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Document Purpose
 

This document was produced by the FAME Programme to provide guidance and practical examples to all Local Authorities/Partner Agencies for an implementation of Multi-Agency working.  All documents are the property of FAME National Project, and to access these documents you have agreed to the terms and conditions set out in the accessing of these products from the FAME website.
 


For a further description of this document please see the Product Definition below stating exactly what the product is.  For more in depth explanation and guidance please see the FAME "How to Implement and Sustain a Multi-Agency Environment".

Business Case:

a document which sets out the justification for undertaking a project, based on the estimated cost of development and implementation against the risks and expected business benefits and savings.

Strategic:

This project provides proof of concept across a number of Council Initiatives addressing Modernisation, eGovernment and LGOL requirements. Incorporation by all West Yorkshire Local Authorities will provide a stable and robust ‘product’ across the various mix and match of Health and Local Authority configurations and is co-terminous with the West Yorkshire Police Authority and the West Yorkshire Strategic Health Authority. An additional advantage to the use of our natural partners minimises the potential gaps created by cross boundary flows and will reduce the risks created by a ‘central’ agency, (e.g. West Yorkshire Police Authority), dealing with five differing access systems.

Its main focus addresses an issue of national profile and addresses issues which should obviate the inherent (and much publicised) risks surrounding administrative control of Child Protection cases.  All stakeholders agree the local fit for this project.

The system will:

· Provide a simple and immediate access to the Child Protection Register for those professionals authorised to use it.

· Provide a clear referral process into social services from both connected agencies and those outside the scope of the electronic referral system

· Providing the structure for cross agency communication to maintain control of the complete process.
· Track progress of each individual case to enable controlled and effective handover between agencies and individuals 

Project Costs


The overall costs for the project would be in the region of £2,245,000 of which £745,000 would be contributed by the Partnership leaving £1,500,000 required from central funding. 

The cost breakdown submitted for the revised FAME BID in January 2003 is as follows.

	RESOURCE
	COSTS

£ 000’s

	Staff Costs – Partners & Technology Partner
	1,465

	Platform – Hardware/System Software/Comms
	180

	System Software/Licenses
	100

	Technology Partner – Application Development

	500

	Sub-Total
	2,245

	Local Contribution 
	-745

	Grand Total
	1,500


Sustainability Costs


Best Case for West Yorkshire

	 
	 
	 
	 
	 
	 
	 
	 

	 
	Year1
	Year2
	Year3
	Year4
	Year5
	Year6
	Year7

	
	2005/06
	2006/07
	2007/08
	2008/09
	2009/10
	2010/11
	2011/12

	 
	
	
	
	
	
	
	 

	Costs 
	
	
	
	
	
	
	 

	IT Depreciation
	33333
	33333
	33333
	0
	33333
	33333
	33333

	Replacement IT Platform
	
	
	
	100,000
	0
	0
	0

	Hardware Maintenance
	15,000
	15,000
	15,000
	15,000
	15,000
	15,000
	15,000

	System Software 

Linux Operating System
	   
	
	
	
	
	
	

	System Software 

Oracle Maintenance
	6,750
	6,750
	6,750
	6,750
	6,750
	6,750
	6,750

	Hosting (In house Technical Support)
	40,000
	40,000
	40,000
	40,000
	40,000
	40,000
	40,000

	Communications Costs
	
	
	
	
	
	
	

	Application Support & Maintenance
	200,000
	200,000
	200,000
	200,000
	200,000
	200,000
	200,000

	System Administration/Support
	40,000
	40,000
	40,000
	40,000
	40,000
	40,000
	40,000

	System Management
	20,000
	20,000
	20,000
	20,000
	20,000
	20,000
	20,000

	3rd Party Software Support
	3,000
	3,000
	3,000
	3,000
	3,000
	3,000
	3,000

	Training
	10,000
	3,000
	3,000
	3,000
	3,000
	3,000
	3,000

	
	
	
	
	
	
	
	

	Total
	368,083

	361,083
	361,083
	427,750
	361,083
	361,083
	361,083


Best Case Assumptions:

· Number of West Yorkshire users 2,000

· Hardware – purchase of platform included in Fame project and replaced in Year3 

· System Software – Linux operating system 

· Oracle – cost of purchase of Oracle License included in FAME project

· Hosting – by a partner with  running costs equivalent to one full time System Operator/DBA

· Communications Costs – assume all partner traffic can use WY Microwave Broadband

· Application Support and Maintenance negotiated with Liquidlogic to cost £30K – 40K per annum per Authority

· System Administration/Support – Costs devolved to partners.  Integrate this work with each Local Authorities’ existing arrangements for system administration and first-line helpdesk support.  Cost equivalent to 2 technical support persons across West Yorkshire.
· System Management – Cost for shared overall management costs for system.  Estimate half a manager.
· 3rd Party Software Support – represents ongoing costs to 3rd parties in relation to data integration.  Costs will vary per Local Authority – best estimated at 10% of 3rd party product which costs £30K per annum to support. 
· Training using ‘in house’ trainers,  ‘In house’ trainers trained as part of FAME project. ‘In house’ trainers cost £25K per annum.  Training time 2-3 hours, max of 8 trainees per session.
25% users trained as part of Fame project, 75% trained in Year1, 10% new trainees per annum from Year2 with increased requirement for 1:1 training. 

Worst Case for West Yorkshire

	 
	 
	 
	 
	 
	 
	 
	 

	 
	Year1
	Year2
	Year3
	Year4
	Year5
	Year6
	Year7

	
	2005/06
	2006/07
	2007/08
	2008/09
	2009/10
	2010/11
	2011/12

	 
	
	
	
	
	
	
	 

	Costs 
	
	
	
	
	
	
	 

	IT Depreciation
	33333
	33333
	33333
	0
	33333
	33333
	33333

	Replacement IT Platform
	
	
	
	100,000
	0
	0
	0

	Hardware Maintenance
	15,000
	15,000
	15,000
	15,000
	15,000
	15,000
	15,000

	System Software 

Windows Op System Maintenance
	
	
	
	
	
	
	

	System Software 

Oracle Maintenance
	6,750
	6,750
	6,750
	6,750
	6,750
	6,750
	6,750

	Hosting (External 3rd Party –Ioko365)
	60,000
	60,000
	60,000
	70,000
	60,000
	60,000
	60,000

	Communications Costs Internet Bandwidth > 1MB/s
	22,500
	22,500
	22,500
	22,500
	22,500
	22,500
	22,500

	Application Support & Maintenance
	400,000
	400,000
	400,000
	400,000
	400,000
	400,000
	400,000

	System Management/ Administration/Support
	100,000
	100,000
	100,000

	100,000
	100,000
	100,000
	100,000

	
	
	
	
	
	
	
	

	3rd Party Software Support
	10,000
	10,000
	10,000
	10,000
	10,000
	10,000
	10,000

	Training
	40,000
	8,000
	8,000
	8,000
	8,000
	8,000
	8,000 

	
	
	
	
	
	
	
	

	Total
	687,583
	655,583
	655,583
	732,250
	655,583
	655,583
	655,583


Worst Case Assumptions:

· Number of West Yorkshire users 2,000

· Hardware – purchase of platform included in Fame project and replaced in Year3. Is maintenance cost  covered by Ioko?

· System Software – Windows operating system purchase cost included in FAME project (awaiting costs)

· Oracle – cost of purchase of Oracle Licence included in FAME project

· Hosting – External by Ioko365.  Annual cost per server between £8K and £10K to host.  Initial commissioning costs included in Fame project, £10K commissioning cost for new hardware in Year4. 

· Communications Costs – cost quoted by Ioko365.

· Application Support and Maintenance at figure of £400K.

· System Management/Administration/Support – Costs for a central dedicated team.  Cost equivalent to a team of 5 management/admin/technical support persons across West Yorkshire.
· 3rd Party Software Support – represents ongoing costs to 3rd parties in relation to data integration.  Costs will vary per Local Authority – worst estimated at 33% of 3rd party product which costs £30K per annum to support. 
· Training using a mixture of  ‘in house’ trainers and training by Liquidlogic (50:50 split)   Cost for Liquidlogic trainers at £750 per day.  ‘In house’ trainers trained as part of FAME project. ‘In house’ trainers cost £25K per annum.  Training time 2-3 hours, max of 8 trainees per session.
25% users trained as part of Fame project, 75% trained in Year1 (50:50 spilt), 10% new trainees per annum from Year2 with increased requirement for 1:1 training (50:50 split).  Plus cost of training trainers by Liquidlogic – 1 trainer per year at a cost of £2250 for 3 day course. 

Benefits

  

	West Yorkshire Child Protection System

Benefits for Local Authority : xxxxxxxxxx 
	
	
	Savings
	Sub Totals

	
	
	
	
	

	Registry Checks.
	
	
	
	

	Number of checks by ACPC agencies pa (Based on year to dd/mm/yy)
	
	
	
	

	Social Services
	xxxx
	
	
	

	Education
	xxxx
	
	
	

	Health
	xxxx
	
	
	

	Estimated CPU Time per check - minutes
	xxxx
	
	
	

	Estimated ACPC Agency Time per check - minutes
	xxxx
	
	
	

	Estimated Average Professional Staff Salary (Gross/Gross)
	xx,xxx
	
	
	

	Estimated Average Clerical Staff Salary (Gross/Gross)
	xx,xxx
	
	
	

	Staffing Numbers – Social Services teams
	
	
	
	

	SS Team 1 – team name.eg.  CPU
	xx
	
	
	

	SS Team 2 – team name 
	xx
	
	
	

	SS Team 3 – team name
	xx
	
	
	

	Etc.
	
	
	
	

	Cases' p.a. Based on S47 enquiries in Last 12 months)
	xxxx
	
	
	

	
	
	
	
	

	Annual Time Savings (WTE) @15 mins per check
	
	
	
	

	CPU
	
	0.xxxx
	£xx,xxx.xx
	

	ACPC - Social Services
	
	0.xxxx
	£xx,xxx.xx
	

	ACPC - Education
	
	0.xxxx
	£xx,xxx.xx
	

	ACPC - Health
	
	0.xxxx
	£xx,xxx.xx
	£xx,xxx.xx

	
	
	
	
	

	Case Management - The system would capture required data and 'prepare' forms
	
	
	
	

	Estimated 'paper' per case copied/faxed (3 Forms - 22 Pages) original plus say 1.5 other agencies
	xxxx
	xxxx
	
	£xx,xxx.xx

	Number of Cases
	xxxx
	
	
	

	Cost per copy (say 20p to inc staff time)
	
	
	
	

	
	
	
	
	

	Management Information  (Estimated savings)
	
	
	
	

	Manual production of Statutory Returns 
	
	
	
	£xx,xxx.xx

	Manual production of current monthly statistics
	
	
	
	£xx,xxx.xx

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Internal Admin/Professional Costs of Legal
	
	
	
	£xx,xxx.xx

	
	
	
	
	

	Potential reduction in cared for children as a result of early intervention ( expect minimum of 3 – include 1 only)
	
	
	
	£xx,xxx.xx

	
	
	
	
	

	Service User Benefit
	See
	Appendix
	“A”
	-

	
	
	
	
	

	Labour savings Based on SS teams  plus *2 factor for all other agencies
	
	Annual
	
	

	Avg of 5 days * 40 weeks
	200
	
	
	

	Minutes saved per person per day for each of the following:
	
	
	
	

	
	
	
	
	

	Faster access to information
	x
	xxxxxx
	
	

	More rapid and easy exchange of information
	x
	xxxxxx
	
	

	Less duplication of effort - only one owner for each piece of information
	x
	xxxxxx
	
	

	The ability to control when you access information, i.e. less interruptions
	x
	xxxxxx
	
	

	Less time trying to get through on the 'phone
	x
	xxxxxx
	
	

	Less time spent preparing and checking items to be sent out
	x
	xxxxxx
	
	

	The ability to control when you access information, i.e. less interruptions
	x
	xxxxxx
	
	£xx,xxx.xx

	
	
	
	
	

	Productivity Increases (Based as per Labour Savings at avg salary)
	
	
	
	

	% increase in personal productivity for each of the following:
	
	
	
	

	Availability of more accurate and up-to-date information
	x.xxx
	xxxx
	
	

	Availability of information not previously available
	x.xxx
	xxxx
	
	

	Faster Access to accurate and up to date management information.
	x.xxx
	xxxx
	
	

	Faster resolution of issues/concerns
	x.xxx
	xxxx
	
	

	Resolution of concerns/issues that would not otherwise be possible
	x.xxx
	xxxx
	
	£xx,xxx.xx

	Cases
	
	
	
	

	Average T/Calls per case
	x.xxx
	xxxx
	
	

	Proportion no longer required 
	x.xxx
	xxxx
	
	

	Cost per call 1/2 hour average duration (T/phone only)
	x.xxx
	
	
	£xx,xxx.xx

	Cost per call 1/2 hour average duration (Staff Time)
	x.xxx
	
	
	£xx,xxx.xx

	Avg duplication of activity (assessments, visits etc)
	
	
	
	

	Avg Time - hours
	x.xxx
	xxxx
	
	

	Proportion where duplication occurs
	x.xxx
	xxxx
	
	

	Cost per hour Say
	x.xxx
	
	
	£xx,xxx.xx

	
	
	
	
	

	Annual Savings
	
	
	
	£xx,xxx.xx


	West Yorkshire Estimated Annual Savings

	
	
	
	
	
	
	

	
	Bradford
	Leeds
	Kirklees 
	Calderdale
	Wakefield
	Total

	Savings
	£xx,xxx.xx
	£xx,xxx.xx
	£xx,xxx.xx
	£xx,xxx.xx
	£xx,xxx.xx
	£xx,xxx.xx


Financial Appraisal

Cost Benefit Analysis

The Payback Period using the 6% Net Present Value Table is approximately  x years (using arbitrary £30k each for legal elements and excluding service user benefit) calculated as follows.

	 
	 
	 
	 
	 
	 
	 
	 

	 
	Year1 
	Year2
	Year3
	Year4
	Year5
	Year6
	Year7

	Benefits
	£xx,xxx.xx
	££xx,xxx.xx
	£xx,xxx.xx
	£xx,xxx.xx
	£xx,xxx.xx
	£xx,xxx.xx
	£xx,xxx.xx
	

	 
	
	
	
	
	
	
	 

	Costs (feed in worst & best Sustainability Costs)
	
	
	
	
	
	
	 

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	Sub Total
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx

	 
	
	
	
	
	
	
	 

	Deficit/Surplus
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx

	 
	
	
	
	
	
	
	 

	NPV 6% - Factor
	
	
	
	
	
	
	

	 
	
	
	
	
	
	
	 

	Net Present Value
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx

	 
	
	
	
	
	
	
	 

	Cumulative NPV Surplus
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx
	£xxx,xxx

	 
	
	
	
	
	
	
	 

	PayBack
	
	
	
	
	
	
	 

	 
	
	
	
	
	
	
	 

	% Return on Investment
	xx.xx
	xx.xx
	xx.xx
	xxx.xx
	xxx.xx
	xxx.xx
	xxx.xx


Business Success Criteria

  

· Success will be measured by the ability of all professionals, irrespective of agency, to manage individual cases in an effective manner and to monitor the progress throughout the process.

· Additional benefits will allow a complete transactions audit for all cases.

· Management information and statistics are available when required and however defined. 

· The complete process for child protection recording is transparent, structured and identifies appropriate accountability and subsequent discharge thereof.
Appendix A

Financial Appraisal

The figures used in the both the Benefits calculations and the Cost Benefit Analysis exclude a calculated value for Service User Benefit.

Despite being the raison d’être for the project, it is not possible to accredit a financial value to ‘prevented abuse’ or ‘prevented death’ of a child.

There are many more softer areas which could be attributed a value and examples of these together with the ‘reasoning’ behind them are given below.   However these examples  have not been used in the formal calculations as they are a poor substitute for the incalculable benefit of just one child saved from harm or possible death.

Serious Case Reviews.

The Department of Health estimates that there are 90 child deaths per year, which are the subject of full Serious Case Review, and the NSPCC estimate that, on average, between 1 and 2 children die each week as a result of neglect or abuse.

With 150 CSSR’s this would equate to about 1 Serious Case Review every two years per CSSR which on balance of probabilities would be a death as a result of negligence or abuse.

If we assume that the system succeeded as an administration system ‘only’ the Audit trail and record logs available from the system would at least half the time and costs required in establishing the facts and generate savings of at least £5,000 per review or £25,000 for the West Yorkshire partnership.

On the assumption that every 10 years one of these cases would be of such a high profile as to require a public enquiry.

Information on the costs of a Public Enquiry is sparse however using £1 million average does not seem an over estimation.

Again the administration element of this system would save at least half showing an attributable saving of £500,000 equating to £50,000 per annum or £250,000 per annum for the West Yorkshire partnership.

As the system is not merely an administrative system but it’s strength is in the synergy created by the various agencies working together with full information and monitoring, this should obviate some of the tragic consequences regularly highlighted.

At it’s lowest level the ‘savings’ would be the full costs of one Serious Case Review every 2 years with West Yorkshire savings of at least £50,000.
At it’s median it should save the total cost of one average public enquiry each 10 years.

The actual service user benefit cannot be calculated but if we take suggestions here …
By incorporating the above as a service user benefit the additional benefit attributable in the Cost Benefit Analysis would increase by £xxx,xxx per authority per year and the full Return on Investment would be achieved in less than x years
WYCPS Business Case v1.0 271004
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