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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".
Project Initiation Document:

the purpose of the PID is to define the project, to form the basis for its management and the assessment of overall success.

 


There are two primary uses of the document:

· To ensure that the project has a sound basis before asking the Project Board to make any major commitment to the project

· To act as a base document against which the Project Board and Project Manager can assess progress, change management issues and ongoing viability questions.

Purpose of Document

The purpose of this document is to provide a baseline for the Housing – Benefits Interworking strand of the FAME National Project, to form the basis for its management and the assessment for overall success.

This document may be re-issued as an outcome of the initial Process Definition phase in the Project, and/or the resolution or progression of the identified start-up issues.

A qualified Prince 2 practitioner will manage this strand, applying the principles of Prince 2.
Background

The Framework for Multiple Agency Environments (FAME) is an ODPM national programme involving a consortium/partnership of public sector organisations to develop and implement a range of joint agency services in a ‘multi-vendor’ environment to the customers of those services.  

There are ten project strands within the overall FAME programme; Housing & Benefit Inter-working is one of the project strands. London Borough of Bromley will be the lead authority, the other partners in this strand include; Broomleigh, Affinity, London & Quadrant, English Churches Housing Associations; the London Boroughs of Croydon and Bexley, Age Concern and the Citizens Advice Bureau.

Project Objectives 

To support Government aims though meeting needs for joined up service delivery to housing, benefits and social care clients. 

Focus areas to be addressed by the project will include, joining-up benefits administration, partnerships with specialist care service providers, review of provision and strategies for housing and care for elderly people, liaison with voluntary services, temporary accommodation etc.

The nature of this will include:

· Effective sharing of relevant and timely information whilst respecting privacy and citizen’s rights

· An adaptable, scalable and re-usable solution that is replicable to other local authorities

· Collaboration to provide a co-ordinated and seamless service to the citizen

· Promote greater efficiency, reduce unnecessary duplication of information to make better use of resources d services

· Provide a road map of processes and workflow functions

· Provide toolkits to facilitate shared learning both within the overall FAME Project and as part of the dissemination activities.

· Achieve government targets e.g. e-government 2005

Method of Approach
For the partners in the project to work collaboratively to deliver the overall FAME project objectives and the specific deliverables defined below.  Newcastle University will provide quality assurance and ensure that the strand contributes to the objective of the FAME project, i.e. a generic framework for multi-agency environments.   The information and services to be shared will be categorised at various levels for security and access purposes and the appropriate protocols developed, e.g. 

· Specific information made available to identified individuals from the partnerships

· Information available to an employee that has sensitivities around access

· Information totally available in the public domain 

The overall project approach is based on the following principles

· Having a clear approach for engaging agencies, which enables a clear/comprehensive definition of requirements, and has a professional best value approach for supplier proposal assessment

· Ensuring that stage and final deliverables are quality assured through comprehensive acceptance testing and solution warranty arrangements

The following proposed Supplier strategy to be used for services supply is as follows:

· The appointed supplier (s) will be required to provide required skilled and experienced resources (business analysis and technical assessment) to assist undertake the detailed requirements assessment and definition during stage 1

· During this stage the supplier is required to assign a single ‘Supplier Project Manager (SPM) to represent all supplier aspects to the client-side Project Manager (CPM)

· At the end of stage 1, suppliers will be provided with an invitation for Proposal (IFP) document for the functional definition, detailed design, development and implementation to which they will be required to submit a proposal. The IFP will include details of the engagement process and a range of particular content requirements such as a costed milestone based plan.  It will also identify the main criteria against which the proposal will be assessed for best value for money

· The proposal will be assessed by a cross-partner group for ability to meet the requirements, best value for money and other professional aspects

· Contractual arrangements will be based upon key milestones and deliverables

· The supplier will be required to produce a detailed PID for the project work.  Subsequent project reporting will be undertaken by the SPM through to the CPM to the Project Board.  The SPM will be required to provide regular progress reports and may be required to attend the Project Board

Project Deliverables and/or Desired Outcomes

To deliver a multi-agency approach to common services in the area of, Housing, Benefits and where applicable, Social Care and associated processes providing:

· A functional E-Gif compliant package solution, including workflow support, which can be easily deployed and configured by other local authorities.  This will include user guides and training material, 

· Interoperability and technical interface specifications for use by other suppliers/organisations

· Process maps for the common services which extend beyond Housing into areas of Social Care 

· Reduced complexity and inefficiencies of benefit and housing administration for the citizen and administration bodies

· Developing a common generic framework to benefits and housing administration information and its exchange

· Developing a blueprint roadmap and toolkit of standards that can be replicated by other local authorities. 

Project Scope

The Project adheres to the overarching objectives of the FAME project framework, e.g.

· Standards

· Process maps

· Information sharing protocols

· Organisational change

· Re-usable products

The main product to be produced as will be a system that facilitates inter agency communication, with direct interfaces (as appropriate) into agencies back office systems and a number of pre-defined transactions to support business processes.   The partners have undertaken an initial assessment of the processes and interfaces to produce the “long list” below.  A definitive list will be produced after the Business analysis stage of the project has been completed.  

Potential New transactions

· End of tenancy

· Notice of vulnerability

· Respite accommodation

· Residential and nursing home vacancies

· View property details

· What’s available view

· New Housing Benefit application

· Complaints 

· Occupancy lists

· Choice based lettings

· Repair notifications

· Long term health admissions

· Change of address

· Right to buy

· Building inspections

· Benefit visits

· Landlord Register

Potential New Facilities

· ExSEL- Links interface (Housing), (Social Services)

· Residential homes –Links interface

· Acknowledgements

· Enhanced security 

· Enhanced recovery

· Customised screen facility

· Camino interface

· Identity matching

· Anite interface
· Advanced entity searching

· Transaction builder 

Benefits that will be achieved include:

· Promoting better housing and benefit services and better outcomes for citizens

· Demonstrating a simple, secure, flexible and cost-effective means of delivering a re-useable model aligned to standards, technology and relevant legislation on confidential data and human rights

· Showing how local government departments and other agencies can work across traditional boundaries and develop a common approach

· Provide a tool to reduce the data quality issues and provide more relevant information

· Promote greater efficiency, eliminate unnecessary duplication and make better use of resources.

Exclusions

There should be no need to change individual partners: -

· Legacy systems,  

· Business processes that are wholly owned and operated by one service provider.

· Access channel configurations

Constraints
The constraints include: -

· Conflicting demands on the partners

· Central government direction not clear

· Security requirements

· Sharing of information

Interdependencies

i. the outputs of the Generic Framework strand, led by Newcastle University, which will develop processes and technical standards, which require to be adhered to within this project strand.

ii. the required interactions with the Learning strand led by Newcastle University

iii. Co-operative working with third party suppliers of housing and benefit systems in order to achieve mutually acceptable systems interoperability and technical/information interfaces (e.g. Academy/Anite).

iv. The achievement of information models and data definitions between partner organisations, which do not impose or constrain local professional working standards or data re-entry.

v. the potential issues of data cleaning requirements at a local level

Assumptions

· It is assumed all partners have their own technical infrastructure and will responsible for connection to the service. However provision has been made within the project budget for minor changes/additions to local technical infrastructure to support testing and implementation.

· Partners will also be responsible for maintaining the data and information held within their own systems and ensuring access from any location they wish/or need to provide a service. 

· All partners will provide appropriate resources to meet the requirements of the project.

· On-going support costs will be borne by partners

· Substantive information dissemination will be undertaken after March 2004, appropriate allowance will be made in the budget provision to accommodate this

Key Start-Up Issues

During initial project assessment the following key start-up issues have been identified.  These require resolution prior to, or shortly after, formal initiation of the project, and depending on outcome, may require this initial PID to be re-issued. 

	Ref
	Description/Commentary


	Project Implications

	1
	Parliamentary approval of funding now not expected until mid May 03


	Only limited work can commence prior to funding, which may jeopardise project delivery timescales.



	2
	Clarity required on scope of the Generic Framework Model (GFM) and Learning strands, led by Newcastle University and the interfaces with this project strand.


	Expected there will need to be early input from the GFM strand to this project



	3
	The requirements/method of procurement re OJEC regulations is currently being progressed by the Programme Manager with the ODPM.


	A key issue to resolve, since an OJEC process will increase the project timescales and may result in project going beyond the March 2004 deadline.

	4
	Method of engagement with technology partners.


	The project intends to maintain a client-supplier relationship and depending on the resolution of 3. Above, a formal engagement process for solutions development will be undertaken.



	5
	Product strategy and definition
	Partners need to clearly define the nature of supply and on-going support of the deliverable products from the technology partners.  This to include potential requirements from the Executive Board on IPR, methods of licensing/support and principles for ongoing product enhancement and extension.




Initial Business Case

The project has been allocated £700,000.  This is allocated by the ODPM who has final approval on all spend as directed by the Programme Board. The budget is to be apportioned as follows.

	RESOURCES


	 COSTS

£ 000’s

	Staff Costs
	332

	Hardware 
	75

	System Software/Licenses
	75

	Technology Partner

	350

	Sub-Total
	832

	Local Contribution 
	-132

	TOTAL 
	700


	ACTIVITY


	TIME – PERSON MONTHS

	Project Management
	10

	Process Analysis and Definition
	8

	System Design
	 4

	System Development
	 3

	Testing
	 4

	Staff Training/Development
	 4

	Implementation
	 4

	Evaluation and Dissemination
	 3

	External support
	 6

	Total
	46


Project Organisation Structure

A Strand Project Board has been establish to provide overall steering and monitoring of progress, issues and strand financial integrity, David Gibson, Assistant Director (Housing)  Social Services, London Borough of Bromley chairs the Project Board. 

 The project Board contains representatives from:

Broomleigh Housing Association

Affinity Housing Association

London & Quadrant Housing Association

English Churches Housing Association

Age Concern

Citizens Advice Bureau

London Borough of Croydon

London Borough of Bexley

Representatives from the technology partners will attend the project board as required.

The London Borough of Bromley provides project Office Support.

The following conceptual management structure gives a high level view of the management reporting structure and management controls





















Communications/Controls 

	Communication Document
	Description
	Frequency
	To
	From

	Checkpoint Report
	To report on the status of work for each work stream leader (who is this ?)
	Fortnightly 
	Project Manager
	Work Stream Leaders

	Highlight Report
	To provide the Project Board (where ?) with a snapshot of project progress 
	Monthly 
	Project Board
	Project Manager

	Highlight Report
	To provide FAME Programme Board with a snapshot of project progress
	Quarterly
	Fame Programme Board
	Project Manager

	Exception Report
	To inform the Project Board if the approved stage is forecast to exceed (agreed) tolerance levels
	As Required
	Project Board
	Project Manager Client Side (IS THIS THE Project Manager ?)

	Progress Reports
	To report on business analysis and system development
	Monthly
	Project Manager Client Side
	Project Manager External Supplier


Project Quality Plan

Whilst the specific quality assurance of solution deliverables will be defined (by the supplier) within their PID, the following provide the overall project principles

· All main client-side documents will be subject to review and authorisation by the client-side Project Manager of Project Board as appropriate

· Key milestone deliverables will be produced against Product Descriptions and reviewed against those definitions and quality requirements

· A (client-side) quality assurance will be produced against Product Descriptions and reviewed against those definitions and quality requirements

· The invitation for proposal will be authorised through the Project Sponsor prior to issue to the supplier

· Regular progress reviews will be held between the CPM and the SPM.  The SPM may be required to attend the Project Board meetings

· The supplier will be required to include a Quality Plan within their  PID lude at minimum the following quality controls:  Client side participation in quality review at key stages.  Early sight of prototype applications will be provided during the project through informal system releases and software demonstrations.  A milestone based payment regime will be required in the suppliers proposal to enable clear and fully costed assessment of planned deliverables, cost  milestone etc 

Initial High Level Project Plan (Detailed Plan available from Project Office)
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Task Name

Start

Finish

Predecessors

1

Agree PID

Mon 14/04/03

Fri 02/05/03

2

Process Analysis and Definition

Wed 14/05/03

Fri 25/07/03

3

System Development Specification 

Fri 25/07/03

Thu 31/07/03

4

Contract signed with suppliers signed

Thu 31/07/03

Fri 29/08/03

5

System Development 

Mon 01/09/03

Wed 31/12/03

6

User Acceptance Testing

Mon 20/10/03

Fri 16/01/04

7

Staff Training manuals produced by developers

Fri 19/12/03

Fri 16/01/04

8

Client Staff Training 

Tue 02/12/03

Tue 10/02/04

9

Implementation of Live System

Tue 11/02/03

Mon 31/03/03

10

Publish Process Maps for Common Services

Sat 31/01/04

Sat 31/01/04

11

Toolkit Produced

Thu 18/03/04

Thu 18/03/04

12

Dissemination

Fri 02/01/04

Wed 30/06/04

T

F

S

S

M

T

W

T

21 Apr '03

28 Apr '03


Key Milestones

· Project Initiation Document formally Agreed May 2003

· Process Analysis and Definition May –July 2003
· Contract signed with Suppliers July –August 2003
· System Prototyping/Development September –December 2003
· Client User Acceptance Testing October-January 2004
· Implementation of Live System February March 2004
· Dissemination April 2004 
Initial Risk Log

	RISK DESCRIPTION
	SEVERITY

L / M / H
	LIKELIHOOD

L / M / H
	Prevention

	Insufficient resources from partners with the right skills at the right time to deliver project
	H
	M
	Appropriate levels of commitment engaged early and maintained

	High level of co-operation required from all Partners.
	M
	M
	Representatives must have time made available

	Expectations are inappropriate or unrealistic
	H
	L
	Consultation and communication maintained

	Fit with National systems unclear
	M
	M
	National systems impact established and communicated.

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

	Requirements document does not deliver to expectations
	M
	M
	Pre delivery meeting to walk trough contents-set expectation Get PID/QP, which outlines content of deliverables signed

	Requirements are not well understood by partner of Mgmt
	M
	M
	Workshops and walkthrough requirements with users.  Demonstrations and mock screens where possible


Project Filing Structure

Files will be kept in the LBB Project Support Office.
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