concept, which the other five
service areas can adopt as they begin detailed design. The pilot process gave

' the opportunity for enhancement and lessons learned so that it can be improved, adapted and
i rolled out to the other services to assist them with uncovering areas of potential savings and

i income generation.

HR Proof
of Concept

2.3.4 Phasing approach

Change initiatives will be broken out by programme and project, and will run simultaneously
in order to keep pace. At a high-level change activities will be grouped as 1) ‘Design’ 2) ‘Build’
and 3) ‘Implement’. There will be different phases of each over the three year business plan,
and some activities will run concurrently. The services will lead service design, build and
implementation activities, with their people delivering and managing the change. Enabling
programmes such as Technology and Information and People and Change Management will
support each phase, specifically ‘Build and Implement’.

East Sussex
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Programme Level

Driver Programmes

Enabling Programmes
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2.3 How it will be delivered

2.3.5 Programme Delivery

The programme plan below is a high level view of the programme activities which will deliver
the three year roadmap.

- April 2015-March 2016 April 2016 —March 2017 April 2017 -March 2018 April 2018 —March 2019
‘ 7 OctCabinet ," falned Duplication & process Duplication & Duplication
Key A budgets improvement benefits BEOCESS process
realised imp
Milestones Integrated Mgmt benefits realised benefits realised
benefits realised
Oversee portfolioof change programmes to ensure programmes are on trackand have adequate resourcesto supporteach phase.
Programme
Level - .
t/Reporting
: : Orbismgmt Initialintegrated Orbisintegrated
High-level TOM Design > % * -
\,\’ teamin place \A pnlimsand processes ‘A’ teams in place ‘A-'
Orbisisa fully
HR Proof of integrated service
Detailed Design |
o I
v ssiten eyem e e s e e sy e I e i e e e S S S e R S e e
semws e i e e “
Phasingwill ! / /4
varyby :
Service | Detailed Design Implement
I _/
: Detailed Design Implement
| oy iy i e i i e e i e e e e :-mw/’_
Develop People
Transition Consultati 1d Organisation Desij support Services
Strategy
Design Performance .
Management & Implement integrated Performance Management
Appraisalstrategy programme
People,
Design
Comms and Rec:'ﬁ s Launch Orbis Recruitment
Change ey and Induction programme
Mgmt
Develop Ingenium
Talent programme
Develop
comms and 2 s TS - : : 2 2 :
e Ongoingc ation & change manag activi (including engagement sessions with OrbisExtended Leadership from ESCC and SCC and EPIC champions)
strate,
Support Initial High-level Detailed Service Design Solution eploy and
ServicesDesign Solution Requirementsanalysis Architecture rain
Technology Core enabling technologiesto deliver colleborative working within Orbis >
&
g cn Core enabling technologies to deliver colleborative working within Orbis >
BusinessSolutions Platform strategy, business case and implementation plan >
Onbuardirgproces> Further develop Partner Offer andfind additional partners and customers >
Cross
Cutting/
Customer & Identify cross-cutting opportunities
Partner
Identify areasof growth and new business opportunities for Orbis >
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2.3.6 Programme resources

In order to maintain momentum, and keep pace and scale, it is important that the right
resources be engaged to mobilise the next phase of the programme. A level of investment is
required to maintain the current programme team for the next critical phase of detailed
service design. The proposed cost for resourcing the required teams to support a change and
transition programme of this scale and duration has been estimated at a total cost of £2.1m.

The proposed resourcing mix is based on the following principles and considerations.

Key principles of resourcing are:

1. The right people and right mix

* Governance, operational experience, programme / project delivery, analysts.
* People who can deliver sustainable change.

2. The right resourcing schedule

* Resources will ramp up and down over time.

* Internal resource supply should not jeopardise business performance.

* External support can be used to deliver specific capacity, capability or experience.

3. Selection should be about capability, not just availability

* Extract our best resources from business-as-usual (BAU) activity — recruit if we do not
have the skills required.

Key considerations when determining resources for Orbis:

* Access to the right capabilities and expertise — Not having the right technical expertise
and capabilities to get the job done may lead to project slippage.

* Conflicting priorities — Internal staff have existing BAU priorities that may influence the
time they can commit to projects.

* Owning the change — In order for change to be successful, it is important to have a good
mix of internal staff owning and driving change programmes.
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3.1 Benefits Case

3.1.1 Overview

The benefits from establishing a shared service invariably relate to the consolidation of
activities and services delivered by the two partners, and the resulting resilience and
efficiencies that can be gained. Integration of this scale could deliver financial and non-
financial benefits, and both are fundamental to the success of the Orbis partnership.

3.1.2 Benefit types
There are four key benefit types that could deliver financial savings:

Management De-layering: This will be achieved by integrating the management of each
service and reducing, where appropriate, the layers of managerial hierarchy.

Process Improvement: Making processes more efficient and effective through use of more
standardised, streamlined processes. The scale of Orbis also provides opportunity to maintain
specialisms in specific areas. These can often be technology enabled to offer automation and
user self-sufficiency.

Removal of Duplication: Where activity is common across the two organisations, there is
potential benefit through economies of scale and scope to remove duplicated effort. Care
needs to be taken to ensure that the needs of the individual authorities are still met from a
common approach (e.g. through tailoring specific activities where needed).

Growth: This is the additional income that the services within Orbis have forecast can be
achieved for inclusion in the Business Plan — this is key for Orbis as it expands its external
customer base. Further opportunities for growth are expected through the partnership,
although a prudent approach has been taken and these further benefits not included in the
business benefits at this stage.

3.1.3 Non-financial benefits

Non-financial benefits are expected to be generated for the two councils as

improved processes, systems, and management information will provide better insight for
decision making and identify where attention could be provided to improve value for
money.

e Orbis will capture a change in working for its people — these people are our
biggest asset. This is why we have harnessed their talent as we design how we
EPIC work in the future —they will co-design our future services.

People e Staff engagement and motivation to be part of a innovative, knowledge-led
organisation which places emphasis on the development of talent. We place
significant emphasis on developing this and have launched Ingenium, our high
performer talent programme.

e Together, we have improved operational resilience as greater depth and
breadth of skills exist across both councils.

East Sussex
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We have integrated management structures to enable strong, single
accountability.

e We have identified early opportunities to create scale, financial efficiencies
and pool talent and expertise to deliver excellent quality for our Customers.

Integrated
Services

e Qur vision and design principles are centred around improving and sustaining
the services that we provide to our Customers and Partners.
Customer . we have developed an approach for service delivery that will improve
Experience accessibility of services and empower Customers transform to an agile way of
working, through channel re-design.

3.1.4 Financial case

To support the implementation of the Orbis partnership the financial plan has been developed
and builds on the outline business case presented to Cabinet in February 2015. This case
identified potential savings of £6m - £8m (10%-15%) against a 2014/15 baseline.
Corresponding investment costs of £6m - £10m were identified to support the
implementation, and delivery of these expected savings over a three year period.

The baseline has been refreshed and updated for the 2015/16 budgets and detailed work has
been completed to ensure consistency between both councils and provide an agreed
foundation to enable the design of services for the future.

Design of the Target Operating Model (TOM) for each of the services has enabled the benefits
to be refined further and provided greater confidence about where the principal benefits can
be realised. Working with the technology teams across both councils has also enabled further
refinement of these investment costs. There is still further work required to confirm the
benefits and associated costs and this will be completed in the next phase.

3.1.5 Baseline

The partnership have refreshed the baseline operating budget which has been used as the
basis for the benefit targets. This baseline is indicative of the activities that will be undertaken
by the partnership on behalf of each council and determines the expected budget
contribution required. This provisional budget includes some activities that are undertaken by
one council only, which is noted as ‘single activity’ in the table on page 48.
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Common This relates to categories of activity that common to £21.3m £42.1m £63.4m
Activity both the Founding Partner organisations

Single Activity This is activity that is unique to one of the Founding £0.3m £1.1m £1.4m
Partners.

Total in Scope Total of the ‘Common Activity’ and ‘Single Activity’ £21.6m £43.2m £64.8m

In addition, the table below details the total ‘out of scope’ activity that Orbis manages on
behalf of Partner organisations (e.g. licensing and procurement costs).

Managed on This is ‘out of scope’ activity that Orbis manages on £24.8m £51.1m £75.9m
behalf of behalf of the Partner organisations (e.g. licensing or
procurement costs)

The baseline confirms that the contribution ratio for the founding partners remains at broadly
1/3: 2/3 as noted in the outline business case. The due-diligence required to ensure that
baseline accords with the agreed principles will be further developed and captured in the
Inter-Authority Agreement (IAA) and will be used as a basis for sharing future costs and
benefits.

3.1.6 Financial benefits

There are clear financial benefits to be delivered from integrating Services across Orbis.
Initially these will be delivered from management de-layering and removal of duplication, as
services integrate, but longer term we will see greater benefits from detailed process
improvement and technology enablement.

The initial business case stated that the partnership would achieve financial savings of £6m-
£8m over a three year period. We are confident that the upper end of this range can be
achieved and a total savings of at least 12% against the 2015/16 baseline budget can be
delivered by year three of the business plan.

At a high-level the projected financial benefits expected from now until 2019 are summarised
in the table below. An approach for managing these benefits is currently being developed.

£1.2m £2.9m £4.2m £8.3m
£0.4m £1.0m £1.4m £2.8m
£0.8m £2.0m £2.8m £5.5m

Total % Incremental saving against 15/16 1.8% 4.5% 6.5% 12.8%
baseline
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3.1.6 Financial benefits (continued)

The total benefits against 15/16 baseline will recur year on year, and by year five Orbis
would have achieved total cumulative financial efficiencies of £30m, gross of any
investment.

Additional £m delivered each year £1.2m £2.9m £4.2m £0.0m £0.0m

Savings against 15/16 Baseline £1.2m £f4.1m £8.3m £8.3m £8.3m

Cumulative total savings £m £1.2m £5.3m £13.6m £21.9m £30.2m
£-4.2m* £-2.1m £-0.7m £0.0m £0.0m

Cumulative net benefits £-3.0m £-1.0m £6.5m £14.8m £23.1m

* Dependent upon the speed of delivery, of this total up to £1.3m may be incurred prior to 1/4/16

However, Orbis is expected to yield greater efficiencies in years four and five, yet to be
identified, as we grow by adding additional partners.

To develop a more detailed benefits case, each service has developed ‘Areas of Search’ to
provide focus for where the largest benefits are expected. These will be used as a starting
point during the next phase of work to define a set of simplified, standardised and
harmonised processes, and a more accurate benefit estimate.
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3.2 Investment Required

3.2.1 Implementation Costs

Implementation costs have also been reviewed to incorporate updated estimates based on
further IT design definition and a potential programme delivery team to support implementation.
High level estimates show implementation costs of c. £7m to deliver the three year business plan,
excluding the cost of changes to the Business Solutions Platform.

IT Costs! This includes the cost of: £3.5m
* Core IT systems to enable operations across the two

organisations.
* Business Line specific applications to enable the new processes

in each service.

GEEI RS« This includes the costs of programme team resources for the £2.1m
three year business plan to benefit all services. Costs are
dependent on the speed of design and implementation, along
with the level of complexity to move to the new way of
operating.
* Costs incurred for the benefit of an individual service are borne
by that Service and not included here.

Contingency This is a 10% contingency on IT costs to reflect a level of uncertainty £350k
and risk associated with implementation.
Sub-Total £6.0m

Reorganisation - This includes an estimate for the redundancy costs associated with £1.0m
LG ET(EA S S the programme. The total will be dependent on the remuneration

and length of service of individuals that leave the organisation.

Natural attrition and not filling vacancies is expected to mitigate

increases to this figure.

Total Investment £7.0m

1 Excluding Business Solutions Platform
Business Solutions Platform

Both organisations are using the same Enterprise Resource Planning system (SAP) and have
confirmed that this needs to be reviewed to align systems and provide further benefits and
flexibilities. A separate business case will be developed for Cabinet review and approval.

3.2.2 Phasing of implementation costs
A high level indicative phasing of the costs has been applied over the life of the business plan.

£4.2m? £2.1m £0.7m £7.0m

2 Dependent upon speed of delivery, of this total, up to £1.3m maybe incurred prior to 1 April 2016
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4 Risks

In addition to the benefits Orbis delivers to both Councils, and the additional opportunities for
growth, we need to recognise the potential risks. By providing key stakeholders with visibility
and clarity about the risks of the partnership, there is the opportunity to understand and
appreciate the impact that this could entail, and mitigation action that needs to be put in
place.

The following table lists key risks in relation to the creation and running of the partnership. An
exhaustive list of risks will be maintained and monitored as part of the ongoing Orbis
Governance process. This process will put in place the steps to mitigate risks as early as
possible according to the mitigating actions set out in the table below.

_ Description & Implication Mitigation

* Changes in the
business strategies
of Orbis Founding
Partners approach to
share operations,
affecting the ability
for Orbis to deliver
Services.

Strategic

* Changes from an
integrated model
(e.g. the finance
function of one
partner leaving
Orbis) will introduce
significant
complexity, cost and
time.

* The Inter-Authority
Agreement (IAA) has
not yet been signed.

There is the possibility that if
Partnership Strategies of the
Founding Partners diverge, significant
changes to the operating model of
Orbis will be required in order to
avert undermining operations of
Orbis.

If Partnership Strategies are aligned
with other authorities, choices in how
Orbis strategies are implemented may
be limited.

If the structure or function of either
Orbis Founding Partner changes,
there will be wide-ranging impacts on
the Orbis model.

Integration of the Partners will add
increased complexity to any
dissolution (e.g. significant roles may
be completed by individuals
employed by one authority, joint
budgets may not allow a clear
delineation between activity in one
authority or the other).

The official agreement between Orbis
Founding Partners has yet to be
signed meaning that the commitment
to Orbis has not been formalised by
either Orbis Founding Partner.

22 ¢
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A Joint Committee structure has
been agreed, which ensures that
all Partners have oversight on
the running of Orbis.

Orbis Leadership will be visible to
the sovereign authorities to
present impact of sovereign
decisions on Orbis and to action
those decisions.

A clear defined exit strategy for
Orbis partners is being
developed by Orbis Leadership
as part of the Inter-Authority
Agreement (IAA).

Both Partners enter into the
arrangement on an indefinite
basis.

Exit strategy and implications to
be developed as part of IAA.

The IAA will be signed using
delegated authority as soon as
possible.
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4 Risks

* Changes in the *  Orbis may not achieve the A clearly defined benefits

expected investment identified financial targets management process is to be set

costs and benefits. either through delayed up to enable the rapid
benefit realisation or identification of benefits which are
increased investment costs. unlikely to be realised and which

* Delays or overruns could lead mitigating actions are to be taken.

to unexpected increases in * Investment costs will be forecast
investment cost or delays in and tracked against those forecasts
benefit realisation. to allow timely decision.

* Programme management will track
both benefits and investment and
report regularly by Orbis to the
Joint Committee.

* The cost of exitingthe ¢ The costs of a Partner leaving *  Exit strategy and implications to be

Orbis partnership is Orbis is expected to be high developed as part of IAA.
expected to be and not necessarily limited to  * The business case for any
significant. one Partner. technology and information project
* The untangling of any IT initiated for Orbis will consider the
systems implemented for implications for Partners leaving
Orbis will have significant cost Orbis.

upon exit of a Partner, e.g. a
platform for data analytics will
likely have to be reconfigured
and relocated at cost to the
remaining Partner(s).

* The implementation * Changes will be identified * Aclearly defined implementation
of the integrated across all Business Service and change management approach
Orbis model will functions; services will need is required to support the transition
involve a high degree to continue to operate whilst to the new way of operating.
of change and has the changes are being * A robust communications strategy
potential to impact implemented. will help articulate how service

Operational Business-As-Usual + There may be a ‘dip’ in service levels may change during the
services. performance whilst the transition period and support
transition to the new expectations management.
operating model is
completed.
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County Council

WA SURREY

53
3



4 Risks

orbis

Operational

Some benefits will have
significant reliance upon
technology solutions.

Integration of new Partners
into the Orbis model.

Differing terms and
conditions can destabilise
the working environment.

Staff and stakeholders
resisting change.

Technology solutions will
have a high number of
dependencies and be time
consuming to implement.
Failure to progress with the
technology needs can impact
the timing or realisation of
benefits and cause an
increase in investment cost
due to overruns.

New Partners have the
potential to impact the
Business-As-Usual
operations of Orbis through
increased scope of services,
capacity needs and political
requirements.

The entrance of new
Partners will also have an
effect on governance
structures already present
within Orbis.

When staff from different
organisations come
together, differences in pay
or terms and conditions,
such as holiday and pension
entitlements, can create a
disjointed work force.

Current staff and
stakeholders may not
appreciate the need for
change and attempt to deter
the change from happening.
This will cause delays to the
realisation of benefits and
higher costs due to overrun.
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Integration of Target
Operating Model and IT
implementation strategies
enables the identification of
dependencies at Orbis level.
Application of common
governance structures
provides visibility of IT
progress across all current
programmes of work,
including sovereign authority
change programmes, Orbis
and any potential ERP (SAP)
replacement.

A clear governance structure
is required to support the
strategic decision to
integrate a new Partner and
a defined on-boarding
process is required to enable
this.

Development of Pay and
Reward Strategy.

Clear communication of
expectations of staff based
in various Orbis locations
and the implications for this.
Regular consultation and
engagement with recognised
trade unions.

Development of stakeholder
map and identify risks.
Ensure clear communication
of the benefits of Orbis to
staff and stakeholders.
Utilise a communications
strategy to engage staff and
stakeholders in a positive
manner and keep them up to
date on Orbis successes.
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4 Risks

orbis

e Service behaviours not
consistent with those set for
Orbis.

Operational

e Threat to Orbis’ reputation
from poor performance.

Reputational

The Orbis programme has
set what it believes to be the
behaviours services must
exhibit to provide a
‘Compelling Alternative’ to
service provision. If these are
not adhered to then the
quality of service delivered
to customer may degrade

If the quality of service
degrades either during or
after implementation then
the reputation of Orbis as
well as that of the sovereign
authorities will suffer.

East Sussex
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Communicate the
behaviours set by the Orbis
programme to services in a
clear and concise manner.
Ensure services agree with
and buy into the behaviours.
Provide training and review
on a regular basis.

Ensure effective programme
management is in place at
each service line to track
performance of services
before, during and after
changes occur.
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5. What’s Next for Orbis

The story so far demonstrates that by utilising our existing talent to co-design and co-
develop new services, we can achieve the compelling alternative through scale and pace.

v" We will consider and respect

the future experience for our
customers

Our decisions have been based
on robust evidence and provide
value for money

We understand, appreciate and
have incorporated a vein of
Sovereignty

Our commitment to our
sovereign authorities will not be
impacted negatively

As a partnership we can achieve
far greater things, together

v

We will build on our existing
talent, expertise and knowledge
of our EPIC people

We have placed Customers at the heart of our initial stages of design.
Our plans emphasise value in providing Customers with the right tools
and knowledge to reduce their dependence on support services, while
providing them with the backbone they need to deliver frontline services.

The designs demonstrated so far have been supported and facilitated by
experienced individuals who have delivered shared services and
transformation across a number of sectors. We have ‘stress tested’ the
efficiencies and plans against examples and are proud of how we
compare — through our ‘Compelling Alterative’.

Our legacy Partner organisations are important to us, and we have built
in their values and governance structures to set us up for success.

Orbis is a partnership and will enhance the service provided to our
sovereign organisations, whilst respecting their procedures. We have
taken the values and culture demonstrated by each Partner organisation
to create something integrated, and complimentary.

Our partnership is built on two outstanding organisations, coming
together to create something unique and compelling. Our designs are
predicated on taking the best parts of each to redesign our services —
together, we can achieve great things. Integration is key to realising the
efficiencies required to protect our front line services and create
sustainable change .

We have put in place a range of opportunities, such as the EPIC
Champions to ensure our colleagues are engaged and involved in the
creation of Orbis. We will be developing a suite of practices to develop
the Orbis culture and put in place opportunities that will enable our Epic
people to flourish.

In order to complete the Orbis story, reaching full integration and achieve full projected
benefits, we require Cabinet’s endorsement, sponsorship and sign-off of the investment
required.
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5.4.1 Opportunities for future growth

We have built a solid foundation, and have the ambition to further develop the partnership
over the next three years. We will grow our services principally through on-boarding of new
Partners or Customers.

Partners: The benefits case is predicated on two Founding Partner organisations. The addition
of a new Partner has the potential to:

* Increase the scale of operations, where a new Partner has ‘Common Activity’ (e.g. HR) to
Orbis. This has the potential to reduce the per unit cost of delivery.

* Enhance the Orbis commercial offering where a new Partner offers a new ‘Single Activity’
(e.g. Revenue and Benefits) that is operationally attractive.

Care needs to be taken to ensure that the Partners provide a good fit for Orbis and to mitigate
dis-benefits associated with increased management time providing oversight or issue
resolution.

Customers: Growth of Orbis through new Customers will enable the scale of operations to
increase, provide opportunities to generate income, and create potential for further
economies of scale. Data shows that currently 5% of in-scope Orbis activity is generated
through income from Customers, demonstrating an existing demand but also potential for
further development.

Consideration needs to be given to the organisation required to support an increased
customer base to ensure that incremental income exceeds any incremental cost if cost
effectiveness is to be maintained.
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