
 

 

BUSINESS CASE FOR PROPOSED SPSO UPGRADE TO WORKPRO V.3 
 

 
BACKGROUND 

 

SPSO currently uses the Workpro case management system (owned, licensed and 
maintained by Computer Application Services Ltd. (CAS)) which is an industry 

standard system used by many existing Ombudsman and complaints handling 
bodies.  

 
The version of Workpro we are using is nearly 3 years old. The vast majority of CAS 
clients are on Workpro 3, therefore, we also believe this would future proof our 

systems for at least a further 3 years.  
 

Our purchase and implementation of the current version of Workpro 3 years ago cost 
approximately £90,000 plus VAT.  This was reduced from the original estimate of 
£120,000 plus VAT because of a shared service undertaken with the Scottish Legal 

Complaints Commission (SLCC) who also implemented this version of Workpro. 
Unfortunately, a further shared service opportunity is not now available with SLCC 

due to the fact that SPSO have since moved to the Scottish Government’s IT 
platform (SCOTS).  This was required to satisfy security requirements as a result of 
the transfer of prison complaints to the organisation in 2010. SPSO and SLCC have 

also diverged in terms of business processes with the SLCC system now being very 
different to that of SPSO in terms of business processes, KPIs etc. There are no 

opportunities for a shared services approach with other organisations.  
 

   

BUSINESS RATIONALE 

  

The rationale for the upgrade is set out in the attached management paper. The 
primary reasons for upgrading are the additional functions that would allow online 
applications to be made and emails to be more effectively managed within individual 

case records rather than through a Workpro central inbox. These are both necessary 
for us to realise our aim of moving to a paperless office (with associated efficiencies) 

and to continue improving efficiency of casework as case numbers continue to rise.   
 
The efficiencies from casework come from less time spent by CRs and Advice 

workers on case management and complainant contact through:   
 

 Website integration allowing online complaints applications to be submitted 
directly and automatically to Workpro, saving time spent inputting details from 
existing online or written applications and with potential, through an improved 

online system, to reduce telephone contact; 

 Website integration will also allow a step by step input on online forms helping us 

signpost people away from SPSO where, for example, their complaint is 
premature meaning that these complainants will not require a response or to 
speak to SPSO staff; 

 complainant emails will be more effectively managed within individual case 
records rather than through a Workpro central inbox; 



 

 

 improved and faster search facilities with more effective searching and quicker 
results; 

 better integrated pages (with less clicks and waiting for upload time); 

 ability to work on multiple cases via tabs helping CRs move more quickly 

between separate case files. 
 

 
FUNDING 

 
Summary  

 

The projected cost of the upgrade is approximately £75k (£61,750 + VAT) and we 
are proposing to fund it within the existing approved budget. This would require a 
transfer of circa £45k of under spent revenue to capital.   

 
Capital 

 
There is £30k of capital in this year’s approved budget. We were anticipa ting 
spending the 30k capital in this year’s budget on an intranet development project 

following the upgrade to Scots but this project cannot be completed in this financial 
year and the anticipated costs are significantly lower than the planned 30k (which 

were based on quotes provided during a tender exercise in 2010-11). It will therefore 
not be possible to complete this project within the capital budget for 2012-13. 
 

We are therefore proposing we re-direct the £30k capital costs to the Workpro 
upgrade. 

  
Revenue 

 

There are a number of under spends on revenue in the 2011-12 budget. There is 
also anticipated additional income of circa £65k. We previously confirmed that we 

believe the additional costs associated with the water transfer could be covered by 
the under spend within the budget. This is still the case.  We are proposing that the 
remainder of the under spend of circa £45k be re-directed to the Workpro upgrade 

project. 
 
INVESTMENT APPRAISAL 
 
Summary  

 
Efficiency savings are anticipated from the proposed upgrade which will offset costs 

of the upgrade within two years. These would relate to steps to reduce additional 
future resourcing requirements rather than any reduction of existing resources.  
Additional future resourcing requirements relate to the continued increase in case 

numbers and the additional responsibility for prison health complaints without the 
need for significant additional resourcing.  More detail on these aspects is outlined 

below.  
 
The quoted cost of the upgrade is approximately 60% of the original quoted cost for 

the original purchase of Workpro (if the shared service opportunity with SLCC had 



 

 

not been possible) which reflects the extent of the improvements to the new version. 
SPSO have not invested in any significant developments to Workpro since it was 

installed 3 years ago and this would represent a ‘leap’ in terms of improved 
functionality and support going forward.   

 
The investment in the Workpro upgrade will provide an estimated one CR additional 
capacity to cover the estimated increase in case numbers related to prisons health 

complaints provided they are at the level predicted. The investment of £75k would 
therefore be re-couped within a two year period. 

 
In addition, as all existing clients of CAS have either implemented or intend to 
implement in the next year all future development work from CAS will be based on 

the new version, limiting scope for future development within this version. Given this 
we anticipate that we would have to upgrade to the new version within the 12-18 

months.   
  
Savings  

 

 Estimated time saved per CR on email management = 15 mins/day (0.25 hours) 

 There are 24 FTE advice/CR staff; 

 There are 260 working days per annum and 7 hours per working day;  

 There are, therefore, 1820 hours (260*7) per annum per FTE advice/CR staff; 

 260 working days/annum x 24 FTE x 0.25 = 1560 hours time saving; 

 1560 hours is equivalent to 0.9 of a post (1560/1820). 
 
Other additional benefits (for example faster search facilities, better integrated pages 

and ability to multi task on different cases) are harder to quanify but we estimate that 
these will easily increase efficiencies by at least  0.3 FTE.  We are, therefore, 

estimating a saving of one additional post, or £43,200 per annum (Average CR 
salary with 27% on costs is £43,200).  
 

The investment costs would, therefore, be saved in under two years, given that the 
project costs are £75k. 

 
Resourcing 2012-13 

 

Budgeted staffing 
 

We have budgeted for a saving of £66,154 to 2012-13 staff costs.  
 
We have also committed to a further saving of £59,784 staff costs in 2013-14, which 

will mainly be achieved through the loss of one CR post.  
 

Cases received 
 
In 2011-12, there has been a 12% increase in case numbers received to date (an 

estimated additional circa 400 cases per year) in 2011-12 and clear evidence case 
numbers received are continuing to rise.  In January 2012, case numbers were 50% 

higher than in January 2011. These figures do not include any additional cases 
received due to prison health complaints.  



 

 

 
Resourcing requirements from 2012 onwards 

 
A rise of 400 cases on average leads to approximately 140 complaints fit for SPSO 

which requires an additional two complaints reviewers on current productivity levels 
(current productivity levels have increased by around 18% from last year and it is 
unlikely that changes to process alone will lead to further such significant increases 

in productivity).  
  

It is hard to assess numbers of prison health complaints at this stage but a 
conservative estimate, based on the number of general health complaints that reach 
SPSO, and current known numbers for prison health complaints is around 70 

complaints fit for SPSO i.e. a further 1 complaints reviewer post per annum. 
 

Two additional staff have been agreed as part of the water transfer in 2012-13 and 
this provides the cover required for the increase seen in 2011-12 going into 2012-13. 
This does not provide cover for the estimated minimum additional 70 prison health 

cases, which potentially requires one further CR. 
 

In 2013-14, there is a budgeted reduction of one CR. 
 
 

 


