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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".
Case Study:

an audit of each stage in the new processes compared with how services were delivered previously.  Can apply to an incident within a project – how a problem was resolved – or to a new way of doing business in a particular sector, or to a total reorganisation.

Case study text for Child Protection System (CPS)
City of Bradford Metropolitan District Council

Introduction

The West Yorkshire Child Protection System (CPS) uses technology to link up all the agencies in the county concerned with protecting children from potential abuse i.e. local councils, schools, police and health services. The CPS will connect all these organisations into one ‘virtual’ child protection agency, operating across geographical and organisational boundaries throughout West Yorkshire.  The CPS allowed the existing protocols agreed among agencies to be implemented electronically, and also provided feedback to practitioners on the progress of referrals, and enquiries.  The CPS also provided an audit trail, and management information that could be used for continuous improvement of the underlying processes.
This project started because of a desire to improve professional practice and to use the sharing of information to support better professional interventions across all agencies.  Their goal was to provide effective protection for children in the community.  The need for multi-agency working for child protection was highlighted in the government’s green paper Every Child Matters, produced as a result of the Victoria Climbié Inquiry.  Lord Laming who was Chairman of the Inquiry also prompted action in this area by asking “if there was not some way for 21st Century Technology to be used to solve the communication issues?”
What difficulties, if any, were there with the processes that were previously in place?

The CPS set out to address issues which had been detailed as common issues across all cases including poor co-ordination and difficulties in sharing information.  The existing processes were primarily telephone based which leaves matters open to miscommunication.  Work may be duplicated, or in some cases both parties think the other has agreed to do the work, and nothing gets done.  There was a lack of a rapid means of exchanging important information, and it was difficult to know who was already involved in a case.  Often a case worker would need to phone around to try and identify who was already working with a family or child.  Finally, families, and hence their children often move around within the West Yorkshire area making it difficult to keep track of them.
The system eliminates these problems by interconnecting the agencies, securely, across the Internet, allowing them to share data quickly and reliably and making it readily accessible to relevant parties. The level of authorisation of the practioner regulates which data they are able to retrieve.

Which agencies are involved?

· 5 Social Services departments

City of Bradford Metropolitan District Council
Calderdale Council
Kirklees Council
Leeds City Council
Wakefield Metropolitan District Council
· 8 NHS Acute Trusts

· 15 Primary Care Trusts

· 961 Schools

· West Yorkshire Police.

The CPS is now in use across all of West Yorkshire, currently involving a total of 33 partners.  Reaching an agreement amongst all of these partners was a very large task.  It is likely that the system will end up with somewhere between 3 and 4,000 users.

What has been the practitioner response?
Practitioner response has been very good.  The have been able to see real benefits arising from the system, with faster more reliable communication, and the ability to see how matters are progressing on a case.  In some cases the increased speed with which information is being exchanged allows matters to be handled more proactively, so that problems are recognised at an early stage, rather than only being handled when they have escalated to a more serious situation.
The interconnection of the systems also reduces the effort involved in re-keying data.  Screens can be automatically populated from existing databases, freeing admin staff to spend more time actually dealing with a case.

What software and hardware was implemented in the pilot?

The system is implemented using Liquidlogic.  This provides the software framework to allow the implementation of the protocols agreed between agencies, and also provides the technology to allow agencies to communicate reliably and securely across the Internet.
The system acts by exchanging messages between the various agencies involved.  This allows the agencies to maintain control of the data they are sharing, and the way in which it is used.  It also creates an audit trail of what transactions are taking place, and provides a means to provide feedback to the practitioners on the progress of requests.

How will did it fit with the existing ICT Strategy?

The technology used had the capability to connect in a very wide range of ways.  How it is actually connected was a decision that was made by individual agencies based on the way in which they wished to share data, their security requirements and their existing ICT systems.  Agencies can chose the exact level of involvement the wish to start with, but are then able to develop closer integration as appropriate.

Interconnecting systems is an area which is changing rapidly, and there is inevitably a balance between creating the connections as rapidly as possible, and ensuring the right infrastructure is in place.  The supplier has now published an open interface to its software which allows agencies to write their own adapters, as well.  

What key lessons have been learnt?

Reaching an agreement on the way in which the agencies will interwork is obviously critical to the success of such a project.  In order to achieve this it is important to get commitment to action at the strategic level within the agency, and empowerment of those involved in the decision making process

Another challenge of implementing such a system is to take the very high level statements of intent that have been developed between the various agencies involved and convert them into something detailed and meaningful.  Practitioner involvement from a very early stage is important to ensure that the system developed will be accepted when it is rolled out.

The project also needs to be able to convincingly explain the way in which the protocols will work so that the practitioners involved can be confident that any information shared will be handled securely and only be made available in an appropriate fashion.
Finally, designing in the availability of management information from the start provides an invaluable resource for improving the existing processes, and a way to examine the effect of new ways of working.
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