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1. Executive Summary

Luton Catering Services is to create a central e-payment portal for school meals. This must be linked to cashless catering systems. Using the niche portal ParentPay, and with a very short period of less than 8 weeks to complete the project, 1 Luton secondary school - Lealands High School - will be enabled to take online payments. Money will be credited directly to the cashless catering back office.

2. Project Overview

2.1 Background

2.1.1 Reasons for change
· Requirement in the selected school Lealands High, to increase the take up of paid and free school meals

· Need to review efficiency for methods of money collection

· Pressing need to support government directive to reduce administration tasks in schools

· Cannot pass all this to catering staff

· Need to remove money from schools

· Wish to deliver a parent and child friendly service

· Wish support the Luton online objectives and initiatives

· Need to promote social inclusion 

· Need to reduce the risk of fraud

2.1.2 Other issues
· Luton Catering Services wish to move schools to cashless systems

· E-payments should be included in this implementation

· Long term aim to remove cash handling in schools altogether

· Would like to create an online community of parents not just paying but monitoring what children eat.
2.2 Project Definition

2.2.3 Project Objectives

· To implement a pilot Luton Schools’ e-payment portal ‘to collect money for school meals

· To link this e-payment portal to a cashless catering system in a secondary school

2.2.4 Project Scope

Any selected school within Luton LEA will be invited to join the project
2.2.5  Project Deliverables

Even within the very short timeframe (8 weeks), Lealands High School will be fully live to accept online payments that are dynamically linked to its cashless catering system. Luton Catering Services will have an e-payment central portal that may be used by all schools in Luton to collect dinner money. Cashless catering systems are not a requirement.

2.2.6 Outline extended project plan
· October 2004 

central e-payment portal for school meals live

· October 2004

1 school goes live

· September 2005 
all schools have access to e-payment portal

· September 2006
all Primary Schools take e-payments
2.2.7 Project Roles and Responsibilities

· Ferri Fasihi - Luton Catering Services Manager  - Overall vision of project - liaison between ParentPay and LA agencies – oversees project is delivered as specified - ensures LA policies are adhered to

· Lynne Taylor - ParentPay - e-payments project manager – oversees ParentPay implementation – liases with Cunninghams cashless catering
2.2.8 Project Start Up and Phasing

Phase 1

· Define project

Phase 2

· Assemble project team

Phase 3

· Pilot and test systems in Lealands High school
Phase 4

· Evaluate and develop implementation processes
Phase 5

· Cascade processes and implement in other Luton schools
2.2.9 Exclusions

Schools will be given the option to opt in. Others where IT hardware and connectivity are below standard will be invited to join the project but will be made aware of limitations.
2.2.10 Constraints

For this project budget and time have been major constraints. Given more of both all schools in Luton could be e-payment enabled and have cashless catering systems
2.2.11 Interfaces

Interfaces with other systems and processes will need to be embedded within the project. These will include:
· Provision of free school meals

· School MIS software

· School meals providers software

· LA finance packages

· Cashless catering smart card systems
2.3 Quality Expectations and Acceptance Criteria

· This would be monitored under Luton Borough Council policies and procedures
· Information provided to parents should be clear and easy to follow in order to promote a positive response to the scheme

· The portal should not cause other essential school software to crash

· The system should not result in a net increase in staffing costs to either the school or the catering contractor

· The system should be reliable and in a format which mirrors other e-payment sites within the Council
2.4 Risks and Constraints

	Risk
	Risk adjustment

	Lack of clear vision, objectives and strategy
	

	Loss of engagement and commitment from local authority management and meal providers
	1. Keep all informed and, monitor & adapt programme as required

2. Keep the outcomes/benefits closely aligned with initial objectives

3. Provide access to project

	Loss of clarity in the aims of and outcomes from the e-pay. Programme.
	1. Ensure that plans are consistent with e-pay aims

	Lack of commitment and support from pilot schools
	1. Keep schools informed with planning process and identify clear outcomes

2. Offer support at all times


	Risk
	Risk adjustment

	Technology fails to deliver expected outcome
	

	Poor quality and/or speed of interface
	1. Ensure infrastructure is maintained to the required standard to support customer interface applications by:-

2. Constant monitoring and improving performance

3. Monitoring and maintaining performance of line speeds and traffic volumes

	Application systems fail to deliver expected outputs
	1. Ensure tight specification

2. Choose proven solutions

3. Ensure quality controls within project management structure


	Risk
	Risk adjustment

	Lack of capacity to deliver
	

	Shortage of human resources
	1. Appoint project manager

2. Make adequate financial provision within project plans to buy in additional resources where required to work on projects

	Lack of project management skill
	1. Identify project support leaders

2. Provide training and support in project management

3. Continue to develop a standard approach and methodology to project management that is consistent for all in-house and partnership projects.


	Risk
	Risk adjustment

	School processes do not support e-ways of working
	

	Managers and staff resist changes in working methods
	1. Continue awareness initiatives 

2. Work with other sections in LEA and Council to ensure schools aware of both local and national targets

3. Engage  with workplace reform team  to ensure working methods continue to evolve

4. Continue to promote e-government programme

	Statutory requirements related to information processing may limit the full potential of e-methods.


	1. Work with school MIS providers and cashless catering management to develop optimum procedures and systems around existing constraints

2. Through Pathfinder networks and other national bodies /channels press for changes to areas that do currently limit potential


2.5 Outline Project Plan

August 2004

· Identify project leader
· Assemble project team
· Work closely with administration teams for school meals
· Review market options and identify technology partner
· Review market options and identify financial partner
· Complete business plan and process map
September 2004

· Inform school

· Review technology

October 2004
· Portal live in school

· Begin evaluation

· Inform parents

· Offer portal to other schools

· Review, discuss and implement working structures
3. Business Case

3.1 Solution

3.1.12 Options

· In-house development

· Out sourced development

· Niche portal
3.1.13 Options analysis
	Solution
	Advantage
	Disadvantage

	In house development
	· Developed to own specification

· Ownership
	· Costly

· Very time consuming

· Maintenance and R&D difficult to manage

· New technologies difficult to maintain

· Integration with 3rd parties such as cashless catering very costly

	Out sourced e-payment solution
	· Cost effective

· Common structure to other e-payment solutions within LA
	· Not written specifically for schools

· Integration with existing school software time consuming and costly

· Schools don’t follow standard business rules

· Integration with 3rd parties such as cashless catering very costly

	Specific niche portal

ParentPay
	· Written specifically for schools

· Very cost effective

· Integrates with existing school software

· Integrates with SmartCard, Cashless catering systems

· Multiple e-payment options

· New technologies embraced
	· Only one system on offer

· No option to compare


3.2 Benefits

Safeguarding children
· Removes the risks of children carrying money

· Eliminates money related bullying

· Releases children from the responsibility of taking payments into school

· Avoid children spending money on other unhealthy items
Helping our citizen parents
· Anytime, anywhere payments to schools

· Convenient 24/7 access

· High security

· A record of payments for school meals can be viewed online

· Offers a single channel for accurate payment information
Benefits to Luton LA
· Improve School Meal uptake

· Responds to the National Agreement on School Workforce Reform

· Reduces workload

· Speeds up the process of payment - payments arrive quicker and safer

· Opens School Meals website
· Empower school meal providers, schools and parents with state of art payment technology

· Reinforces e-government online initiatives

· Accesses a high proportion of our citizens
3.3 Benefits Realisation

· A clear indicator will come directly from uptake of the service. The technology partner will be charged with supplying us with a full statistical analysis

· Questionnaires about the service will be regularly sent to schools and parents

· Open forums to discuss success as well as failures are planned
3.4 Impact Analysis

Already within the pilot school the following impacts expected:
· Improved cash flow

· Potential for efficiency savings

· Potential savings re cash collection services 

· Increased take up of both free and paid school meals

· Improved social inclusion

· Accelerate progress on the national e-government agenda within the Council

· Reduce fraud/bad debt
3.5 Cost Analysis

Existing practices

Outline of costs of collecting dinner money per annum across the authority

· The cost of collecting money is built in to the overall of labour cost, so it is very difficult to assess it

· In most schools we have catering assistant who collect money as part of their day-to-day job

· In some schools we have dedicated cashiers

· The cost of security this is about £38,000 a year for all Luton schools

ParentPay central portal

To set up

	Central payment portal for school meals service:
	

	Set-up all schools
	£2000.00

	Annual subscription with support for LA
	£2000.00

	Bespoken web pages for Luton Online
	£900.00

	Consultancy, project management and internal costs
	£5000.00

	Total:
	£9900.00


On going costs

· ParentPay annual subscription for ongoing maintenance and support - £2000.00
· ParentPay link to cashless catering £100/annum/school
· Estimated transaction costs based on 46% uptake of paid meals for 25,000 pupils – estimated 21,000 families, 10 transactions per annum/parent, with 40/60 split debit/credit card with average of 35p

21000 x 46/100 x 10 x 0.35 = £33,810

Total for running e-payments/annum = £35,810 + £100/cashless school

3.6 Financial Evaluation

Clearly in the initial phases the costs of existing practices have to be borne. However, a swift move to all e-payments would have massive financial benefits as we spend £38,00 on security collection alone.

4. Conclusion
The business case was never foremost in our minds but the figures speak for themselves. Even with set-up charges and consultancy a move to e-payments will pay for itself in the first year.

Cost comparison for all Luton schools/annum

Existing costs now
£38,000/annum + unknown administration costs

E-payment costs

£35,810/annum

To enable all e-payments can be implemented to allow complete inclusion of all Luton parent citizen it is essential that links to e-cash payment systems are established.

Luton LA catering services has gone through a steep learning curve by carrying out this project and now strongly recommends that other LAs follow our lead to create a central system to take e-payments for school meals.

