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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.
Executive Summary 

Our vision is for a Lewisham where children lead safe, happy and productive lives without risk or fear of harm or social exclusion.

We aim to deliver this by providing a seamless service to children and their families, which is centred on their needs, which is accessible to all, and which is sensitive to their concerns. 

To deliver such a service we will:

· Involve all relevant local agencies in the partnership

· Ensure a shared ownership of the vision and understanding of our aim

· Develop truly joined-up ways of working to maximise resources available

· Provide clarity of accountability and consistency of approach and

· Open channels of communication to ensure full information exchange

The purpose of this project is to deliver such a service by embedding the practice of Information Sharing and Assessment, incorporating the Council and all its public and voluntary sector partners involved in the delivery of services to children and young people aged 0-18 years.

The Government is introducing a Children’s Bill during 2004 which sets down in law what children’s agencies must do in this area. Lewisham has been a trailblazing authority funded by Government since September 2003 to test new ways of working and sharing information and have been testing these practices through its Deptford pilot, which finished in April 2004.  A new system has been developed, centred around the child and is underpinned by the following core principles:

· Joint assessment and joint service delivery

· Integrated IT network meeting service needs

· Providing tools for performance management

· Address the basics, e.g. inputting and verification

· User friendliness

The project to implement ISA, incorporating RYOGENS, will be achieved on 4th October.  An interim period, lasting 6 months to the end March 2005, is already funded and will ensure the transition from project teams into a permanent ISA Central Team.

Critical to the implementation of ISA in Lewisham has been the development of an IT Framework and System to support joint working electronically via the ODPM (Office of the Deputy Prime Minister) funded FAME project.

This Business Case demonstrates the viability of running a full central ISA Team, from April 2005, to support embedding Information Sharing and Assessment across agencies in Lewisham and supporting Common Assessment.  The funding for the project will be via pooled funding arrangements which have already presented by the ISA Board.

1. Reason for project

	Information Sharing and Assessment (previously IRT, Identification, Referral and Tracking) is the process for practitioners to identify vulnerable children and young people and refer them to the appropriate agencies for help, advice and support.  Agencies are required to work together to track the child or young persons progress and ensure that they and their families are effectively supported.

Local authorities are now expected to create mechanisms to ensure that ISA supports the delivery of their local preventative strategy.  This will mean that local professionals can ensure that children are getting their entitlement to community services and that young people at risk of poor outcomes receive appropriate local services and do not get lost in the system.

Lewisham is one of 10 trailblazer authorities who have been funded by the DfES to pilot ISA in their borough.  A specialist team of multi-agency practitioners has been brought together to support agencies in this new way of working by offering advice, information and support.  ISA in Lewisham has been piloted in the Deptford area since December 2003, but that pilot finished at the end of April 2004 and ISA is now being rolled out borough wide.

As well as the ISA project, Lewisham has also been a trailblazer RYOGENS (Reducing Youth Offending Generic National solution), funded by the ODPM and the London wide homeless families tracking system NOTIFY.
It has been the task of a second ODPM funded project FAME IRT/ISA (Framework for Multi Agency Environments) to develop a technical solution that will both support and make more efficient, multi-agency working to meet the needs identified by both the DfES ISA and the RYOGENS projects.

The three projects (DfES IRT, FAME IRT and RYOGENS) are incorporated into the borough wide ISA roll-out plan.  NOTIFY is a housing I.T. system which tracks the movement of homeless families across London. This system will also be very useful for ISA and the LISA team will work closely with Housing Services to ensure that benefits are capitalized from Information Sharing and Multi-Agency working.




2. Options for consideration

	Three options are presented for consideration.  The option to ‘Do Nothing’ is presented first.  This option is simply a deferral option as positive action will be required in the near term, driven by the Children Bill.  Option 2 describes the Full ISA Adoption.  It is the recommended option since it provides both the greatest financial and non-financial benefits according to the assessment criteria detailed below.  Option 3 considers a Slow ISA Adoption whereby the Central ISA Team is cut by half, but its capability to roll out interfaces to practitioner systems is also curtailed.  Benefits take considerably longer to materialise and risks are akin to Option 2.

Option 1 – ‘Do Nothing’ - is not an option for serious consideration.  The statutory requirements of the Children Bill will demand the establishment of an Index, a pooled repository of children within the local authority remit.  This can only be achieved by the implementation of an electronic system.  Benefits of multi-agency working demand the capability to access up-to-date information in a timely manner.  Significant overheads in manually sharing information, and the risk that it will continue to allow children to fall through the net, mean that this Option is not acceptable.
Option 2 – Full ISA Adoption – proposes a phased adoption of the ISA system and professional practices that underpin good multi-agency working.  Core agencies will adopt the system first, followed by other public-sector agencies, voluntary and community sector agencies and cross-border public sector agencies (see Appendix A).  A central ISA team consisting of 8 staff, including 4 professional advisors, will be co-located in order to maximise the benefits of this ISA project (see Appendix D).  Governance arrangements have been established in order to ensure that good progress is made (See Appendix C).  The Option is relatively high risk (See Risks and Issues) but this is to be expected with ground-breaking activity.  Benefits, stated realistically, show that optimal results will occur at 5 years when the number of agencies and practitioners is maximised.  This project will also inform other forms of multi-agency working.
Option 3 – Slow ISA Adoption – proposes a slower adoption of the ISA system and engagement with agencies and professional.  The core ISA team is reduced to 50% and the number of interfaces into agencies is adopted at half the rate of Option 2.  Net Present Value analyses demonstrate that a positive NPV is achieved over only over a 5 year term.  This is because of the prolonged term of establishing multi-agency working practice.  This option is slightly less risky than Option 2, since there is more lead time and preparation time for agencies, but benefits are significantly curtailed. 

	


3. Benefits - assessment for each option
OPTION 1 – Do Nothing (AS IS)
	OPTION 1 – Do Nothing
	Benefits
	Strategic Objectives
	Measure
	Current Performance
	Target

	Citizen
	The quality in delivery of specific services by individual agencies, when service requirements are known, will not diminish.

	
	Existing performance indicators
	Variable
	Little scope for improvement

	Business Process
	Existing business processes will continue to run 


	
	Existing measures 
	Ditto
	Ditto

	Financial
	Project costs are avoided


	
	Ditto


	Ditto
	Ditto

	Learning & Growth
	None


	
	Ditto


	Ditto
	Ditto


OPTION 2 – Full ISA Adoption – TO BE
	OPTION 2 – Full ISA Adoption
	Benefits
	Strategic Objectives
	Measure
	Current Performance
	Target

	Citizen
	Each partner organisation will have a better picture of each individual enabling it to:

· act more effectively for individuals by early identification of concerns straddling multi-agencies,

· manage early intervention and reduction of risk and/or neglect
· reduce repeated core assessments (and minimise duplication)
· allow citizens to ‘help themselves’, e.g. via use of Services Directory, self-referral

· ultimately improve socio-economic outcomes.

 
	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

7 Welfare dependency

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

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
	Extent of information provision (of core data with respect to individuals) to partner agencies 

Extent of information provision of concerns (with respect to individuals) to partner agencies

Rate of information usage of core data provided by partner agencies (and hence extent of elimination of duplication).
Extent of multi-agency action on combined concerns of partner agencies

Extent of self-help (searching out of services to meet their needs) and self-referral by citizens 


	Variable
Variable

Minimal

Minimal

Minimal


	Consistent
Consistent

Significant

Significant

Optimal



	Business Process
	Business Processes in each partner organisation will need to change in order to benefit from:

· good quality of information shared 
· improved clarity and consistency over consent and data protection

· increased reliance on shared data (including within department data)
· increased trust and respect for partners
· closer multi-agency working with partners who can provide a clearer picture of holistic needs for individuals

· improved staff morale


	8 Engage local communities

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.


	Data quality, measured by number of errors in shared data

Extent of usage of partner-obtained consent

Extent of recording purposes for information sharing

Extent of reliance on shared data
Extent of multi-agency working and consultation

Level of staff morale


	Variable
Minimal

Variable

Negligible 

Variable

Variable


	Optimal
Optimal

Consistent

Optimal

Optimal

Optimal

	Financial
	Finances in each partner organisation will need to change in order to:

· recognise the importance of pooled funding for multi-agency working

· recognise the needs and contributions of members of the partnership 

· recognise the potential for improved efficiency by access to timely, good quality information that can underpin decision-making

Financial benefits will accrue from reduced legal costs (such as court proceedings, complaints, public reviews) which are avoided and in the speedier preparation of reports for legal purposes using shared data.
	8 Engage local communities

10 Effectiveness, efficiency and sustainability of local public services


	Extent of contribution to pooled funding

Extent of support for less resource-rich partners

Extent of performance and efficiency improvements due to availability of timely, accurate information

Extent of legal costs 

Extent of resources spent in preparation of materials for legal cases


	Low
Low

n/a
Mixed

Mixed
	High
Optimal

High

Minimised

Minimised



	Learning & Growth
	By information sharing and multi-agency working, each partner organisation will 

· learn and better understand the workings and diversity of other agencies 

· act in greater harmony with partner agencies

· recognise the value of evidence based information for targeting of preventative measures


	8 Engage local communities

9 Equity in service delivery

10 Effectiveness, efficiency and sustainability of local public services


	Extent of understanding and empathy of the capability, working processes and diversity of the partners 

Extent of harmonisation of information sharing and multi-agency working

Extent of recognition of evidence-based multi-agency information for the planning and resource management

	Low
Low

Low
	Optimal
Optimal

Optimal


OPTION 3 – Slow ISA Adoption – TO BE
	OPTION 3 – Slow ISA Adoption
	Benefits
	Strategic Objectives
	Measure
	Current Performance
	Target



	Citizen
	As for Option 2 above

	As for Option 2 above
	As for Option 2 above
	As for Option 2 above
	Better but sub-optimal, because 

1. progress on change will be slower 

2. partners will not give the project priority

3. changes may never become truly embedded 

4. partial progress may actually be more damaging, e.g. little or no information may be interpreted as no concern



	Business Process
	Ditto 
	
	
	
	Ditto

	Financial
	Ditto 
	
	
	
	Ditto

	Learning & Growth
	Ditto 
	
	
	
	Ditto



4. Costs
	Project Expenditure
	Option 1
	Option 2


	Option 3

	Programme Management & Support (LSP)
	0
	0
	0

	Project Management & Support (ISA Manager & ISA Administrator)
	0
	£94,000
	£47,000

	User and Customer Consultation (4 Professional Advisors – Option 2)
	0
	£174,000
	£87,000

	Procurement Expertise (LiquidLogic/Ciber solution proposed as per pilot)
	0
	0 

	0

	Publicity (& training supplies/services)
	0
	£30,000
	£15,000

	Training (Training & Development Manager – practitioner side)
	0
	£45,000
	£22,500

	Hardware (servers)
	0
	£109,000
	£109,000

	Software
	0
	nil licence
	0

	Development Resource - Internal (Database/Index Manager
	0
	£45,000
	£22,500

	Development Resource - External
(LiquidLogic/Ciber providing this?) 
	0
	0
	0

	Other
(Interfaces) 
	0
	£115,000
	£57,500

	Other
(Hosting)
	0
	£41,000
	£41,000

	Totals
	0
	£653,000
	£401,500


	Ongoing Operational Expenditure
	Option 1
	Option 2
	Option 3

	Training (locally absorbed)
	0
	0
	0

	Capital Assets Management (Hardware maintenance – 10%)
	0
	£9,000
	£9,000

	System Maintenance 
(Operating System upgrades – 6%)
	0
	£9,000
	£9,000

	Bug fixes and upgrades (ISA solution support – 12%)
	0
	£31,000
	£31,000

	Other (Interfaces)
	0
	£120,000
	£60,000

	Other (Hosting)
	0
	£41,000
	£41,000

	Totals
	£0.00
	£210,000
	£150,000


5. Risks, Issues for each option
Risk/Issues Option 1 – Do Nothing
	Risk / Issue
	Likelihood


	Impact


	Overall Risk Rating

	Action

	Strategic Risks and Issues

	1.Sa (Issue)

Fail to meet Statutory guidance from the Children Bill and subsequent Statutory Instruments
	H
	H
	H
	More resources would be required if a manual process needs to be put in place

	1.Sb (Issue)

Children continue to fall through the net because practitioners do not have the systems or processes to share information and work together
	H
	H
	H
	Only a joined-up shared vision backed up by pooled funding will prevent children falling through the net

	1.Sc (Issue)

Children do not achieve their potential, they fall into anti-social behaviour and crime and do not participate in the social and economic progress of the community
	H
	H
	H
	A strategy that allows early identification of needs and prevention of negative behaviour must require a holistic approach to multi-agency working.

	1.Sd (Issue)

Around 30% of children continue to remain vulnerable to abuse and neglect without adequate identification of needs or intervention
	H
	H
	H
	Information from multiple sources will identify the majority of vulnerable children enabling targeted preventative multi-agency action

	Business Risks and Issues

	1.Ba (Issue)

Resources are poorly targeted to services because there is little multi-agency evidence on which to base resource allocation
	H
	H
	H
	Public sector agencies are failing to make best use of 


Risk/Issues Option 2 – Full ISA Adoption
	Risk / Issue
	Likeli-hood 

	Impact /Severity

	Overall Risk Rating


	Action

	Strategic Risks and Issues

	2.Sa (Issue)
Lack of full engagement from all core agencies will diminish anticipated benefits
	H
	M
	M
	Efforts will continue to be made to obtain the full engagement of health partners.  Differential progress should not prevent the core agencies from Lewisham Council moving forward.

	2.Sb (Issue)
Less than desirable effectiveness of existing multi-agency groups, including LSP Board and ACPC, will diminish anticipated benefits
	H
	L
	M
	ISA could form the catalyst for some re-invigoration of multi-agency groups.  It will require the groups’ agendas with respect to ISA to be clearly defined and efforts made to ensure that the membership of the groups is appropriate to deliver the support and drive that ISA will need to make it a success

	2.Sc (Issue)
Extra support required for voluntary sector participation will incur extra costs for statutory agencies
	H
	L
	L
	Consideration will have to be given to the additional support the voluntary sector will need to fully participate in ISA

	2.Sd

Inadequate progress on cross border issues will mean that only partial information is available on a significant proportion of child population, resulting in reduced benefits from ISA
	H
	M
	M
	It is unlikely that great progress on cross-border issues can be made at the outset, but the IRT Board should have co-operation with neighbouring and other IRT projects on its strategic agenda to ensure that links with them can be made at the earliest time possible.

	Business Risks and Issues

	2.Ba (Issue)
Inadequate partner individual infrastructure capability - communications, networks, access connection and “local” systems interfaces – so costs will increase to each partner wanting to join up back office systems to ISA

	H
	M
	M
	Establish minimal technical baselines for partners in relation to the project.

	2.Bb (Issue)
Insufficient resources from partners with the right skills at the right time to deliver project, so inability to achieve target dates and benefits
	H


	M
	M
	Provide support from Partners that do have the appropriate skills or fund skills acquisition as appropriate.

	2.Bc (Issue)
External demands placed on the Partner, so inability to achieve target dates and benefits

	H
	L
	L
	Establish appropriate levels of commitment, via priority setting, and ensure these are maintained.

	2.Bd (Issue)
High level of co-operation required from Partners not forthcoming, resulting in a partial network of partners and/or partial data set which will reduce benefits

	H
	M
	M
	Establish appropriate levels of commitment, via priority setting, and ensure these are maintained.  Representatives must have time made available

	2.Be (Issue)
Inadequate third party commitment to interface development, resulting in a partial network of partners and/or partial data set which will reduce benefits

	H

	L
	L
	Provide simplified download interface as interim (phase 1) measure. Increase frequency of data extracts to maintain near-live data.

	Operational Risks and Issues

	2.Oa
Accidental disclosure into the public domain of information relating to a child suspected of being at risk, potentially leading to litigation, adverse press/media coverage, damage to reputation, risks to child/family


	L
	H
	M
	Training and awareness raising;

Professional conduct re-enforcement

Family protection as appropriate

	2.Ob

Use of inaccurate information recorded on the ISA system leading to violence from families, risks to child, serious complaints
	L
	H
	M
	Training and awareness raising;

Professional protection



	2.Oc

Unavailability of information due to denial of access or destruction of information


	L
	M
	L
	Manual processes used currently would address


Risk/Issues Option 3 – Slow ISA Adoption
	Risk / Issue
	Likelihood


	Impact


	Overall Risk Rating


	Action

	All risks and issues identified for Option 2 are automatically relevant for Option 3.  In addition, the following risks and issues are identified

	Strategic Risks and Issues

	3.Sa (Risk)

Slow, partial progress will diminish anticipated long-term benefits
	H
	M
	M
	Ensure that project profile continues to be high and lagging partners are encouraged to join at earliest opportunity


6. Dependencies / Assumptions
	Option
	Dependencies / Assumptions

	Option 1
	· Imminent legislative changes will eliminate this option

	Option 2
	· The interim phase Oct 2004-Mar 2005 is successful 

· The ISA system meets the statement of requirements (see Appendix E) and can accommodate statutory changes at minimal cost (including Common Assessment Framework)
· Multi-agency working is embedded into daily practice of professionals who are registered on the system
· Financial benefits as a consequence of multi-agency working are realised (they are unknown and speculative at the time of writing)
· Risks are minimised by training, e.g. avoiding information being shared inappropriately, recognition of system capabilities, healthy scepticism that data is 100% accurate

· Data quality in feeder systems is addressed by data cleansing and improvement
· Third party suppliers do not over charge for APIs (forcing manual extracts of data to the ISA system)

· Feeder systems provide updates in a timely manner, including core and demographic data plus practitioner involvement 
· Practitioners recognise that time is of the essence when logging concerns

· Practitioners recognise that professional judgment (no matter from which agency) is valuable

	Option 3
	· As for Option 2



7. Timescales

	Timescales Option 1 – Do Nothing (AS IS)
	· October 2004 – March 2005

· Monitor progress on Children Bill.  Advise agencies of timescales for statutory implementation of changes.
· Selection of Option 2 (see below)

	Timescales Option 2 – Full ISA Adoption (TO BE)
	· October 2004 – March 2005 (already funded, outside the scope of this project but a dependence)
· Preparation of ISA central team; Data Cleansing; Training and Awareness raising; Changes to local Processes, Procedures and Guidelines; IT testing and loading core agency data; Common Assessment preparation

· April 2005 – March 2006
· Core agencies making live use of multi-agency data and new ways of working; Common Assessment implementation;

· Police, Connexions and other public sector agencies making preparations 

· April 2006 – March 2007

· Other public sector agencies making live use of multi-agency data and new ways of working; Voluntary sector and Cross-border preparation and implementation; preparations to disband central ISA team (new ways of working now embedded)
· April 2007 onwards

· Index Manager and CAF co-ordinator support on-going development; remainder of ISA central team disbanded.


	Timescales Option 3 – Slow ISA Adoption (TO BE)
	· October 2004 – March 2005

· Preparation of reduced ISA central team; Data Cleansing; Training and Awareness raising; Changes to local Processes, Procedures and Guidelines; IT testing and loading core agency data; Common Assessment preparation

· April 2005 – March 2006

· Some parts of some core agencies making live use of multi-agency data and new ways of working; Common Assessment implementation; Other parts of core agencies, plus other core agencies (e.g. Health), and other public sector agencies, e.g. Connexions making preparations to join
· April 2006 – March 2008
· Some other public sector agencies making live use of multi-agency data and new ways of working; Many other agencies and many parts of partner agencies still to join and making slow preparations
· April 2009 onwards

· Index Manager and CAF co-ordinator support on-going development; remainder of ISA central team disbanded.




8. Investment Appraisal and Evaluation for each option
A Net Present Value (NPV) calculation for each option is presented below.  Costs and benefits during each year of operation of the service delivered is compared over a 1, 3 and 5 year period.  Grant funding of £51,700 for 2005/6, recently advised, is not included in calculations.
Costs – technical and business

There are broadly two areas of financial cost.  Summarised costs are provided in section 5 above.  Detailed costs are presented in two spreadsheets – technical costs and business costs.  Technical costs are particularly high in year 1 due to set up costs however due to Lewisham’s position as Trailblazer, the local ISA pilot solution supplier is providing the system at zero licence cost.  It may be applicable for other authorities to evaluate costs of different technical solutions, for example, those from other trailblazer authorities such as Sheffield or Leicester.  On-going technical costs are related mainly to support and maintenance payments plus costs associated with funding the role of the Index Manager/user administrator.  Technical costs also vary between options 2 and 3 because of the number of partner feeder systems to be integrated.  These integration costs may be extremely high and need to be controlled.

Business costs vary more significantly between Options 2 and 3.  Option 2 is a Full ISA Adoption over a 2 year period.  This is the Option that has been proposed by the ISA Board.  It involves a central ISA team of 8 for 2 years (see Appendix).  The proposal is to disband the team after 2 years by which time ISA should be embedded.  In year 3 costs for a CAF co-ordinator (to be confirmed by funding supporting the Children Bill) are included although these may be grant funded.  For Option 3, a team with half the equivalent resource as that of Option 2 is required, but the team will be in place for four years.  The rate of inclusion of agencies will be at a slower rate.
Benefits – financial and non-financial

Benefits that can be expressed financially are evaluated using rates of anticipated practitioner and agency adoption of the ISA system and process.  These monetary benefits are expressed as cost savings, for example, due to availability of information, reduction in duplication and increasing efficiency.  It is recognised that costs are involved in the sharing of concerns (although sharing of core data is assumed to be automated).  Financial benefits accrue more quickly for Option 2 because the rate at which agencies/partners and practitioners join the multi-agency network is faster than that for option 3.
Improvement/benefits that are not expressed in money terms are evaluated using a qualitative assessment of the value of the project towards specific targets identified by the Local Strategic Partnership (see Appendix B for the Strategic Objectives and Targets and see the “Non-financial Evaluation” spreadsheet for the Assessment).   The qualitative assessment is made on a five point Likert Scale – No contribution(N), Slow/Little Contribution(L), Medium/Fair Contribution(M), Good Contribution(G) and Very Good/Maximum Contribution(H).  The assessment of non-financial benefits also shows a slower rate of increasing benefits for Option 3 due to slower diffusion of the ISA system and processes.  
Conclusions

Although Option 3 shows a positive NPV over 5 years of nearly half a million pounds and relatively good progress towards non-financial benefits, Option 2 is a clear favourite.  Over a 3 year term, Option 2 is already demonstrating almost half a million pounds of positive NPV and over 5 years it has made a very high contribution towards non-financial benefits as well as a significant net financial benefit of over £3m.
Option 1 Cost vs. Benefit Evaluation
	Costs over 1/3/5 year/s
	Benefits Financial

Over 1/3/5 years
	Benefits Non-Financial

Over 1/3/5 years
	Overall Evaluation

	0
	0
	None
	There is very little merit in no action; statutory demands will make it unacceptable in the short term


Option 2 Cost vs. Benefit Evaluation

	Costs over X year/s
	Benefits Financial

Over x years
	Benefits Non-Financial

Over x years
	Overall Evaluation

	£653,000 (1 year)
	£202,000
	Medium progress towards targets
	(£451,000)
The large start up cost will not be able to achieve benefits in the short term

	£1,487,000 (3 year)
	£1,947,000
	Good progress towards targets
	£460,000
Making good progress both financially and towards non-financial targets

	£1,922,000 (5 year)
	£5,182,000
	Very good progress towards targets
	£3,260,000
A significant positive NPV after 5 years on realistic financial assessment.  Project is contributing significantly to multi-agency targets


Option 3 Cost vs. Benefit Evaluation

	Costs over X year/s
	Benefits Financial

Over x years
	Benefits Non-Financial

Over x years
	Overall Evaluation

	£402,000 (1 year)
	£75,000
	Slow progress towards targets
	(£326,000)

The reduced start up cost is not made up by benefits and non-financial benefits are inadequate

	£1,032,000 (3 year)
	£738,000
	Medium progress towards targets
	(£294,000)

On-going costs still not achieving good benefits because of slow diffusion into practice and numbers of practitioners involved

	£1,458,000 (5 year)
	£1,943,000
	Good progress towards targets
	£495,000
Mediocre NPV after 5 years and only good progress on non-financial benefits.  This option is not recommended.


9. Appendix A – The agencies
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Core agencies – these would be the agencies forming part of Lewisham Council – social care and health, crime reduction service, education, housing, health – Lewisham PCT and University Hospital Lewisham. These, with the exception of housing and the University Hospital, are those agencies currently involved in delivering the Deptford pilot. 

Other public sector agencies – these would include agencies such as Connexions, Sure Start, and the police. Although supportive of and committed to ISA, they have different management and accountability arrangements from the local authority and PCT.

Voluntary agencies – voluntary sector agencies are likely to need additional support 

Cross border agencies– this is of particular importance for schools, where it is common for children living in one local authority area to attend school in another, and for Looked After Children who are placed out of borough. The national roll-out of ISA will ensure that local authority’s ISA system are federated – that is, able to share information with each other to enable tracking out of borough. 

10. Appendix B – Strategic Objectives and Non-financial Targets

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 wellbeing 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.


The Community Strategy states specific targets for each of these ten priority actions. Those targets which are applicable to the ISA project have been selected for use in the non-financial benefits assessment. 

	Strategic Objectives
	Key targets that ISA will contribute to improving

	1 Crime

Make Lewisham a safer place and reduce the fear of crime


	· Reduce the rate of domestic burglary 


	· Reduce the re-conviction rate of young offenders 


	· Reduce the rate of recorded personal and business robbery

	2 Health

Sustain and improve the health and well being of local people


	· Reduce the gap between the quintile of areas with the lowest life expectancy at birth and the population as a whole
	· Reduce the conception rate among under-18s 


	· Reduce the gap in mortality between manual groups and the population as a whole

	3 Education

Raise educational attainment, skill levels and employability


	· 100 percent of all 3 year olds to have access to a good quality early years education 
	· Improve the rate of educational performance; 

· Increase the rate of pupil attendance;

· Reduce the rate of permanent exclusions 


	· Increase participation in citizenship and volunteering

· Raise the number of young people receiving accreditation and achievement awards 

	4 Enterprise and business growth

Foster enterprise and sustainable business growth including the creative industries


	· Increase the employment rates of the districts with the poorest initial labour market position – and reduce the difference between their employment rates and the overall rate


	· Increase the employment rates of people with disabilities, lone parents, ethnic minorities and narrow the gap between these rates and the overall rate


	· Improve the economic performance of all regions, measured by the trend growth in each region’s gross domestic product per capita



	5 Cultural vitality

Develop cultural vitality by building on Lewisham’s distinctive cultures and diversity


	· Increase the numbers of people participating


	· Improve targeting of provision


	· Increase opportunities for participation and involvement

	7 Welfare dependency

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


	· Reduce benefit dependency levels


	· Enhance social capital in the most deprived neighbourhoods


	· Enhance flexible childcare provision

· Increase the number of children adopted to meet demand



	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


	· Increase the number of people receiving information and advice in the community


	· Improve co-ordination of services between statutory and voluntary sectors

· Increase and improve consultation with community groups, especially socially excluded groups, impacting on planning and delivery of services
	· Develop a framework for enabling and supporting local groups and organisations to get connected to the internet



	9 Equity in service delivery

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


	· Narrow the gap in attainment levels between African Caribbean/ Black British pupils and English, Scottish and Welsh pupils


	· Meet the commitments set out in the Race Equality Scheme


	· Service provision and take-up match assessed need of different groups



	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.
	· To provide 100 percent capability in electronic service delivery 


	· To improve cost  effectiveness year-on-year


	· Develop shared public offices and service delivery channels




11. Appendix C – Governance
The ISA Board agreed that once Lewisham Council establishes a Children’s Services Directorate, then ISA will become a service within that directorate.  Until this happens, expected to be March 2005 (coinciding with the start of this project) ISA will be managed within the Council’s Resources Directorate. 

At a strategic management level it was also agreed that the following reporting levels be established:

ISA Steering Group

This group will be led and chaired by the ISA Manager.  Officers will be responsible for taking forward the ISA process at a management level within their own organisation. They will also be responsible for preparing and agreeing papers for submission and sign-off by the Project Board. The Group will consist of senior practitioner management representatives from all agencies involved in ISA.

Multi-agency Project Management Board 

This board will be chaired by the Deputy Chief Executive and will consist of Heads of Service/Assistant Directors from Lewisham Council and partner agencies. The Board will be supported by the ISA Manager and will be responsible for the strategic implementation of ISA across the borough and within their own service area. Current membership was agreed as

1. EDR &DCE 
2. PCT

3. Housing

4. Children’s Services 

5. Education Pupil Services

6. Community Safety

7. Connexions

8. Voluntary Sector

9. Lewisham Police

10. CAMHS

11. Lewisham Hospital –(tbc)

12. Lewisham College

13. E Government

14. Performance, Quality and Special Projects

Local Strategic Partnership
As a multi-agency project it is expected that the ISA will eventually report to the LSP through the Chair of the Project Management Board

12. Appendix D – Business Option 2 – the ISA Team and Professional Advisers
The Core Central Team

The LISA Board agreed that a core central team is required to develop and manage ISA across the borough and that their role needs to cover the multi-agency strategic development of ISA, liaison with other local authorities and central government, provide multi-agency training and development, develop ISA with the voluntary sector and manage, develop and support the ISA database/index.
It was agreed that the central team would consist of the following four posts:

· ISA Manager

· ISA Training and Development Manager

· ISA Database Manager

· ISA Administrator

The management of the team will remain with the local authority and be located within the new Children’s Services Directorate once it is established.  Until that time, it will be managed by the Head of Performance, Quality and Special Projects in the Resources Directorate.

The FTE salary costs associated with the team are estimated to be in the region of £184k plus a further £180k for ICT, Training and Supplies and Services. Total requirement £364k per annum.  This excludes any specific work on interfaces with agency systems - Year one integration costs for the Full ISA Adoption (Option 2) are estimated at £115k.
Professional Advisors
The LISA Board recognised that these are very key roles in the development and engagement of all agencies involved in information sharing and assessment.

The issue that was addressed is whether the Professional Advisors should be part of the central ISA team managed by the ISA manager but funded jointly by all agencies or should these be practitioners who remain based locally and support only their local organisations but who meet regularly with the core central team, to contribute their agency’s views to multi-disciplinary strategic thinking on ISA. Locally or centrally based also has implications for the cost of such roles.

The Board also recognised that for some agencies such as Connexions, Police, Lewisham College, YOT, CAMHS and Lewisham Hospital that a full time role on ISA is probably not required within their organisations and their needs can best be met from drawing on the expertise and knowledge of people in a central team given that the team is adequately resourced, or by seconding a practitioner from their service to work one or two days per week on ISA as part of the central team.

The Board concluded that it would be more appropriate to use a hybrid model for Professional Advisors in the short term, say from October 2004-March 2006, during which these roles and their location should be evaluated to determine the long term needs. The ‘hybrid’ would consist of four Professional Advisors being appointed to the central team to support ISA in education, health, housing, social care and health.  The voluntary & community sectors with Connexions, Police, Lewisham College, YOT, CAMHS and Lewisham Hospital will second one person one/two days per week to the central team in respect of their agencies ISA engagement.

The ISA Board also felt that all agencies supported by a Professional Advisors in the central team should contribute towards the cost of these posts (estimated at £174k) with the costs of the secondments from the other agencies being met by those agencies.

As this is a multi-agency team, the LISA Board felt it was appropriate that in the long term the team should be based within one of the new Children and Young People’s centres when they are built.  In line with current practice, flexible accommodation is being sought to allow up to 5 staff at any one time to access ICT with ‘touch down’ space available for staff working off line.  

13. Appendix E – Statement of Requirements

The key features of the system business requirements are:

· Requirement for all agencies to log concerns

· A common description across agencies for levels of concern

· System help for practitioners to describe concerns 

· Multi-channel access

· An immediate link to child protection procedures if required

· Identification of other agencies who are or who have worked with the child or young person and the nature of the work

· Trigger to alert system to more than one low level concerns – ‘weak signals’

· Link to a ’smart’ service directory able to identify suitable and available services that can address the concern logged

· Electronic referral through service directory with preliminary eligibility checks

· Procedures to establish multi-agency co-operation on cases

· View of actions of other agencies for all agencies involved in a case

· Information tracked on outcomes of interventions

· Management information produced about potential gaps in service provision

· Business rules determine triggers/alerts, data retention, child categorisation
· Strategic reporting to cover performance management aspects and service usage

Any technical solution will need to fulfil the following key user requirements:

· Be secure and adhere to appropriate industry standards

· Intuitive / easy to use / minimal number of steps to minimise training requirements and encourage use

· Reliable

· Require minimal practitioner data input, e.g. by drawing data directly from existing systems

· Cost effective to roll-out across the stakeholder groups, maintain and upgrade (this implies a browser-based solution which does not require any local installation)

· Easy to access with alternative access channel for practitioners / agencies who do not have computer access (e.g. voluntary organisations through a telephone IRT desk as part of the management function)

· Easy to configure / reconfigure

· Incorporate workflow

· Facility to draft concerns

· Incorporate “smart” searches / “smart” matching to find similar names

· Allow practitioners to tag information submitted as “public” or “private” 

· Have role-based access (through a permissions model)

· Capture contact details of other practitioners involved with child.

· Include full audit trail

System interfaces and supporting business practices

· The system requirements will be backed up by appropriate organisational arrangements across agencies in Lewisham concerned with children and young people to enable strategy, decision making and performance management to operate effectively.

· In addition and perhaps most importantly agencies will have procedures and practice in place enabling them to share information about case, work together and make the best use of the total resources available in Lewisham.

· Requirements of RYOGENS (Reducing Youth Offending Generic Solution) will be incorporated into the ISA Project using the FAME ICT technical solution. 

· It will be necessary to ensure that the overarching information sharing protocols being developed by the ISA project is consistent with that being produced by the Single Agency Protocol project for adult services.

· It will also be necessary to ensure IT links are created with the NOTIFY project which deals with families moving in and out of London boroughs.
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