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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".
Purpose of Document

The purpose of this document is to define the West Yorkshire Child Protection System (WYCPS) project.  It provides the basis for management of progress and assessment of overall success.  It sets out the scope and objectives for the project, the deliverables, approach, timescale and risks.

Background

FAME is an ODPM national project involving a consortium of partner organisations drawn from a broad spectrum of Health and Social Care Service Providers to deliver a range of joint services in a ‘multi-vendor’ environment to individual customers of those services. 

This document concerns itself with one project strand within the overarching FAME project; the ‘West Yorkshire Child Protection System’.

Overall Aim: -

“To equip front line child protection professionals with shared information from partner agencies to purpose making sound judgements based upon a ‘whole picture’ of the child”

Project Definition

Project Objectives 

The objective of the project is to develop a ‘West Yorkshire Child Protection System’ together with a model framework for implementing a multi-agency child protection system. This framework will itself contribute and be integral to the overarching ‘Framework Strand’ of FAME. 

Project Scope

The scope of the project is to develop and implement multi-agency business processes, information sharing protocols and the technical infrastructure to enable: -

· The sharing of information and services seamlessly between the partner agencies to support a joint service delivery to children at risk

· Implementing processes that enable delivery of these services more efficiently and effectively

· The seamless and simplified access to the Child Protection Register for those professionals authorised to use it within West Yorkshire

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

· Providing a structure for cross agency communication to prevent cases falling between the cracks

· Minimise the gaps created by cross boundary information and process flows.

· Tracking case progress to enable effective handover of cases between agencies and individuals

· Create the infrastructure necessary for identification, referral and tracking of children at risk

The project will encompass the complete range of agencies concerned with Child Protection within the West Yorkshire ACPC cluster, which is coterminous with both the West Yorkshire Police Authority and the West Yorkshire Strategic Health Authority and covers the complete range of Health, Police, Education and Social Services interfaces for Child Protection. 

Method of Approach

· Identify core information systems and infrastructure used by each agency partner
· Map business processes used by each agency
· Analyse business processes and, where possible, harmonise Child Protection processes within West Yorkshire.
· Identify data elements used by Child Protection professionals at each stage in the process
· Agree information sharing protocols
· Design business and data integration models
· Identify, create and develop interfaces to core agency systems
· Define technical and security requirements for system implementation (web-based)

· Agree and plan implementation

· Develop system software

· System deployment and testing 

· Training practitioners

· Rollout of implementation to partner agencies

Project Deliverables and/or Desired Outcomes

The following have been identified as project deliverables:

· An implemented and working ‘West Yorkshire Child Protection’ system with an ongoing support infrastructure. 

· A complete set of methodologies and toolsets within a diagonal slice of Local Authority configurations, agency mixes and single or multiple implementations which can be applied ‘as is’ for similar issues and adapted for other issues involving similar multi-agency problems.

· A re-usable framework into which public service providers can ‘plug in’ a variety of service delivery needs.

· The infrastructure necessary for identification, referral and tracking of children at risk
· Proof of transferability of concept across a range of ‘real’ problems identifiable by most local authorities and other agencies.

· Wide-ranging test of methodologies and technologies, which can be plugged in’ to any scenario

· A significant base of practical and working information sharing protocols

· Up to 5 practical and operational examples of joined up working.

Exclusions

At this stage the following are excluded from the scope of this project: -

· Changes to individual partner legacy systems

· Replacement of existing partner communications and networks infrastructure 

Constraints

The following constraints have been identified:

· Conflicting demands on the partners within the same given time period 

· National and vertical demands on the partners

· Existing technology infrastructures and development timetables

· Central Government directions in this area which are still evolving

· Security requirements around the information to be shared, there is a requirement to support national standards for encryption and security

Interfaces

Interfaces to the following organisations and their systems are required for the successful implementation of the West Yorkshire Child Protection System:

· All West Yorkshire Local Authorities – Bradford; Calderdale; Kirklees; Leeds; Wakefield (Social Care systems)

· All West Yorkshire Acute NHS Trusts (A&E and Paediatric systems)
· All West Yorkshire Departments of Education & Schools (main systems)
· West Yorkshire Police Child Protection Unit network
Assumptions

· Project support staff can be recruited

· Timely availability of external consultants

· All partners have their own network and will be responsible for their connection to the service both technically and for the information and data they will provide and maintain.  

· All partners are responsible for ensuring access is available from any location from which they wish and / or need to provide a service. 

Initial Business Case

Bradford Council has undertaken work with LiquidLogic technology partner on a project to develop the proof of concept for building a multi-agency system for child protection.  The work has gone through much iteration between Child Protection professionals and the developers and the project is at the stage where this work can be taken forward for development.  

Incorporation by all West Yorkshire agencies will provide a solution across a variety of Social Care, Health, Police and Education configurations.  The development of a West Yorkshire system offers an opportunity to build on the Bradford work and test how integrated systems will work in practice.

Project Budget

The project has been allocated £1.5million.  This is allocated by the ODPM who has final approval on all spending as directed by the Programme Board.  

The budget covers: -

· Project management and partner consultation

· Analysis and definition of processes

· Integration

· System design 

· System development

· Testing

· Implementation

· Staff training and development

· Hardware and infrastructure 

· Documentation

· External support

Benefits

The project will provide the following benefits: -

· For the Child: greater safety because of the highly visible nature of communications between agencies. All will know exactly who is doing what to assess the situation and protect the child.

· For the Public: greater confidence that communication and practice issues between agencies are resolved.

· For the practitioner: real time information on the progress of a Child Protection assessment across agencies and collation of information for the assessment. Management of case file information electronically. (No misplaced files)

· For the manager: standardisation to procedures and notifications/alerts when these are not followed. The need for management intervention is highlighted and the ability to do so is enhanced.

· For interagency working: better communication between collaborating agencies, without the need to reorganise. Professionals are supported in their roles. Roles can be developed and the virtual Child Protection Agency can adjust to best practice quickly. 

· For the Area Child Protection Committee: Case chronologies are developed as normal working practice, and are available quickly to facilitate scrutiny of concerns that arise in any individual case. Speedy “learning the lessons” exercises can be undertaken in advance of “disasters” rather than following them.

· For the Council: concrete information that the lead responsibility of the Social Services Department for Child Protection is being discharged properly.

· For the Department of Health and SSI: the possibility of proper and accessible information to inspect performance as a matter of routine, rather than exception. Will assist, for example, in work to develop national standards in child Protection investigations. 

Project Organisation Structure

Overall responsibility for the West Yorkshire Child Protection System (WYCPS) Project will reside with the WYCPS Project Board.

The WYCPS Project Board will be supported by:

· A WYCPS Project Management Team which will handle day to day co-ordination and control of the project 

· Six sub-Project streams – five streams responsible for implementation of the project within each Local Authority in West Yorkshire and one stream responsible for the West Yorkshire Police implementation.

· Special Working Groups for the following areas:

· Technical 

· Communications 

· Information Sharing, Security & Confidentiality

· Inter-Agency Development

A diagram of the various project groups and their relationship is set out in Figure 1 below:

Figure 1
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Project Roles and Responsibilities

Project Board

The project board is required to provide overall direction. It fulfils the following roles:

· Approves the project initiation document, i.e. determines the project strategy, project structure and roles.

· Approves major plans, authorises deviations to plan.

· Monitors progress of the project including the agreed quality.

· Monitors project spend and sets the tolerance for time and cost that can be accepted without the need for an exception report.

· Signs off the completion of major stages and the project as a whole.

· Regularly reviews risks and approves contingency plans.

· Ensures resources are available.

· Manages the project assurance function.

· Ensures ongoing support is considered and planned into the project.

· Regular reporting to FAME Executive Board.

The following membership is proposed for the Project Board:

Alison O’Sullivan (Chairman)


Director, Bradford Social Services

Representatives from each Local Authority
   sub-Project stream 



(5 representatives)


Social Services



(one representative)


Police 





(one representative)


Health 





(one representative)


Education




(one representative)


Voluntary Sector 



(one representative)


Technology Supplier



(one representative)

Project Manager
The project manager is responsible for ensuring that the project produces the identified outcomes to the agreed standard of quality and within the specified constraints of time and cost.

The project manager will report to the Project Board on a monthly basis and through exception reports as and when required.

The project manager will report to the FAME Programme Board on a monthly basis.

Project Team

The core project team will be:

Jenni Flanders



Project Manager

Judi Plowman




Project Administrator

3 or 4 





Project Co-ordinators

The Project Co-ordinators will be Child Protection professionals from Social Services, Health, Police and Education disciplines. 

Project Streams

Local Project Boards will manage individual sub-projects for each Local Authority and the West Yorkshire Police.  The technology supplier will have a seat on each local Project Board.

Each local project stream will have a full time Project Manager responsible for delivery of the local project plan.

Communications Plan

It is considered extremely important to ensure project staff and others are given appropriate information about the project and how it is progressing.  A communications strategy will be produced and a communications plan implemented to:

· Identify all stakeholders/interested parties to be kept informed.

· Identify the range of response desired from the audience, and subgroups within it, from simple awareness, through progressive understanding, support, involvement and commitment to the project.

· Identify appropriate content and channels of communication depending upon the response required.

· Identify who will manage and be involved in communication, schedule and undertake communications tasks and events.

· Schedule timely communication of the project progress using appropriate reports (checkpoint, end stage reporting etc.).

· Provide a mechanism for receiving feedback.

· Provide opportunities to see demonstration software.

Project Quality Plan

A quality plan will be developed with the selected technology supplier to meet quality expectations of the delivered system.  The plan will incorporate activities designed to ensure the quality of the intermediate and final deliverables. These will be based on defining standards expected of the project including:

· Government guidelines for interoperability, as specified in e-GIF, including Meta Data standards.  

· Authentication and security classifications in line with the published e-envoy guidelines.  

A quality schedule will be maintained under review by the Project Management Team, and reported regularly to the Project Board.

Roles involved in Quality management/review process: 

Project Manager 

Project Management Team

Project Board

Project Assurance

Responsibility for the successful delivery of the project rests with the Project Board and it is vital that the board can monitor the progress of the project independently of the project manager.

The Project Assurance team supporting the FAME project will undertake this role.

Initial Project Plan

The project plan will be implemented to deliver the key milestones in the table below.
Key Stages & Milestone Dates:

· Project Initiation Document approval – April 2003

· Business Processes defined - September 2003

· Technical architecture recommendation – January 2004

· Partnership agreed solution - March 2004

· Implementation established - June 2004

· Start of Benefits Realisation – June 2004

	Strategic Plan
	Mar
	Apr
	Ma
	Jun
	Jul
	Aug
	Sep
	Oct
	Nov
	Dec
	Jan
	Feb
	Mar
	Apr
	Ma
	Jun

	PID/Direction agreed
	
	X
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Agree project team(s)
	
	X
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	Success criteria confirmed
	
	
	X
	
	
	
	
	
	
	
	
	
	
	
	
	

	Confirm other stakeholders 
	
	
	X
	
	
	
	
	
	
	
	
	
	
	
	
	

	Roles confirmed
	
	
	X
	
	
	
	
	
	
	
	
	
	
	
	
	

	Agree communications plan
	
	
	
	X
	
	
	
	
	
	
	
	
	
	
	
	

	Agreed. concept picture 
	
	
	
	X
	
	
	
	
	
	
	
	
	
	
	
	

	Define business process 
	
	
	
	
	
	
	X
	
	
	
	
	
	
	
	
	

	Collect process volumes 
	
	
	
	
	
	
	X
	
	
	
	
	
	
	
	
	

	Complete technical assessment 
	
	
	
	
	
	
	X
	
	
	
	
	
	
	
	
	

	Agree technical architecture 
	
	
	
	
	
	
	
	
	
	
	X
	
	
	
	
	

	Develop integration
	
	
	
	
	
	
	
	
	X
	
	
	
	
	
	
	

	Design Solution
	
	
	
	
	
	
	
	X
	
	
	
	
	
	
	
	

	Specify acceptance criteria
	
	
	
	
	
	
	
	
	X
	
	
	
	
	
	
	

	System/software developed
	
	
	
	
	
	
	
	
	
	
	X
	
	
	
	
	

	Testing phase
	
	
	
	
	
	
	
	
	
	
	
	
	X
	
	
	

	Agree implementation
	
	
	
	
	
	
	
	
	
	
	X
	
	
	
	
	

	Implement solution
	
	
	
	
	
	
	
	
	
	
	
	
	
	X
	
	

	Implement training
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	X

	Agree external dissemination
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	X


Project Controls

Change Control Procedure

Direction and scope changes will be approved through the FAME Programme Board.  

· Project Change Control is the responsibility of the Project Manager who will maintain the change request register.  

· Change requests will be reviewed monthly by the Project Board.  

· The Project Board may authorise the change if it is within the scope of the project or refer the change to the FAME Programme Board for consideration.

Status Reporting

· A regular weekly checkpoint meeting will be held between the project manager and the project team. 

· Partner project streams will be required to produce monthly progress reports to the project manager.

· The project manager will produce a monthly and interim (quarterly) progress reports to the FAME Programme Board

· External consultants will be required to produce regular update reports to the project manager in accordance with an agreed schedule.

· The project manager will produce a highlight report for each WYCPS Project Board meeting (monthly), outlining progress made and action required in the ensuing weeks. 
· The project management team will produce a monthly status report for distribution to all interested parties who need to be kept informed of progress.

Exception Process

· The project manager will provide an exception report for any significant deviation from the project plan to the Project Board.  

· The exception report will contain problem details, impact assessment, options and recommendations to enable the Project Board to make an informed decision on revisions to the project plan.

Initial Risk Log

The following medium/high risks have been identified so far: 

	RISK DESCRIPTION
	IMPACT
	ASSESS

L / M / H
	OCC

L / M / H
	ACTION

	Inadequate partner individual infrastructure capability - communications, networks, connection to internet, and intranet and access points/ PCs at all locations
	Infrastructure requires upgrade, additional cost
	H
	H
	Establish ASAP technical baselines for all partners in relations to the project

	Insufficient capacity/resources from partners with the right skills at the right time to deliver project
	Inability to achieve target dates and benefits
	H
	M
	Appropriate levels of commitment engaged early and maintained

	External demands placed on the Partner
	Resources overloaded
	M
	M
	Priorities reviewed regularly

	Inability to establish co-operation between all Partners
	Longer decision making time
	M
	M
	Representatives must have time made available

	Expectations are inappropriate or unrealistic
	Perception of progress and benefits lost
	H
	L
	Consultation and communication maintained

	Shortfall in finance at the right time and during implementation
	Shortfall in expected service provision
	H
	L
	Maintain tight budgetary controls and escalate early

	ICT skills overstretched
	Milestones missed
	H
	H
	Plan and identify resources early

	Fit with National systems unclear
	Motivation reduced to include services
	M
	M
	National systems impact established and communicated.

	Required system robustness v cost of service provision
	Availability and confidence
	H
	M
	Proposed solution communicated and sponsored appropriately


Contingency Plans

A risk management strategy is required to reduce the likelihood of the impact medium and high risks and to develop contingency plans for risks which move into high probability.  The Project Board must approve Contingency Plans.

It is expected that the identified risks and their likelihood and impact will change in response to management action within the project and external factors.

The schedule of identified risks will be maintained under review by the Project Team, with regular reporting to the Project Board.

Project Filing Structure

The WYCPS Project Document Library will be managed by the Project Manager and located in Olicana House, Bradford. 

Electronic copies of project files will be stored on the FAME Project website
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