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Executive Summary

This paper outlines the approach to the wide area newtroks for computer connectivity in Cumbria.
It considers the approach for a Public Sector Network which can be shared with  other public sector bodies to reduce costs

It also proposes an approach to the BDUK project to provide Next generation Broadband to the wider community of Cumbria. 

It addresses the governance of such a scheme and two models of engagement to empower the community to make their own decision about how the final community network is delivered. 

Current Position

The provision of networks services is often viewed a having two elements:
Wide Area Network (WAN)

Also known as backhaul, creates the connections between buildings or points of presence and stops at the “front door” of the property. It also provides wider connection nationally and internationally through the internet.
Local Area Network (LAN)

Is the service inside the building or beyond the point of presence up to the connection to the PC, Server, printer etc..
This paper deals with the Wide Area Network.

The County Council has a contract for services that ends on March 31st 2012 for the provision of services to110 County council buildings across the County. This network has an annual cost in the region of £650k and is provided as part of the current ICT strategic services agreement  The Health service has a contract with BT until 2015 which serves XXXX buildings in Cumbria and costs ££££ per year. The Police have a contract with Cable and Wireless which provides network services to XXX properties at an annual cost of   ££££.

In addition the County Council, in collaboration with Lancashire, provides network services to 325 schools throughout Cumbria. The cost of this service is £1.6m per year of which the County Council directly spends £840k. this network is called Cumbria and Lancashire Education on Line (CLEO). The intention of CLEO was to provide a universal cost of service model for all schools. Education grants have been used to develop the network into areas that commercial companies find unattractive. Use of this network is not  limited to schools and includes a number of libraries. The service  is heavily subsidised by central government grant. The removal of that grant in the current year and the future means that the CLEO board are having to look for alternative funding sources.   

The basic infrastructure in Cumbria is largely owned by Open Reach, a division of BT. Open Reach is distinct from the BT network provider and has been set up by legislation to create a competitive market  in network services. By law they treat all network service providers equally with regard to pricing and availability 
Indirectly Health Police and ourselves are paying £££££ to Open Reach, via network service providers, for four overlapping services. 
The provision of network services for each of the three strategic bodies is a managed service. Therefore combination of networks has limited impact on staffing levels but would reduce the amounts paid to suppliers in a directly measurable and predictable way.

All three organisations deal with sensitive information but at different security levels. The County Council could not justify, on the grounds of risk, investing in secure protocols to the same level as the Police and Health service.   In the past this has been seen as justification for separating the provision of the service.

The near monopoly on infrastructure in the County means that, in reality, the security aspects have been down to the skills of the IT departments in their specification more often than any physical facility from the service provider.
Although this paper focusses largely upon the service for Cumbria CC, Police and Health it is not exclusive and will be promoted to all public sector bodies in Cumbria.  

Opportunities

The Public Sector Network

Developments in security protocols have allowed for total segregation of network traffic from different organisations across the same physical infrastructure allowing for the maintenance of security and cost savings at the same time
A contract can be put together that allows for joint saving to be made. This service is not exclusive to the three strategic bodies and discussions will be had with all other public sector bodies who may wish to avail themselves of this service.   

The Community Network

The CLEO network represents a remarkable piece of engineering and has seen large amounts of money invested to deliver a superb service to remote parts of the County.

Appendix 1 shows a schematic drawing of the reach of the CLEO network. 
There is a significant advantage to the BDUK project of next generation access for the whole of Cumbria by utilising the CLEO investment. It is estimated that the demand on the CLEO network from schools represents 15% of its capacity and so the potential for delivering other services to communities is great. In addition, where the CLEO network does not reach some communities it would act as a great launch point for provision of service further away. 

Opening up of access to these routes would represent a great saving in the cost of provision of services in these areas for the successful contractor and has a commercial value to the authority. This commercial opportunity could also raise a revenue receipt for the County Council.  

Proposed solutions

The County Council will procure a new ICT service contract for April 1st 2012.  the style of new contract will be different from the current arrangement with a greater degree of visibility and control over the following elements of the contract.

· Data centre

· Networks

· End user computing

· Service Desk 

· Upgrades to existing applications

This paper focusses on the approach to networks. For details on other areas see the green paper on ICT provision beyond 2012.  

The proposition is that we rely upon the expertise of the service provider to identify how the service is provided and we focus on what service is required. 

Therefore by stipulating:

· When the service is required

· Where the service is required, 

· The bandwidth required and 

· The service level required 

There is no steady state in network technology and the demand for veer greater band width will continue so that even if the point at which the service is required remains the same the bandwidth will need to increase.

For each property we will require information to understand how the price was arrived at and also what the cost would be of flexing the bandwidth requirement. This will allow for greater certainty and a good baseline for any future changes in service demand whether that is new properties/ locations or a change in use at existing locations. This will be used to create a table of cost of change for all properties within the scope of the contract. In this way decisions on relocating/ combining and decommissioning locations can be made with certain knowledge of the impact of the cost of provision of the Wide Area Network. This table will be reviewed every year.
The current infrastructure across Cumbria is a mixture of various technologies. In some locations the provision of the service we require may be at the upper limits of what the technology can deliver, it will be a requirement of the new service that the service provider invests in upgrading these technologies. 
The annual review of the table of “cost of change” will reflect where investment has taken place as the costs will reduce. It will also inform the supplier where the next tranche of investment needs to take place. It also provides a basis for discussions where the authorities may want to force the speed of upgrade for other business reasons by investing themselves.
It is anticipated that the supplier will make year on year savings as a result of efficient operation of the service. By agreement, this saving could be ploughed back into the development of the infrastructure or the authorities could choose to realise this as a reduction in cost.

Realising the CLEO asset and Community Broadband Access

The County Council has made significant investment in the CLEO network over a period of 12 years both directly and through the allocation of grant funding. The exploitation of that network is in the interests of business, education, the community and also service provision for all public sector bodies.

As part of this negotiation the County Council will be looking for suppliers to recognise the value of that asset to them in the form of an annual leasing charge and fixed rate service to schools. This will give the supplier the freedom to offer services to the wider community and businesses and increase the outreach whilst avoiding the capital investment.

An estimate of the costs avoided by a network provider by being able to use the CLEO infrastructure is in the region of £13m over a three year period. The realisation of this asset will be subject to negotiation and is likely to be a mix of revenue receipt, subsidy of service costs and investment in upgrades.
The infrastructure will remain the property of the County Council through CLEO Ltd and the lease cost will be reviewed annually. 

BDUK funding of Next Generation Access – Faster Broadband

It is intended that the NGA supported by BDUK and others will extend from the local authority network to provide points of presence in communities. This requirement will be built into the contract in the same way as the main body with a stipulation of where the service should be provided, the bandwidth and service level. 
A similar program of agreed service upgrades will be put in place as described under “Governance” the County Council. The annual report will have a section devoted to community services and the community team will seek views on the annual report from community groups.  
Service beyond these points of presence could take two basic forms:

Self build

Community groups will be able to create networks from these points of presence and buy the backhaul they require. 
Managed Service

The County Council will set up framework contracts for the provision and support of a community network which community groups can contract directly with. The County Council, with community representatives, will undertake the negotiation of the contract and create a Quality Guild of suitable suppliers who all agree to operate to an agreed standard. This 

Governance
This is a utility contract.  Each authority will contract directly with the supplier and benefit from the joint procurement. The service will be paid for by location and therefore by location owner. The contract is to be managed on a day to day basis by the IT departments of the relevant organisations. A certain level of expertise is required to be able to instruct and challenge the actions and decisions of the supplier. This resource would be hosted in one of the IT departments and jointly funded.

The Operational Management Board

The relevant IT representatives of the authorities would meet quarterly to look at performance of the contract, proposed changes to service and progress on the program of upgrading. The board will comply with ITIL standards for service management and convene a Change Advisory Board along with the supplier to manage changes to service. 

The Chief Executive Group

The operational board will provide periodic updates on service progress to the Chief Executives Group as agreed.

Annually the Operational Board will agree with the supplier an annual statement on performance in the last year and plans for the next, with predictions of how the cost of service will reduce.  They will also consult on the community section of the report.  This will be presented to the Chief Executive Group. 
Challenges
The Public Sector Network

The approach itself is simple. Setting up the Public Sector Network has been designed to cater for different start dates from partners, a predictable impact of changes in need and a clear program of enhancement and cost savings. The challenge lies in seeking agreement to signing up by all bodies and also agreeing exit clauses for each partner. It is a utility contract and all these things can be agreed.
Realising the value of CLEO and the Community Network
The State Aid position and application for exemption are key to the success of this element of the project. Whilst the approach is novel it is not unique. Cornwall will have recently gone through a very similar process.

Lancashire County Council have recently entered into a partnership with BT for the provision of services including CLEO. The wording of the request for bids included Cumbria County Council. It has been suggested by Lancashire and their new partner that we could avoid the expense of tendering the network or indeed the whole service by utilising the clause in their contract. Whilst this may be pursued it is felt that technically we need to ensure it is exactly what the County wants and there is a fundamental question as to whether the County wants to be tied into such a contract. 

In the case of the community broadband, discussions with communities are proving disjointed and biased towards those active groups largely on the eastern side of the county. Whilst welcoming their enthusiasm, the County Council has a need and a duty to work across all of Cumbria.  Clarity is being sought around the exact amount of funding from BDUK as it is recognised that further funding will be required. A paper is going to members in March and by that time the approach on community engagement must be clear and equitable across the whole authority. If the funding is available to enable the whole of Cumbria as we hope and have been led to believe then we will complete an exercise to look at the size of group needs to be to be viable and propose a program for the whole of Cumbria. 
The legal and procurement teams views on this will be sought as it is paramount to the part of the proposal.

In Conclusion

The project consists of two elements which are complimentary. 

The architecture of the public sector network and the availability of funds to deliver a super fast broadband widely across Cumbria create a unique opportunity to make Cumbria broadband the best in Europe.

Additional funding is being sought to allow for the greatest opportunity to look for gap funding from the private sector.

There will need to be at least two procurements:

1) Public Sector Network plus gap funding for the community network

2) Framework of quality Guild community suppliers.  
This is achievable within the time we have available to us to deliver a working service for PSN starting in April 2012 and complete the community roll-out by December 2013.

The project offers the greatest scope to other public sector partners and also leverages most value from commercial partners both in terms of a revenue receipt for the CLEO asset and gap funding for the community network. 

 Appendix A

The Reach of the CLEO network


[image: image1]
Page 1 of 10

[image: image2.jpg]B st

[ Exchange

Gireuit with Bandwidth

“This Produce includes mapping data licenced from Ordarke Survey.
{¢) Crown Copyright 2010. Licence Number 100019596




