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1. Purpose 
 

The evaluation report provides the opportunity to reflect on the performance of the 
project once it has been completed. It provides an evaluation of how far the project 

went in achieving the stated aims and objectives which were outlined in the Business 
Case and the Project Initiation Document (PID). 
 

 
2. Executive Summary 

 
The Business and Systems integrations project has delivered new, modern systems 
and processes across the service. 

Although there has been some resistant to change we have come along way, its only 
when we stop and reflect you realise the changes we have achieved. 

 
The new systems allow us to continue to develop our processes, but we need to make 
sure it is handled in controlled way. 

 
3. Background 

 
Following a high level feasibility study undertaken in 2014, the Business and System 

Integration (BASI) detailed business case was approved by the Executive committee in 

July 2015. It outlined the following for the project. 

 

Business Need  

There were several business drivers behind the desire to change.  

- Firstly there was need throughout the organisation to reduce the low value 

administrative activities. To automate where possible, and to introduce more 

agile ways of working, utilising mobile technology where possible. 

This requirement was clearly defined in the ICT strategy at the time. 

- Secondly some existing systems are, or are becoming less ‘fit for purpose’ 

over time in terms of supporting the business, and modification to these 

systems was either not technically desirable or not possible or not deemed to 

be economically viable. 

- Thirdly, there is a need to improve, advance and standardise the technology 

deployed at BMKFRS in order to create options for sharing of services, 

systems and technology platforms with third parties or other Fire Service 

organisations in the future. 

 
A link to the Business case can be found here 

 
4. Project description  

 
The BASI project had 4 objectives: 

1. Information Processing Efficiency 

a. The number of manual processes should be reduced 
b. Duplication should be eliminated 

c. Automated integration between systems and system modules 
d. Complete tasks via self-service or mobile devices where possible 

https://bucksfire.gov.uk/documents/2020/03/2990715_exec_committee_papers.pdf/
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2. Information Accuracy and Currency 
a. Sector specific standard functionality must be provided 

b. Replace manual processes with automation 
c. A single source of master data should be maintained  

d. Master data should be propagated to slave systems regularly and automatically 
e. Security and data control mechanisms must be robust 

3. Information Immediacy 

a. Information must be easy to search, query and output 
b. Information must be accessible on tablets / mobile devices where possible (see 

objective 4b below) 
c. Information must progress automatically through scheduling or workflow 
d. Alerts automatically generated when information flow is blocked 

4. Technical Requirements 
a. Flexible support packages should be available with out-of-hours available if 

needed 
b. Potential vendors should be cognisant with Fire Service requirements 
c. Software should be delivered on a modern architecture (e.g. multi-tiered, web-

based) 
d. Integration with mobile technologies should be available (i.e. not just through 

full Windows OS, but via Windows Mobile, iOS or Android) 
e. Flexible hosting options should be available (in-house or external) 
f. External hosting arrangements must comply with ISO27001 and any additional 

BMKFRS information security requirements 
 

 

Benefits 

The expected tangible benefits of the recommended solution were 
1. Direct cost savings 

a. Staffing reductions made possible with more efficient administration 
functions (greater automation, devolved administration). 

b. Lower system support costs. 
c. Reduced paper consumption. 
d. Future savings potential through shared services and streamlined 

partnerships. 
2. Indirect cost savings 

a. Time saved by improved system response times. 
b. Time saved by streamlined, automated processes. 
c. Time saved by removing duplication of effort. 

d. Ability to configure financial information according to fire service needs 
without non-fire service restrictions. 

 
The expected intangible benefits of the recommended solution were: 

 Improved service quality through a real-time integrated view of the activities 

of the organisation. 
 Improved customer relations through on-line accessibility and a modern 

perception of the organisation. 
 Better employee experience and more agile working opportunities through 

remote access and self-service applications. 

 Greater control through greater awareness of work status, risks, issues, trends 
etc. 
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 Improved staff development via greater visibility of development paths and 
training needs. 

 Enhanced Establishment control and workforce planning. 
 Greater interdepartmental collaboration driven by a common view of 

information. 
 Support staff will be able to spend time supporting service delivery and 

development rather than inputting data. Fits with the vision of smaller but 

more highly skilled support service teams. 
 Potential to decentralise some smaller expenditure to station level e.g. use of 

purchasing cards. 
 

 

The business case was summarised with 4 recommendations: 

Software: the final solution should include two enterprise level systems, ERP and 

Finance.  (See Appendix 1) 
Implementation: a four phase cutover is recommended.  (See Appendix 1) 

Timeline:  two years is the minimum achievable, three years would be more 
manageable.  (See Appendix 2) 
Investment:  estimated £1.2m (for a two year project using external resources).  (See 

Appendix 3) 
 

 
5. Analysis of Project 
 

How did the project deliver against the 4 recommendations 

Software:  
Business Case Recommendation: The final solution should include two enterprise level 
systems, ERP and Finance. 

 
Outcome: 

Following a further review of suppliers, it was noted that there was not going to be a 
supplier that could deliver the ERP solution we would need to meet our requirements 
across the Service. 

 
There were several challenges identified with looking for an ERP, they include: 

- Too generalised 
- Excessive complexity 

- High Cost 
- Inflexible 
- Poor interoperability 

 
Therefore, we chose to approach the initial tender in the following way, giving us more 

flexibility: 
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Following the initial tender it confirmed that there was not going to be an ERP solution 
that would meet our needed and therefore the evaluation group recommended the 

following solution, to the project sponsors, for the BASI project: 
 

 
 
Further tenders were completed for the Community Fire Safety System, Resource 

Management system and the Fleet Management System. 
 

It was signed off by the project sponsors to not move away from Redkite so no tender 

was completed for Asset Management 

This approach ensured we got systems that were right for each area ensuring no one 

had to “make-do”. 

 

Although no joint tenders took place we have shared learnings with multiple services 

throughout the projects.  
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Implementation: 
Business Case Recommendation: a four phase cutover is recommended. 

 
The project was splits into 4 stages but due to the move aware from an ERP the timing 

of the changes was different. 
The box below shows how the systems was migrated by phase: 
 

 
 

There are 3 elements still in progress 

- SSRI – The Service has decided to review the methodology it uses to capture 

site risk info. The new methodology is based on National Operational 

Guidance (NOG). Once the methodology has been agreed work on the 

system can start. 

 

- Redkite – The BASI budget allows for the purchase of new scanners, 

conversations have started with potential suppliers. 

 

- Fleet Management – The contract has been awarded to Tranman, a plan is in 

place to upgrade the fleet management system to the new cloud based 

Tranman system.  
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Timeline:   
Business Case Recommendation: Two years is the minimum achievable, three years 

would be more manageable. 
 

 
The project has been delivered over four years and all changes to the timeline were 
agreed with the Project sponsors. 

 
 

 
 
 

 
 

 

 

 

 

 

 

 

There are a number of reasons for the programme being extended: 

- Original timescales didn’t allow sufficient time for the tender process, there 

was no time allowed for extra tenders due to the move away from an ERP. 

- A number of areas had a change in personnel leading to more time being 

spent on clarifying requirements 

- For some systems we increased the amount of time we spent testing to 

ensure it was right for the end users  

2016/17 2017/18 2019/20 2018/19 

Finance 

Payroll 

HR 

Prevention 

Protection 

eRecruitment Learning Events Obj/EOY 

Resource Management 



 

                         Page 8 of 17 
 

Investment:   
Business Case Recommendation: £1.2M is provisionally set aside in reserves for funding 

this project. 
 

The final BASI project cost was £1.12M 

These costs covered 

1) Project team 

2) System development to Go Live 

3) Integration 

4) Hardware 

 

 

Savings 

The business case identified 2 types of savings: 

  

- Direct Savings £128,861 

These savings were removed as part of the MTFP and are delivered 

 

- Indirect Savings £118,029 

All areas have seen a reduction in the time it takes to do tasks allowing them 

to take on other work.  

A good example of this is the administrative time by station staff for Safe and 

Well has significantly reduced 

 

The Opex cost of the new systems are inline with the business case and are factored 

into the ICT budget for 2020/21 onwards. 
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a. Operational Performance 

 
The BASI project followed the time/cost/scope quality model and has the following 

status: 
 

Cost 
 

Scope 
 

Time 
 

 
 

As a Service we were happy for the project to take longer but deliver the right 
requirements for all areas and within budget 

 
The project was run day to day by the Project Manager. It was identified that the 

project would benefit from operational support during the delivery of the Resource 
Management System (RMS) and Premises Risk Management (PRM) system, so the 
project had additional support via an Operational secondment. 

 
The governance structure proposed to the Overview and Audit committee in  

November 2015 has been followed. There were regular highlight reports presented to 
the Sponsors, Business Transformation Board and the Overview and Audit committee. 
Where needed adhoc meetings were held with sponsors. 

 
Regular meetings, often weekly, were held with the relevant teams as each area was 

delivered. 
 
 

 
 

 
 
 

 
 

 
 
  

https://www.google.co.uk/url?sa=i&url=https%3A%2F%2Fwww.clipartkey.com%2Fview%2FhJxJho_red-cross-mark-clipart-wrong-answer-wrong-transparent%2F&psig=AOvVaw23Vfy7NnbiOegnRibNv5Me&ust=1591709083766000&source=images&cd=vfe&ved=0CAIQjRxqFwoTCOjHqsio8ukCFQAAAAAdAAAAABAN
https://www.google.co.uk/url?sa=i&url=https%3A%2F%2Fwww.smartsheet.com%2Ftriple-constraint-triangle-theory&psig=AOvVaw3qheSQXzjDfQifvfp7dUWA&ust=1591708317019000&source=images&cd=vfe&ved=0CAIQjRxqFwoTCJDL0tml8ukCFQAAAAAdAAAAABAO
https://www.google.co.uk/url?sa=i&url=http%3A%2F%2Fpluspng.com%2Fgreen-tick-png-1219.html&psig=AOvVaw2j16afiZOM_gT71MqpcCeE&ust=1591709043312000&source=images&cd=vfe&ved=0CAIQjRxqFwoTCJixlbSo8ukCFQAAAAAdAAAAABAD
https://www.google.co.uk/url?sa=i&url=http%3A%2F%2Fpluspng.com%2Fgreen-tick-png-1219.html&psig=AOvVaw2j16afiZOM_gT71MqpcCeE&ust=1591709043312000&source=images&cd=vfe&ved=0CAIQjRxqFwoTCJixlbSo8ukCFQAAAAAdAAAAABAD
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b. Outputs and outcomes 
 

The following section breaks down the outcome and outputs by system 

Finance System 

Provided by Capita (Integra) for use across all Finance processes 

 
 

 
 

 
 
 

 
 

 
 
 

 
 

 
A full review of all processes was completed before work started on the system ensuring 
strong buy in from the start across the team.  

 
We have utilised the system to reduce paper across the service including 

- Electronic invoicing 
- Electronic procurement card process 

 

The system gives us the ability to update it ourselves allowing us to configure the system 
to meet our business need. 

 
Both end of month and end of year reporting is simpler and easier for staff. 

Payroll data is automatically fed into the Finance system to support costing. 

The reduction in non value add task has allowed for the identified reduction in 

headcount to be delivered. 

The system is hosted by Capita and can be accessed either in the office or at home. 

The App provides functionality eg allowing requisitions to be approved on the go. 

The Finance’s team approach to the project contributed to them winning the team of 

the year at the Public Finance Innovation awards 
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HR/Payroll/L&D System 

Provided by MHR (iTrent) for use across HR/Payroll/Learning & Development processes 
 

  
 
 

 
 

 
 
 

 
 

 
 
 

 
 

 
 

 

We have utilised the system to reduce paper across the service including 
- Electronic expenses 

- Electronic holiday requests and tracking 
- Return to works 

- Digital payslips 
 
Data entered once into the system can be seen by the relevant people, ie An employee 

can see their absence in Self Service, their manager can see it in People manager and 
the HR team can see it in the core system. 

The data only needs to be entered once for it to be seen by the groups above. 
 
We are utilising the system workflows to inform areas across the business of changes eg 

new starters, transfers, leavers. 
Relevant data is transferred from the Payroll system to the Finance system 

automatically.  
 
The system gives us the ability to update it ourselves allowing us to configure the system 

to meet our business need. 
 

The system is hosted by MHR and can be accessed either in the office or at home. The 

site is responsive allowing it to be viewed on a mobile device. 

The system is updated on a quarterly basis allowing us to gain enhancements to the 

system at no cost to the service. 
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Premises Risk Management System 

Provided by Active Informatics for use across all Prevention, Protection and Site specific 
risk information processes 
 

 
 

 
 
 

 
 

 
 

 
 

  

 

 

All information related to a property is now captured in  
one place. 
Information is captured real-time allowing us to review 

progress immediately 
 

A full review of the data we needed to capture for Fire & 
Wellness was completed ensuring we captured the right  
data at the right time and store it appropriately. 

The new processes meant there were no outstanding Fire and Wellness visits at the end 
of the year. 

 
The system allows us to display information using the dashboard functionality making it 
simpler for managers to see work in progress or completed 

 
The end of year reporting is simpler and quicker across both Prevention and Protection 

 
The system is hosted by Active Informatics and can be accessed either in the office or 

at home.  

Station staff use the App on a tablet device to capture data on the go. We are 

continuing to look at offline capability to support when the mobile signal is not 

sufficient. 
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Resource Management System 

Provided by Fire Service Rota (FSR) for use across Resource management processes 

 

All Operational staff are now in one system. A manager can see what hours a member 

of their team as worked on any station.  

The system has moved the Service forward with ensuring our staff work inline with the 

Working Time Directive. 
 
The system supports our availability model with staff able to enter their response level 

and the appliance availability is automatically calculated. 
There is work ongoing to link Fire Service Rota to our Command and Control system- 

Vision, the delay is not due to FSR. 
 
The system provides greater visibility of the staff we have available across the service 

at any one time through dashboard capability. 
 

Relevant data is transferred from the Resource management system to the payroll 
system to ensure both our oncall and whole time staff are paid correctly for extra hours. 

 

The system is hosted by Fire Service Rota and can be accessed either in the office or at 

home. The App provides functionality eg booking availability 

The system is updated on a regular basis allowing us to gain enhancements to the 

system at no cost to the service. 
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6. Evidence Limitations 
 

Some information collated in the document was captured at the time the system went 
live. This may mean, for systems that went live early in the project, processes have 

moved on. 
 
7. Recommendations 

 
Following the delivery of the project I would make the following recommendations: 

Planning 
- Ensure plans allow for sufficient tender times inc internal sign off 
- Ensure plans include a review phase 

- Challenge ourselves when building tender requirements to ensure we fully 
understand what we need 

During the project 
- Consider impact on longer term projects when moving staff 
Post Project 

- Build a Change Management process for after a project is transferred to 
‘Business as usual’. 

We now have greater control of our systems, but changes need to be 
completed in a managed way.  
 

These recommendations will be picked up as part of the establishment of the 
Programme Management Office (PMO). 

 
 
8. Any further actions required 

 
The BASI project manager has taken responsibility for transferring to Business as 

usual. The following items will be completed by the end of June: 
 RMT Handover document 
 RMT User guide 

 
The relevant teams have taken responsibility for ensuring their people continue to 

develop their knowledge of the system 
Finance have taken responsibility to ensure any remaining money is available for the 
items still to be delivered. 

 
The plan for the remaining items is below 

 SSRI  
Agree methodology  Q2 

  System build and test Q3 
 
 Asset Management  

  Source new scanner Q2 
 

 Fleet Management 
  Upgrade to new system Q4 
 

These projects will be managed under the Head of Technology, transformation and  
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PMO department 
Appendices 

 

Appendix 1: Business Case proposed 4 stage cutover 

 
 

Appendix 2: Business Case proposed Plan 
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Appendix 3: Business Case proposed Financials 

 

 

Expected Savings 

2 year Implementation

Year 0 Year 1 Year 2 Year 3 Year 4Year 9 Total

ERP Software Licences (Infographics) 27,820 37,064 37,064 37,064 37,064 361,400

Hardware Costs (incl. Implementation) 38,500 0 0 0 0 38,500

Hardware/Software Licences 66,320 37,064 37,064 37,064 37,064 399,900

External Services 307,133 194,500 0 0 0 501,633

Internal Resource Costs 49,315 25,332 0 0 0 74,646

Total Investment 422,767 256,896 37,064 37,064 37,064 976,179

ERP Annual Support (Infographics) 55,640 72,280 72,280 72,280 72,280 706,160

Finance Subscription (Agresso) 57,884 62,639 62,639 62,639 62,639 621,634

Hardware Support 4,500 4,500 4,500 4,500 4,500 45,000
Support Costs 118,024 139,419 139,419 139,419 139,419 1,372,794

Expected Savings 0 -208,272 -246,690 -246,690 -246,690 -2,181,788

SAP Support 0 -57,614 -76,819 -76,819 -76,819 -672,166

ABS Support 0 -6,000 -6,000 -6,000 -6,000 -54,000

Gartan Support 0 0 -55,750 -55,750 -55,750 -446,000

RedKite / Tranman / Hydra Support 0 0 -18,436 -18,436 -18,436 -147,489
Total Estimated Savings 0 -271,886 -403,695 -403,695 -403,695 -3,501,444

TOTAL 540,791 124,429 -227,212 -227,212 -227,212 -1,152,471

Payback Period 540,791 665,221 438,009 210,798 -1,152,471
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Note:  Headcount savings are estimated and subject to further verification. 

Costing assumptions: 
1. The costs presented throughout this document are based on information received 

so far and are a reasonable indication of the likely costs. 
2. Headcount savings are estimated and subject to further verification. 
3. No uplift for inflation is included. 

4. It is assumed that the costs of purchasing the required modules can be spread 
without penalty if the implementation is phased (if not the modules may need to 

be purchased up front). 
5. It is assumed that discounts can be negotiated during the procurement process, 

so the software costs presented in this business case represent the worst case. 

6. There may be additional costs for interface development depending upon the 
degree of automation required. 

7. A sufficient number of mobile devices (tablets, smartphones) have already been 
purchased. 

8. Costs are included for third party development of an SQL database to replace the 

Access databases. 
9. Costs for external resources are based on market rates, however it may be 

possible to second experienced staff to assist from other FRS’s at a lower rate 
(discussions are ongoing with RBFRS). 

10.If internal staff are used to resource the project (as far as possible) it will take the 

same effort as if external staff are used. 
11.Internal staff will be backfilled while they are working on the project. 

12.Provision is not made for the permanent recruitment of a Business Systems 
Analyst to support the systems during the project and in the future, but this is 

highly recommended. 

 


