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1. EXECUTIVE SUMMARY

1.1. This report seeks the approval of additional expenditure over a five-year 
period of £87,785 that is now required to fund the upgrade and maintenance 
of the Council’s Careline System. 

1.2. The upgrade is considered essential as the current Answerlink system does 
not provide the functionality to switch the system over to a mobile device 
(laptop with a soft phone), in the event of an evacuation of the Town Hall or 
whatever building the service is based at. 

1.3. Currently in the event of an evacuation, officers decant to Bagley’s Lane 
Depot, the current disaster recovery site (DRS). The DRS location needs to 
be on a different network and telephone exchange to enable continued 
operation of the system in the event of a major network outage in 
Hammersmith.  Currently in the event of a decant to the DRS, it is not 
possible to monitor any alarm activations, this places the safety of vulnerable 
residents at risk. The proposed upgrade will provide this functionality, thereby 
eliminating the risks to residents in the event of an evacuation and decant to 
the DRS.    

1.4. On 9 July 2018, Cabinet approved a direct award of a contract with a value 
over five years of £176,784 to Legrand Electric Ltd (“Legrand”), the incumbent 
service provider, for the upgrade the council’s Careline community alarm 
system to a digital platform and an ongoing maintenance programme. This 
price was comprised of upgrade costs of £21,380 and a five-year 
maintenance programme costing £155,404. Compared with existing charges, 
this represented an increase in costs over a five-year period of £23,714.  

1.5. Following the contract award, during mobilisation both Legrand and the 
council identified additional technical considerations that needed to be taken 
account of including additional equipment costs and arrangements in relation 
to 24-hour back up functionality that the council operates in relation to IT 
systems.  As a result of these additional factors, the upgrade and five-year 
maintenance costs cannot be provided within the original contract price of 
£176,784. 

1.6. An explanation of the revised costing is contained within exempt appendix A. 

1.7. A table showing a breakdown of the total cost over a five-year period is contained 
within exempt appendix A.

1.8. This report now requests approval for the required variation and increased 
expenditure.

2. RECOMMENDATIONS



2.1. That the Cabinet Member for Health and Adult Social Care approves the 
additional expenditure of £87,785 over a five-year period required for the 
upgrade and ongoing maintenance of the council’s Careline system.

2.2. The Cabinet Member for Health and Adult Social Care approves a variation to 
the contract for the Careline upgrade and maintenance with Legrand Electric 
Limited to include additional equipment and functionality at an additional cost 
of £87,785.

3. REASONS FOR DECISION

3.1. The direct award of contract approved by Cabinet on 9 July 2018 and the 
resultant implementation of the upgrade of the council’s Careline community 
alarm system to a digital platform will enable the current system to be 
regularised through a sustainable contract while significantly enhancing the 
service and eliminating the risks inherent with the present analogue system.

4. PROPOSAL AND ISSUES 

4.1. The initial negotiations with Legrand obtained a contract price that 
represented value for money. However, since the conclusion of that 
negotiation and through mobilisation planning and the technical input from 
H&F IT teams, additional costs have been highlighted due to the assumptions 
made by Legrand regarding the council’s IT capabilities.

4.2. Legrand’s assumed the council’s existing council IT environment could 
support the new software, which could be installed on existing servers on the 
H&F network. However, once the data centre had migrated to BT it became 
clear that voice link (telephone servers) into the BT Data Centre would 
significantly increase the cost. The most cost-effective solution is for Legrand 
to provide the servers and upgrade the software. The upgraded Careline 
system would then be standalone and no longer on the council’s network. 

4.3. Legrand’s initial costing did not include the following costs:

i) the majority of the hardware required to facilitate the upgrade, 
including servers, PC’s and laptops and dongles to access the 
system remotely;

ii) decommissioning of old equipment; and

iii) telephone lines at primary and disaster recovery sites for 
broadband connection for added resilience, fibre and cabling, 
antivirus software and backing up data. 

Most of the additional costs are for the purchase and maintenance of new 
servers. 



4.4. It is now clear that the implementation of the upgrade would incur costs 
additional to those included in Legrand’s initial quotation. The option of 
Legrand providing the servers is cheaper than utilising the BT Data Centre on 
the H&F Network. The BT Data Centre does not have physical servers and 
Careline need physical servers which would mean changing the SLA which 
would be very costly. By the servers not being in the BT Data Centre and on 
the H&F Network, the dependency on other third parties is removed and 
issues with Network downtime which is critical for Careline are avoided. The 
additional costs outlined in this report have been assessed to represent value 
for money and the contract terms will ensure that the council is protected 
against any additional cost by ensuring the contractor bears this risk. 

4.5. Officers from H&F IT services who have been negotiating with Legrand are 
confident that the revised price of £256,695 is fully inclusive of all costs.

4.6. Generally, in the small and niche market for this type of service it is typical 
that the installer or upgrader of a product and the maintenance provider will be 
the same organisation. Dividing the different elements of the upgrade and 
maintenance costs between Legrand and one or more other contractor(s) to 
obtain a lower overall cost was fully explored by H&F IT staff however the 
conclusion was that this approach would result in a significantly higher total 
cost than using the existing contractor. 

4.7. By commissioning Legrand, as the existing provider, to upgrade the system 
and provide ongoing maintenance, the disruption to the current service will be 
very minimal. The introduction of a different product, albeit designed for the 
same purpose, would cause far more disruption and could incur additional 
costs not associated with an upgrade undertaken by Legrand. 

4.8. Legrand are an experienced provider in this niche market and have 
successfully worked with the council for many years. BT remains the council’s 
nominated service provider for broadband and field engineering services.

5. OPTIONS AND ANALYSIS OF OPTIONS 

5.1   Option 1: Do not proceed to execute the directly awarded contract with 
Legrand on the basis the council were not aware of the additional costs 
involved 
Officers would then have to continue to operate an outdated analogue system 
with its inherent risks, notably those affecting the wellbeing of vulnerable 
residents. It is also not clear whether the Council would be able to cancel the 
contract. For these reasons this option is not recommended.

5.2 Option 2: Do not proceed to execute the directly awarded contract with 
Legrand on the basis the council were not aware of the additional costs 
involved and instead conduct an open procurement.



This is a niche market and it is not considered that if this opportunity was 
published it would generate any interest or result in a cheaper solution than 
that offered by Legrand. For this reason, this option is not recommended.

5.3 Option 3: Upgrade the Careline system to the extent provided by Cabinet 
approved sum of £176,784.   

If the additional funding is not approved, the Careline system cannot be 
updated. This would not rectify the shortcomings of the current system and 
there would be no discernible improvements. For this reason, this option is not 
recommended.

 5.4 Option 4: Agree to the additional funding required for Legrand to 
undertake the upgrade of the Careline system and provide maintenance 
cover for a five-year period
If the additional funding is approved, it will enable the Careline system to be 
updated, thereby eliminating the risks inherent in the current system, including 
those affecting the wellbeing of vulnerable residents. For this reason, this 
option is recommended.
 

6. CONSULTATION

6.1. Officers from the council’s IT service have been involved in extensive 
dialogue with Legrand over the last six-month period. By adopting a solution-
focussed approach, the two parties have designed a cost-efficient upgrade 
and maintenance programme which will eliminate all the problems associated 
with the current system and provide a significant increase in functionality, 
including operating and performance reporting.

7. EQUALITY IMPLICATIONS

7.1. It is not anticipated that there will be any negative impacts on any groups with 
protected characteristics, under the terms of the Equality Act 2010, from this 
upgrade to the Careline system. 

7.2. Implications completed by Peter Smith, Head of Policy & Strategy, tel. 020 8753 
2206.

8. LEGAL IMPLICATIONS

The legal implications are contained within exempt appendix A.

9. FINANCIAL IMPLICATIONS



The financial implications are contained within exempt appendix A.

10. IMPLICATIONS FOR LOCAL BUSINESS

10.1 There are no implications for local business.

10.2 Implications completed by Albena Karameros, Economic Development Team, 
tel. 020 7938 8583.

11.COMMERCIAL IMPLICATIONS

The commercial implications are contained within exempt appendix A.

12.  IT IMPLICATIONS 

12.1 IT services have been working with the project team and Legrand to redesign 
a cost-efficient upgrade and maintenance programme to bring our Careline 
service for residents up to date and provide a resilient and enhanced service 
going forward. The project team and IT services should continue to work 
together throughout the implementation.

12.2 IM implications: The Privacy Impact Assessment (PIA) for Careline will need 
to be updated to reflect any changes to the way that data is processed and 
stored as a result of implementing this upgrade.  This will ensure all potential 
data protection risks are properly assessed with mitigating actions agreed and 
implemented.   If a PIA is not yet in place, one will need to be completed.

12.3 Any contracts affected by these changes will need to include H&F’s data 
protection and processing schedule if this is not yet the case. This is 
compliant with the General Data Protection Regulation (GDPR) enacted from 
25 May 2018. 

12.4 Implications completed by: Tina Akpogheneta, Interim Head of Strategy and 
Strategic Relationship Manager, IT Services, tel 0208 753 5748.

 

13.RISK MANAGEMENT

13.1 Residents receiving the Careline Service will benefit from the additional 
resilience telephone lines at primary and disaster recovery sites and  
significant increase in functionality, including operating and performance 
reporting. The proposed measures will significantly enhance the service and 
eliminate the risks inherent with the present analogue system. The proposals 
are consistent with management of our service continuity objectives.  



13.2 Officers need to ensure that the risks of challenge identified, and the potential 
mitigations against challenge, in the Legal implications sections of the report 
are appropriately addressed in the body of the report to assure the Cabinet 
Member that they are being asked to make an appropriate decision in the best 
interests of protecting vital services to vulnerable residents.

13.3 Implications completed by: David Hughes 07817 507695 and 0207 361 2389.
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