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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".
Implementation Plan:
a document setting out how the agreed solution will be implemented, ie who will do what, when, with what resources.  Will typically cover training, staffing and management issues, practical aspects relating to buildings and transport, communication, technical support…

Overview
Background to FAME IRT

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. 

The London Borough of Lewisham is charged with Project Management of one project strand within the overarching FAME programme; the Identification, Referral and Tracking (IRT) system ICT solution. 

Overall Deliverables

The deliverables required of Lewisham by the FAME National Programme Board are:

a) Process definition (Framework)

b) Integrated System (Local application to meet Lewisham’s needs)

Implicit is the need to document business processes for children at risk and to formulate Business and system requirements. 
Further deliverables are described within each Work stream Section of this report.

The project will be delivered within a PRINCE2 Framework and methodology

	Deliverable 
	Target End Date 
	Difference 
	Outcomes 

	Business requirements 
	
	Defined business process upon which to build bespoke system that meets the IRT needs of Lewisham 
	Definition of requirements and system That is fit for purpose 

	Framework 
	
	Local Authorities nationwide will be able to adapt Framework quickly to meet their IRT needs and commission or buy in an IT solution 
	Better collaborative working amongst professionals reducing the risks to children 

	Local Application 
	
	Fully joined up working between partier agencies 
Clarity on referral rules, levels and expectations 

Agreed and working information sharing protocols 
	Better collaborative working amongst professionals reducing the risks to children


Links to Lewisham Strategic Aims

The Strategic Objectives of all Lewisham public sector and voluntary agencies are defined by the Lewisham Strategic Partnership in the Community Strategy 2003-2013.  There are ten priority actions to be tackled under three broad themes providing a framework to improve the quality of life in Lewisham.  The Community Strategy incorporates all ages of the population, so some specific priorities are not applicable to ISA.  However, children and families form by far the largest part of the population.

Improve the well-being of the people of

Lewisham

1 Crime

Make Lewisham a safer place and reduce the fear of crime

2 Health

Sustain and improve the health and well being of local people

3 Education

Raise educational attainment, skill levels and employability

4 Enterprise and business growth

Foster enterprise and sustainable business growth including the creative industries

5 Cultural vitality

Develop cultural vitality by building on

Lewisham’s distinctive cultures and diversity

6 Regeneration

Secure the sustainable regeneration of Lewisham - its housing, transport and Environment

7 Welfare dependency

Reduce welfare dependency, promote independence and increase the life chances of vulnerable members of the community

Develop and engage local communities
8 Engage local communities

Help local communities to develop the capacity to support themselves, act independently and participate in providing services and wider support to the borough

Improve public sector performance

and delivery

9 Equity in service delivery

Design diversity into local institutions and design out discrimination, ensuring equity in service delivery

10 Effectiveness, efficiency and sustainability of local public services

Improve the effectiveness, efficiency and sustainability of local public services; optimise investment in infrastructure; and improve the management of assets.

Overall Scope and Risk

This section defines the scope of the FAME IRT project by describing in outline 

· The main products of the project

· What is included in the project?

· What is excluded from the project?

· Key dependencies.

· Implementation of the Project

Further scope issues are described within each Work Stream Section of this report

This section also outlines the main risks to the FAME IRT project

It also defines how issues around scope and Risk will be dealt with within the overall management of the project.
Scope

PRODUCT 1: A local system to meet the IRT requirements of Lewisham

The IRT IT Solution will be used by:

· care professionals, practitioners and other members of the key contributing agencies, either directly or through another member of the agency 

· members of other agencies and services, indirectly, going through one of the core agencies 

· Clients for self-referral (probably initial via a partner agency but consideration will be given to expanding this to include full self referral)

The IRT IT Solution will be the means for users to:

· Identify a particular child for whom there is concern

· Record, easily, safely and discreetly, a concern that a child or young person may be at risk.

· Record such concerns in the knowledge that, even though that concern may not, of itself, justify intervention, that action will be taken if there are additional indications from other sources.

· Monitor easily, safely and discretely concerns that have been dealt with within the closed environment of a single agency

· Monitor easily and quickly patterns of weak signals across multiple agencies

· Generate alerts and reports showing overall patterns of general concerns 

· Refer a child to other relevant agencies

· Ensure that action is taken following an alert either within a single agency or following referral to one or more agencies

· Generate critical alerts and reports when the numbers of or nature of expressions of concern crosses defined thresholds.

· Ensure that the information is kept up to date

· Send, share and access relevant sensitive information easily and securely

· Generate an automatic alert when the number or nature of expressions of concern reaches a pre-determined threshold

· Record and provide feedback on the action taken and key decisions

· Track the actions taken on a particular child either within a single agency or across a range of multiple agencies

· Track the movement of a child

· Produce actionable non-personal information in support of local initiatives and statistical returns

· Measure the support and services given to any one child

PRODUCT 2: A Framework which describes the IRT process and which can be used by any authority in order to build it’s own IT solution to IRT

The IRT IT Framework will be used by:

· local authorities

· National bodies and Central Government

· University of Newcastle

· Fame Programme Management Board

The IRT Framework will be the means by which users can:

· Contribute to an overall environment in which a range of services can be delivered in a ‘multi-vendor’ environment to individual customers of those services.

· Obtain advice on delivering an IT solution to ISA in any one local authority

· Through the evaluation process learn lessons and  provide advice concerning the issues surrounding ISA in a multi-agency environment

Changes in scope

Any proposed changes in scope for this project are to be referred for agreement and escalation as follows as follows:


Work Stream Leader or Strand Manager

FAME IRT Project Manager


FAME IRT Project Board


LBL MAIS Programme Board (for information only)


FAME (National) Programme Board

Risks

By far the most significant Risk to the FAME IRT Project is its dependency upon many of the outcomes and deliverables from the DfES Project.
Integration of systems data and the timescales and costs required to carry this out are an inherent risk.
Risk Management

A risk log will be maintained throughout the duration of the Project, including implementation.
It will be maintained in a PRINCE 2 format approved by Lewisham’s MAIS Programme Manager.

The Project Manager will report risks to the Project Sponsor and the MAIS programme Board Manager on a weekly basis to ensure that tight control is maintained and so that action can be taken to minimise and avoid the risks identified. Project Team members and Work Stream Supervisors, will, in turn, report risk issues to the Project Manager on a weekly basis
Partnerships
The core contributing agencies for the project are:

· Local Education Authority,

· Schools, 

· Social Care & Health (Children & Young People’s Services),

· Health partners (PCT, University Hospital),

· Police,

· Connexions,

· Sure Start,

· Voluntary and other non-statutory organisations 
It is understood that as implementation nears the list of core agencies may need to be adapted to ensure delivery of the project, selecting those agencies deemed vital to the project and for who there is a viable method of data integration.
The DfES ISA Project will supply a full list of relevant agencies

Partnerships exist for the project as follows:

· FAME Programme Board

· London Borough of Lewisham Multi Agency Information Sharing (MAIS) Programme Board

· Office of the Deputy Prime Minister (ODPM)

· London Borough of Lewisham Mayor and Cabinet

· Local Strategic Partnership

Links exist for the project as follows:

· Participating authorities in the FAME Project

· List the other FAME authorities:
· LB Bromley 
· Newcastle 
· Shropshire 
· Wirral 
· Surrey CC
· Woking District Council
· London Borough of Lewisham DfES ISA Trailblazer Project

· RYOGENS (ODPM funded project)

· SAP

Agreements

Protocols and procedures will be developed with the key and non-key agencies to govern sharing of sensitive information relating to children and young people, at risk...
An overall Information Sharing Protocol for this project will be developed following the model advocated by the Department of Health and agreed by Lewisham’s MAIS Programme Board.

This will constitute the following:

Level 1:
High Level overarching Information Sharing Protocol

Level 2:
Information Sharing protocol for IRT Project

Level 3:
Written procedures for information sharing on an individual agency basis and for an individual process.

Included In The Project 

Change management

The DfES ISA Project will have defined part of the change management required. 

Working with the representatives of the key and non-key agencies to develop the rules and processes and to support the related change management for:

· Identifying relevant children

· Logging and notifying concerns

· Workflow based tracking of notifications and referrals

· Responsible officers and escalation of referrals

· Security levels

· Access levels

· Following up alerts 

· System reporting and required use of reports

· Local user access

· Creating a system for managing and deriving the maximum benefit from this information 

· Initial training of key users or trainers 

· Non-compliance protocols

Communication

A local communication plan will provide information to all key and non-key agencies and practitioners.

This plan may be combined with other local Lewisham communication plans so as to specifically target practitioners and agencies once only with all information concerning multi-agency information sharing.

In addition work will be undertaken on a national take up strategy to inform other local authorities and to assist in building a national Framework model in partnership with Technical Partners.

This Project Plan together will be published on the FAME website for consultation

Consideration will be given to using part of the FAME website to publish end-user information and project progress
Technology

Specifying, developing and implementing a secure on-line means of easily and safely entering, sending, and sharing information.  

A specific means of Identifying. Referring and Tracking Children at Risk .

A build of a local IRT IT solution to meet IRT requirements within Lewisham

The specification of a Framework for National IRT implementation.

Excluded From The Project 

· The development or modification of agency case management systems

· The development or modification of local legacy computer systems

· The development or modification of systems for use during CYP pilot 
· Fundamental structural changes within agencies

Key Dependencies

Within the scope of the project, but outside its control, is the crucial role of the delivery out certain outcomes from the DfES ISA Project.  Success is dependent on their ability to: 

· Provide a comprehensive and complete list of all partner agencies separated into Key and Non-Key agencies

· Delivery of a full and comprehensive Statement of Business Requirements 

· Deliver a comprehensive analysis of the current processes for information sharing that exist between partner agencies

· Deliver a comprehensive change programme that will move existing processes to a desired position

· Deliver a comprehensive analysis of the desired position with regard to information sharing that meets IRT requirements

· Deliver a comprehensive first work stream analysis of existing IT architecture within all partner agencies; to include details of local and legacy IT systems.

Given the high dependency of FAME IRT upon the outcomes of DfES ISA this forms some of the highest risks to the success of FAME IRT. These Risks are outlined in the Risk Log.

Further dependencies:

· Buy in from ALL Partner agencies

· Sign up to an Information Sharing protocol at over-arching Organisational level, project and process level
Financial Arrangements

The Project is funded by the ODPM to the tune of £750,000. This includes monies for the cost of the build of a local IRT Technical solution.

The project manager will be responsible for ensuring that the Project remains within its budget and that auditable records of commitment and expenditure are maintained.

All staff working on the project will be required to provide weekly timetables and evidence of work completed.

Office administration systems will be developed for the monitoring and profiling of both commitment and spend on the project.

Regular financial reports will be made available to the following:

· The Project Sponsor

· The FAME programme Board

· The MAIS Programme Board

· The FAME IRT Project Board

Monitoring and Evaluation

The project will be monitored throughout via Newcastle University

In addition local monitoring and evaluation will take place throughout the project.

The Project Team will maintain Project Learning Diaries and these together with formal evaluation will be used at the end of each, work stream, stage/milestone of the Project

Overall Planning

The Overall Planning of the Project will be in the hands of an appointed Project Manager

The Project will be managed in accordance with Price 2 Methodology

The Project Plan will form the basis of all works relating to the Project

The details, timescales and deliverables from this project plan will be transferred to a further plan developed in MS Project.

Regular reports and printouts will be used to measure the success of the Project.

Project team members will be expected to feed their own data into this overall plan

Work Breakdown Structure

The broad areas of work within the Project are as follows:

· Project planning

· Interface with DfES Project

· Overall Management

· Legal issues

· Information Sharing Protocol

· Communications Plan

· Technology Partners

· End user and Stakeholder consultation

· On Going Review

· Design

· Build

· Test

· Implement

· Training

· Review

These will be broken down into broad areas or work steams for the ease of managing the overall project. Each Work Stream will be headed up by a member of the Project Management Team. 
The Project Team

 The Project Team will be composed as follows:

Project Manager

Responsibilities:


· Contact with Project Sponsor

· Overall Project Management

· Managing within scope of PID

· Project Plan

· Financial responsibility

· Sponsor for individual Project Stages

· Reporting of overall project activities

· Chair of Project Board
Project Work Stream Supervisor

Responsibilities:


· Contact with Project Manager

· Overall Work Stream Management

· Managing within scope of Project Plan

· Managing within scope of Work Stream Plan

· Financial responsibility for Work Stream Finances

· Reporting of work stream activities

· Membership of Project Board

Team Member

Responsibilities:


· Carry out tasks as specified by Project Manager

· Carry out tasks as specified by Work stream Supervisor

· Achieve all deliverables to agreed timescales

· Keep Project Manager/ Work stream Supervisor informed

Project Board

The Project Board will be comprised of the following:

· The Project Manager

· Project Work stream Supervisors

· MAIS Programme Board Manager

· Technical Partners (except for in camera meetings)

· Specialist Advisors as necessary (e.g. Legal representation)

· End-User Representative (from professional stream of DfES ISA Project)

· Stakeholder representation will be channelled through End-User Representative
Project Sponsor

Responsibilities:


· Ownership of the Project within the organisation(s)

· Focus on Business Objectives

· Act as necessary to safeguard the interests of either the project or the organisations in which it is to function

· To receive the Project Manager’s weekly Project Status Report and to facilitate any actions required. 

Project Administration

An appointed Administrator, the Project Manager and other members of the Project team will carry out project Administration. 

Meetings of the Project Board

The Project Board will meet regularly throughout the life of the project. Board Meetings will be set at a minimum frequency of once a month. A timetable of meetings will be published in advance and distributed to all Project Board Members and other interested parties.

Project reporting

Regular project reporting will be used to ensure that information about the progress of the project is available to all interested parties

Reporting schedule

This will be as follows:
	Report Type
	From
	To
	Frequency
	Details

	Project Status Report 
	Project Manager
	Project Sponsor
	Weekly
	Informal progress note:

· Progress and status against Project Plan

· Achievements and problems

· Necessary Actions

	Local Programme Board Report
	Project Manager
	MAIS Programme Board Manager
	Monthly
	Formal Status Report

· Progress against Plan

· Revised cost and time projection

· Deliverables

	National Programme Board Report
	Project Manager
	National Programme Manager
	Monthly/

Quarterly
	Formal Status Report

· Progress against Plan

· Revised cost and time projection

· Budget Analysis



	Project Work stream Report
	Project Work stream Supervisor
	Project Manager
	Weekly
	Informal progress note:

· Progress and status against Work stream Plan

· Achievements and problems

· Necessary Actions

	Work stream Review report
	Project Work stream Supervisor
	Project Manager
	At major work stream milestones/ review points
	Work stream Review Report:

· Snapshot of Stage

· Explanation of Work stream decisions

· Analysis of Work stream events and Learning

· Recommendations

	Project Review report
	Project manager
	Project Sponsor
	At major project milestones/ review points
	Project Review Report:

· Snapshot of Project

· Explanation of Project decisions

· Analysis of Project events and Learning

· Recommendations

	Project/Work stream Learning Diary
	All Project Team Members
	
	
	A learning diary to be kept by all Project team members – for sharing at Project Board Meetings

	
	
	
	
	


Stages

The stages for this project will be broken down broadly as follows:

· Work Stream One
Project Planning, Management and Administration
· Work Stream Two 
Selection of a Technical Partner

· Work Stream Three
Lewisham System Design, Build, Test, Implementation, Review

For a detailed breakdown of what is included in each work stream please see the Work stream Plans that follow
London Borough of Lewisham

FAME IRT Work Stream Plans

Author: Karen Morrison IRT Project Manager

Owner: London Borough of Lewisham

Work stream One – Overall Project Planning

Definition

What is It?

The project Planning Work stream of the FAME IRT Project will outline the elements for inclusion in Project Plan. 

It will consider the overall objectives as outlined in the PID and produce a Project Plan that will be the control document and for the whole Project. 

This will include clear planning around risk, scope and project structure.

It will clearly define the stages of the Project and identify responsibility, timescale and cost elements.

It will identify project milestones and deliverables 

Objectives

· To clearly define the Project.

· To clearly define the boundaries of the Project

· To clearly define the roles and responsibilities of Project team members

· To clearly define reporting lines

· To make clear the dependencies of the Project

· To outline the overall scope of the Project

· To identify the overall risks within the project

· To identify methods for dealing with changes in scope

· To identify methods for dealing with and managing risk

· To identify Project Stages and to clarify the functions to be undertaken during those stages

· To define the Project Team

· To identify overall and project work stream deliverables

· To identify means of evaluating and measuring on-going performance Scope

Starting inputs

FAME IRT PID

Deliverables of DFES ISA Project

DFES Project Plan

Requirements for IRT for non-trailblazing authorities

Research information

Deliverables

· Research portfolio of the elements to be included in a comprehensive Project Plan

· Research to determine the elements to be included in Comprehensive Work stream Plans

· Library of background information (electronic where possible)

· Comprehensive Project Plan

· Comprehensive Work stream Plans 

· Signed up Project Work stream Managers and Teams

· To undertake first project board meeting with sign up to Project Plan   

· Written review of the Planning Work stream with lessons learned

Work stream Two – Project Technical Partner Selection

Definition

What is it?

This work stream covers the determining of the roles of the two appointed Technical partners to FAME IRT and informing them of the roles they will be contracted to perform.

Objectives

To research criteria by which the choosing of partners can be determined

To determine roles of technical partners

Scope

The prospective technological partners are pre-determined. These are Ciber and Liquid Logic. One partner will be asked to provide a local solution to IRT for Lewisham. Both partners will be asked to work closely with Lewisham to develop a Framework for IRT.

Determining factors will be limited to broad selection criteria as both partners have been pre-selected 

Starting inputs

Contract between FAME Programme Board and Ciber and Liquid Logic

Advice from Fujitsu

Advice from other project managers within FAME programme
Deliverables

Draft definition of the selection criteria

Meet with both technical partners separately

Obtain technical advice from Lewisham’s Technology provider (Fujitsu)

Meet with other FAME project managers

Devise draft grid of selection criteria

Determine ‘scoring’ method

Draft costing

Selection of Partner to undertake local build

Appointment of Partner to undertake local Build

Agreed costing for local build

Joint meeting of both Partners and Lewisham to initiate Framework Working

Rules of engagement for Framework working

Written evaluation of the process around selection technical partners

Work stream Three – Lewisham System Design, Build, Test, Implementation, Review
Definition Stage

What is it?

This work stream covers the definition one of the major overall deliverables of the FAME IRT Project:

The design of a local IT IRT solution to meet the needs of IRT in Lewisham

Objectives

To define the requirements for an IT solution that meets the need for IRT in Lewisham

To determine which partner agencies are to be treated as Key

To determine which of the partner agencies are to be treated as Non-Key

To define the Information Sharing protocol for the FAME IRT Project

To revisit the Statement of Requirements as supplied by the DFES ISA Project for verification

To revisit where necessary the “As Is” and “To Be” process as carried out by the DFES ISA Project

To revisit where necessary the Change Management carried out within the DFES ISA Project

To revisit where necessary DFES ISA’s Architecture, Infrastructure and Legacy Systems Map

To produce a definitive Statement of Requirements (Design Statement) that can be used by the Technical partner to Design and Build an IT System

To specify process Information Sharing protocols

To define Access rights, levels of responsibility and levels of escalation within the system

To define any scoring system to be used around the escalation of ‘events’

Scope

Definition of the process to be undertaken

Starting inputs

DFES ISA Project list of Key Agencies

DFES ISA Project List of Non-Key Agencies

DFES ISA Project “As Is” Documentation of Business Processes

DFES ISA Project “To Be” Process Maps of Business Processes

DFES ISA Change Management

DFES ISA Architecture, Infrastructure and Legacy Systems Map

DFES Trailblazers Guidance

DFES Non-Trailblazers Guidance

DFES ISA Project ‘scoring system’ around events

Definitions of Access rights and permissions and protocols

Deliverables

Written definition of the requirements for an IT solution that meets the need for IRT in Lewisham which:

· Determines which partner agencies are to be treated as Key

· Determines which of the partner agencies are to be treated as Non-Key

· Defines the Information Sharing protocol for the FAME IRT Project

· Revisits and confirms a written Statement of Requirements 

· Revisits and confirms the “As Is” and “To Be” process 

· Revisits and confirms the Change Management required for IRT
· Revisits and confirms Partner Agencies Architecture, Infrastructure and Legacy Systems Map
· Written Statement of Requirements for use by technical partner to design and Build IT Solution (Design Specification)
Written evaluation of the process around build definition

Responsibilities

Project Manager

DFES ISA Project Manager

MAIS Programme Board Manager
Process

Revisit work of DFES ISA Project

Draw up Written Statement of Requirements

Agree Access rights, escalation and protocols
Design Stage
What is it?

The Design phase of the Local Build sets out the detailed Design for the IT Build that will be carried out by the Technical partner

Objectives

To design an IT solution that will meet the needs of Lewisham for IRT

To obtain partner agreement and sign up to the design

To specify access rights, security, permissions and protocols

Scope

This work stream is limited to the design of the IT solution. There is no build element at this stage

Starting inputs

Business process maps

Architecture analysis

Statement of Requirements

IRT Project Information Sharing protocol

Access rights, security, permissions and protocols
Deliverables

Drawn up and documented Design

Drawn up Build Specification

Written evaluation of the process around build design
Responsibilities

Project Manager

Design Work stream Supervisor

Technical Partner
Process

Technical Partner to work from Statement of Requirements to produce Design specification.

Design Work stream Supervisor and Technical Partner to take this back to Partner Agencies to ensure that it meets Business Need

· One to one agency meetings

· Work stream Team Workshops

· Agency workshops

Any modifications of Design Specification

Re-write Design Specification

Signing off of Design Specification by partner Agencies and Project Manager

Build & Test Stage

What is it?

An initial Build of an IT solution to meet the Design Specification

Testing of the initial build in workshops with Partner Agencies and Project Team

Objectives

Build an IT Solution that meets the Design Specification

Test Build with Partner Agencies and Project Team

Scope

This build and test phase will be led by Technical partners under close scrutiny of a Project Work stream Supervisor to be appointed by the Project Manager.

All partner agencies will be expected to make available relevant and appropriate staff for testing workshops.

Staff attending testing workshops will be expected to have the authority to agree and sign off elements of the build

Starting inputs

Design Specification

E-gif guidelines

Biz Talk compatible architecture

Access rights, security, permissions and protocols

Deliverables

Build an IT Solution that meets the Design Specification and the needs of Lewisham

IT solution is e-gif compliant

IT solution will run in a Biz talk environment

A Tested build that is signed off by partner agencies

A reporting structure within the Build

Written evaluation of the process around build and test
Responsibilities

Technical partner

Process

Technical Partner to work from Design Specification.

Technical Partner to produce application for testing

Technical partner to hold workshops for testing

Technical partner to demonstrate security, e-gif compliance and compatibility with legacy systems

Technical partner to build internal reporting tools

Modification following user workshops and testing

Re-write

Sign off of Build by partner Agencies and Project Manager

Implement

What is it?

The implementation of the IT Solution.

Training of staff in its use

Written instruction in its use

Objectives

The smooth implementation of a technical solution for Lewisham 

To ensure all relevant staff are trained and comfortable in its use from day one

To have documented instruction and user manuals

To have buy-in from all agencies in the use of the application, with written procedures for dealing with non-compliance

To allow local IT agency IT providers to make necessary modifications to system access

To keep any legacy system downtime to a minimum

To avoid disruption to the day-to-day working of participating agencies during implementation

To provide hands-on support during the implementation

Scope

This work stream covers the implementation of the technical solution, including, where deemed appropriate a phased introduction

No Agency or member of staff will be given access to the system without having been first trained in its use

Access to the system will be limited to those users who have been defined in the earlier permissions and protocol mapping

Technical Partners will train local agency IT staff in adding or removing users from the system

Technical partners will ensure that disruption and downtime in legacy systems is kept to a minimum.

Starting inputs

The agreed and tested Build Specification

Assistance will be available from local IT suppliers to allow implementation – agreement required in advance

Co-operation of legacy system suppliers

Co-operation of third party IT Contractors
Deliverables

Implementation of a technical solution for Lewisham

Staff training programme

Documented instruction and user manuals available to all relevant staff 

Each agency to have procedures for dealing with non-compliance

Training programme for Agencies Local IT providers 

No legacy system downtime

No disruption to the day-to-day working of participating agencies during implementation

Hands-on support during the implementation

Written evaluation of the process around implementation
Responsibilities

Technical Partner

Project Manager
Process

Technical Partner to prepare documented training and support material

Technical Partner to meet with all agency IT support and keep them informed

Technical Partner to arrange and deliver training workshops

Technical Partner and local IT support to set up users of system

Each agency to write own protocol on non-compliance – these to be agreed and published by the FAME Project Board

Review
What is it?

A review of Work stream Three – Project Design- Local Build

Objectives

To learn lessons around this stage

To feed lessons learned into the overall Framework for IRT
Scope

This review is limited to the Local Build work stream of the Project

Starting inputs

Written evaluation of the process around the build definition

Written evaluation of the process around the builds design

Written evaluation of the process around the system build and test

Written evaluation of the process around Implementation

Project learning diaries of project and Work stream Supervisors

User feedback

System downtime
Deliverables

An evaluation report for this stage

Responsibilities

Project Manager

Newcastle University

Process

Gather information and write report

Feed report into Framework for IRT
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