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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.

Business Case

Promoting the Independence of Older People

Introduction

1. Growth in the population of older people, changes in service user expectations will place increased demands on service providers. This makes it necessary for practitioners in the different organisations but providing services to the same person, to be able to share information about that person accurately, efficiently and in a secure environment whatever the time of night or day.

2. In order to meet this requirement and with the intention of promoting the independence of older people, funding has been provided by the ODPM to enable health, housing and social care partners in Wirral and Woking to develop an electronic single assessment process (e-SAP), to further develop services by providing a secure electronic environment in which to share personal information about service users.

3. In line with the National Service Framework for Older People (NSF) and the Promoting Independence and Supporting People agendas, two working electronic systems have been developed that support the business processes and workflows that improve the way in which older people are jointly assessed for their health and social care needs whatever the setting. 

4. The two e-SAP solutions that have been developed use different accredited tools (FACE and EasyCare) and each is replicable in other health and social care economies irrespective of their size. 

5. In developing the e-SAP the project has developed the following :-

· A tested operational electronic system

· An Information Sharing Protocol

· Interfaces with Anite ‘Swift’ and Vision ‘InPractice’

· Process maps and workflow definitions

· A technical requirements specification

· Requirements of Fair Access to Care(FACS)

6. The following health, housing and social care organisations were part of the project ;-

Woking

· Woking Borough Council

· Surrey County Council (North West Surrey Adult and Community care)

· Surrey Heath and Woking PCT

· North Surrey PCT

· Ashford and St Peters NHS Hospital Trust

· 3 GP practices in West Byfleet

· CIBER UK

Wirral

· Wirral Metropolitan Borough Council.
· Wallasey/Birkenhead PCT
· Bebington/W.Wirral PCT
· Wirral Hospital Trust
· Cheshire/Wirral Partnership Mental Health Trust
· Age Concern Wirral, Day Care Mental Health Services
· Liquid Logic
Strategic Aims

In developing e-SAP solutions consideration was given to the existing strategic aims of health and social care organisations, namely ;-

· National Service Framework for Older people

· Promoting Independence

· Supporting People

· Person Centred Care

· Information sharing in a secure environment

· Working in partnership to develop core standards

· Policy and Productivity – Best value, capacity building

· E-government Service Priority Areas.

Implementing E-SAP

A substantial investment has already been made by the ODPM in order to develop two e-Saps and implementation costs for either system will reflect the fact that some of the development costs have been met already. An indication of the capital expenditure likely to be needed, subject to the individual local situation, is as follows ;-

· Project Management



  45,000

· System Interfaces




100,000

· System Implementation



  70,000


· Hardware





  60,000

· Licences for SAP Tool and Software.
200,000

· Training






  20,000

· Technical Support




  10,000

· System Upgrades




  10,000

TOTAL





       £515,000

In a health and social care area where 12,000 assessments are likely the capital spend will be in the order of £515k.

Revenue expenditure per annum is estimated to be as follows, subject to local circumstances.

· Maintenance and technical support


43,000

· System upgrades





20,000

· Licences(Based on £1000 per license)

25,000


· Training







  5,000

TOTAL






       £93,000

In a health and social care area where 12000 assessments are likely the revenue expenditure will be approximately 88K.

NB Additionally practitioners and managers will need to be allocated time to give to the project.

Benefits

 Cost 

Working on a cohort of 12,000 older people per annum requiring an assessment of need in an average health and social care economy, it is estimated that currently an individual could be the subject of three assessments from three different organisations. 

At each assessment basic personal information is collected as well as more specific details for the overview assessment. This is followed up by three further assessments when changes in circumstances or acute episodes presented. 

The time taken to complete each initial assessment, including travel, is estimated to be 1.5 hours. 

Following the introduction of e-SAP, it is assumed that two of these visits could be saved or at least reduced in time with a saving per service user of between 1.5 and 4.5 hours.

Follow up visits would also be reduced or negated, again identifying savings per service user. 

Assuming 12,000 assessments per year and staff costs of £40 per hour, the following savings in the first year are achievable;- 

· One saved visit of 1.5 hours per service user  
   £720,000 pa
· Two saved visits of 1.5 hours per service user     £1,460,000 pa

· Three saved visits of 1.5 hours per service user  £2,180,000.pa
Assuming an initial capital cost of £515k, the ROI (Return on Investment) is achieved as follows, subject to the full implementation and operation of e-SAP;-

· One saved visit of 1.5 hours per service user       8.5 months

· Two saved visits of 1.5 hours per service user     4.2months
· Three saved visits of 1.5 hours per service user   2.8 months
In year two, and thereafter, when revenue costs are incurred the savings shown above, will reduce commensurately 

Other Benefits of e-SAP

Service providers

· Immediate electronic access to more accurate, comprehensive and up to date information about the service user.

· Easy and intuitive system to use

· Improved workflow, internally and externally

· Referrals, actions and copying information that are supported in the system ensuring a controlled workflow between teams.

· A system alert if information cannot be delivered within the desired timeframe and messages cannot go astray

· Assessments completed more quickly enabling a faster more coordinated response to service users

· A consent prompt to remind the practitioner to get consent at each assessment or change in circumstance

· Opportunity to develop an electronic care plan linked to SAP

· A more structured assessment process

· Other practitioners’ assessments are available to inform a holistic view of the service user .

· The system allows service users to refuse consent for the sharing of certain aspects of their  personal information

· Better resource utilisation as a result of reduced duplication in time spent completing and updating assessments.

Service users

· Reduces need to repeat same information to different service providers
· Assessments are more structured and person centred.
· A named care co-ordinator to be identified where there is complex need
· Ownership of a person held record summarising key information
· Services are likely to be more responsive and cohesive
· Practitioners will be better informed about overall care and well being needs.
· Content in the knowledge that any changes in their circumstances can be shared, with their consent, quickly.
· Understanding of the organisations are involved with provision of their services.
Risks

The high level risks identified by the project steering group were as follows ;-

· NHS NPfIT is required to deliver an electronic core solution for SAP by 2008. The adoption of an interim solution may not be viable to some health care providers, as under the present arrangements they will be required to fund this themselves.

· Some health and social care providers may already have their own solution.

· System implementation may not be given a high enough priority by either health or social care ICT services.

· There could be significant business change processes required during implementation that may not be acceptable to health and social care providers.

· The current IT systems and infrastructure are unable to support the solution

· Some partners may not wish to engage fully in the development and/or the implementation Without participation of all partners e-sap will not deliver fully the cost efficiencies and benefits set out above.
· Changes in National policies and priorities.

Outcomes

The expected outcomes are as follows ;-

· The older person lives more independently and with an improved quality of life.

· There is higher job satisfaction among service providers

· The capacity of the organisation is increased and can be directed towards other high priority services
· Partnership working is further enhanced to the benefit of the service user.
· Contribution to other health and social care priorities and targets e.g. reduction in unplanned hospital admissions, reduction in bed stay days, management of chronic care in the home, early intervention of acute episodes.
· Improved management information to enable effective use of resources, particularly those directed towards preventative programmes.
Conclusion

For another health and social care economy to embark on this programme from scratch there will be significant costs to develop an e-SAP solution. 

The ODPM investment has meant that something in the region of between 30% and 40% savings can be realised 

The project enables the delivery of a proven and transferable e-SAP solution that is scalable, cost effective and user friendly.

For the successful implementation of an e-SAP solution a project management approach is recommended.
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