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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.
Project Initiation Document

1. Purpose of Document

The purpose of this document is to provide a baseline for the project Woking stream, to form the basis for its management and the assessment of overall success.  This document may be re-issued as necessary on the approval of the Steering Group

This stream will be project managed based on the appropriate concepts/elements of the PRINCE2 methodology.

2. Background

The Framework for Multi-agency Environment (FAME) is an ODPM national programme involving a consortium/partnership of public sector organisations.  They are tasked with developing and implementing a range of joint health and social care services in a ‘multi-vendor’ environment and delivering them to the customers of those services. Refer also to the National FAME PID V4.0 

Promoting the Independence of Vulnerable Older People is one of the projects (strands) within the overall FAME programme. Refer also PIVOP PID V1.0 29/04/03  

3. Project Objectives

Business Aims:

To promote the independence of vulnerable older people by facilitating improved access to and delivery of multi agency services that are appropriate, cost effective and responsive to their needs by means that are capable of ready adoption for use by multi-partner agencies in other health and social services economies.

Business Objectives:

To improve the processes and provide electronic solutions for joint working between multi-agency partners that will:

i. Support the collection, sharing and exchange of relevant and timely information.

ii. Enable the delivery of high quality services at home or in other appropriate care settings.

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

iv. Provide shared learning as appropriate, of methods, approaches and processes within, and across, the project work/solution streams.

Outline Deliverables:

To develop and prove adaptable and affordable solution(s) which provide:

i. A single assessment process (SAP), management of transfers of care and potentially other agreed multi-agency solutions that enable information sharing/exchange, effective management of crosscutting service processes and improved service delivery to the customer.

ii. Standards, process mapping and workflows that deliver appropriate services.

iii. Electronic solutions that enable and support the above

4. Project Scope

The strand Project Board has undertaken, within the initial scoping work, an assessment of the appropriate business areas of application, which will be included as “solution streams” within the project scope.  These have been assessed in terms of a range of criteria including:

i. Their contribution to statutory requirements, National targets and the NSF for older people

ii. Level of contribution to promoting independence

iii. The extent to which the business solutions are dependent on IT

iv. Integration with partners relevant technologies

v. Degree of multi-agency working involved

This has resulted in the Single Assessment Process (as the key underpinning application) and the Management of Transfer of Care being selected as the prime solution streams.

The two prime streams are currently being scoped which will inform the resource requirements and options available to the Steering Group

The following key work areas have also been identified: -

i. Commercial aspects (including contracts, procurement etc)

ii. Data protection, security, information sharing

iii. Standards (including technical and business processes)

The overall project scope is to deliver the above stream solutions for implementation in one or more primary partner organisations.  This to be as appropriate to the particular stream, feasible within the project resources and as agreed through the Steering Group.

5. Method of Approach

It is recognised from the outset that this is a complex project due in part to the number of interdependencies, parties involved, technical/information process and short delivery timescales.  A key additional factor is that this requires joint working across a wide range of professional/operational business areas. Consequently the project controls need to be pragmatic but effective with budgetary planning and control tightly managed.

The initial work will involve a baseline definition of the current business practices associated with each solution stream and an assessment of the business process, information architecture and technical requirements.  

The baseline definition be used to inform the requirements and ‘downstream’ benefits measurement.  It will also help identify potential change management issues around the pilot implementation and subsequently full rollout planning.

Following successful completion of initial testing/acceptance, the solutions will be implemented as agreed by the Steering Group. An assessment of the requirements for full rollout will also be undertaken so that a guide can be produced for implementation throughout Surrey and potential the whole Strategic Health Authority Area

6. Project Deliverables and/or Desired Outcomes

The key project deliverables are to develop and implement inter-agency systems and processes, including a ‘single assessment’ process for the joint sharing of information and services between the partner organisations.

These are to provide key enablers to facilitate:

i. Integrated service provision to all customers

ii. Information exchange in a secure environment

iii. Shared work requiring multiple partner participation

iv. Partner and customer communication and easy access to services

v. A re-usable generic framework for each application

vi. A model for use by other agencies wishing to implement the application

The specific deliverables will include (for each solution stream):

i. Information and process models (functional and detailed levels)

ii. Information and ICT systems specifications

iii. Software products to deliver the requirements of the solution streams which are compliant with Government/NHS standards for interoperability

iv. User Guides and training material

v. Supplier provided product guides and specifications.

vi. Interoperability and technical interface specifications for use by third parties

7. Exclusions and Constraints

The project is being confined to the trialling of the selected stream solutions and does not include full rollout implementation.  However, the scoping and objectives for a full rollout will be included in the project plan so as to define a model by which full implementations can be progressed.

The support environment, and costs pertaining to full roll out, are the responsibility of each partner organisation.

Other than the key start-up issues identified earlier, further constraints are identified as:

i. differing technical infrastructure and legacy systems 

ii. differing detailed business processes 

iii. availability of the required range of client input resources in light of other working demands

iv. Central government direction not clear and need to adhere to NHS strategic direction

v. Security of access to sensitive information and agreement to a common information sharing protocol.

8. Interdependencies

The following identify the key interdependencies that will influence the project and the developed technical solutions:

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. The relationship between this project and the wider work being undertaken by the Strategic Health Authority to develop NHS systems including the Integrated Care Records Service (ICRS)

iv. Third party suppliers of local health and social care systems in order to achieve mutually acceptable systems interoperability and technical/information interfaces.

v. The creation of information models and data definitions for use between partner organisations 

vi. The issues affecting data cleaning requirements at a local level

9. Assumptions

i. Each partner organisation commits to the project and ensures that resources are made available to meet the project requirements.

ii. Some limited provision has been made in the project budget for local technical infrastructure changes/additions in partner organisations to support the pilot implementation.  However, any large-scale requirements will need to be provided from the partner’s own local resources.  Where large-scale resources are required and local provision is not available, this may dictate the feasibility of where the pilot implementations are undertaken, as deemed through the Project Board.

iii. Any ongoing support costs for the implementation in partner organisations are borne through local funding arrangements.

iv. Substantive information dissemination will be a post project end activity when the pilot implementations have been completed and solutions are in a stable state.

v. There may be some in-field solutions changes post end project.  Some budget provision has been made for this.

vi. It is expected that final acceptance of the supplier deliverables will be undertaken at an appropriate point within the full rollout process against defined criteria.

vii. The carry over of project funding (at end March 2004) will be permitted to account for the information dissemination and in-field modifications identified above 

10. Initial Business Case

This project has been allocated £225,000 from the overall strand funding allocation.  This covers expenditure for the individual non core requirements of the overall strand as agreed by the Steering Group

11. Benefits

The project will provide the partners with: -

i. The ability to transact and exchange information electronically via secure channels.

ii. The integration of work flows between partner organisations

iii. A secure e-mail and Internet connection to users of the systems.

iv. A business and information sharing tool

v. The potential to offer choice to customers on how services are accessed and delivered

vi. Transaction links with other national and central agencies

vii. The potential to reduce administrative overheads

viii. The potential to reduce transaction costs

12. Project Organisation Structure

The organisational /communications structure is given at Attachment A

The initial project role assignments are provided in Attachment B

The Project Strand Project Plan is given at Attachment C

13. Communications Plan

The communications plan comprises two key components:

i. To ensure there are appropriate and effective communications channels established with organisations/parties that will influence the development of the deliverables, and those which have a stakeholder interest.  This covers those required during the project lifecycle and are represented by the schematic provided in Attachment D.

ii. The dissemination of information to the wider interested audience:  Whilst some appropriate information will be disseminated throughout the project, specific work will be undertaken towards the end to define a more formal plan.  This dissemination will actually take place during the post project period and will require participation by the strand technology partners.

14. Project Quality Plan

See Strand PID

15. Initial Project Plan

See Strand PID

16. Project Controls

The following key principles are being established for the monitoring and control of the project strand.  The strand roles as provided below have been previously described in section 12 and Attachments A and B.  The detail of the following principles will be further developed through the Project Board to be the key project controls for the strand.

i. A Steering Group has been established to provide overall steering and monitoring of progress, issues and stream financial integrity.  The Group will be responsible for the overall business success of the stream.  

ii. A Stream Project Manager is assigned for the operational project management of the stream

iii. Solution Stream managers will be allocated as agreed by the Steering Group

iv. A stream Financial Controller is assigned 

v. The Group will have a quality assurance function which will be responsible for ensuring the applicability and quality of solutions delivery.

vi. Steering Group meetings will be held at appropriate frequency to review stream progress and address arising issues.  The Project Stream Manager and will update the Steering Group on progress

vii. A project change control process will be implemented to record the project and stream changes which will be organised on a level basis depending on the significance of the impact.  These will be authorised by the Steering Group as required.

viii. An issues process will be used and monitored by the Steering Group so that key issues affecting the  stream integrity are addressed at an early stage.  

ix. Stream progress and milestones will be monitored by the Steering Group

17. Key Level 1 Milestone Dates:

The following identify the key level 1 milestones with target dates.

The following milestone reference follows the notation Mn/x where n denotes a level 1 milestone and x is a unique identifier

	Ref


	Description
	Target Date

	M1/1
	Start-up > Strand PID Approved by Strand Project Board
	Apr2003

	M1/2
	Steering Group established


	May 2003

	M1/3
	Woking PID finalised


	JULY 2003

	M1/4
	Commence Process Analysis


	August 2003

	M1/5
	Complete Process Analysis


	Sept 2003

	M1/6
	Define technical solutions


	Oct 2003

	M1/7
	Implementations complete> 2nd stage acceptance complete


	early March 2004

	M1/8
	Roll-out planning complete


	mid March 2004

	M1/9
	Information Dissemination planning complete


	end March 2004


18. Key Stages:

	Stage No


	Description

	0
	Project Scoping/set-up (to initiation)



	1
	Assessment and Requirements Definition



	2
	Supplier Engagement



	3
	Solutions Development



	4
	Implementation



	Post project


	(Full roll-out, in-field changes, further information dissemination within the FAME programme context.




19. Exception Process

As identified under the Project Controls section, an issues/exception process will be established to give early notice of arising project issues.  The Project Office will monitor the escalation process through to the Project Board, and to the Programme Board where required.  The Project Office will maintain a full audit trail of issues and maintain the Issues Log in the project information repository.

20. Initial Risk Log

A Risk Log will be maintained at Stream and Project Stand levels and be reviewed at progress reviews and Steering Group meetings.

The initial Risk Log is provided in Attachment E.  This will be extended as required as the Start-Up Issues are addressed and the project formally initiated.
21. Project Filing Structure

All project documentation will be held in Projxsoft

See also strand PID

ATTACHMENT ‘A’ – PROJECT STRUCTURE/INFORMATION FLOWS

TBC

Attachment B: Initial Role Assignments 

	Project Strand Role


	Name(s)
	Authority(s)

	Steering Group Chairman


	TBA
	Woking BC

	Project Stream Manager/Deputy 


	Steve Batley/ Sheila.Deed
	SeP and Woking BC



	SAP Solution Stream 
	Chris Dunstan/ Debbie Bell
	Woking Area PCT/SCC



	Management of Delayed Transfers (MDT) Solution Stream Mgr


	S.Deed/Liz Titheridge
	Woking BC

	Stream Financial Controller
	TBA


	Woking BC

	Project Management


	Steve Batley
	Surreye-partnership

	Technology Partner (overall) Managers


	Paul Streeter


	Ciber




Attachment C: Framework Project Plan
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Task Name

0

PIVOP Strand - Outline Plan

1

2

S1: Project Scoping/Setup

3

Initial Scoping & Definition

4

PID Authorised by Project Board

5

6

S2: Assessment/Definition

7

Solution Streams Definition

8

Business/Requirements Assessment

9

Information/Technology Assessment

10

Requirements Definition

11

12

S3: Supplier Engagement

13

IFP prep, Proposal, Assessment

14

15

S4: Solutions Development

16

Design & Development

17

Prototypes Testing

18

User Factory Testing

19

20

S5: Implementation

21

Establish Hosting Environment

22

Pilot Impl'- 2nd Stage Accept'

23

Full Implementation Planning

24

25

Post project

26

Information Dissemination

27

((Roll Out))

28

In-field Changes

2nd Quarter

3rd Quarter

4th Quarter

1st Quarter

2nd Quarter

3rd Quarter

4th Quarter


Attachment D: Communications Framework












Attachment E: Initial Risk Log

	REF
	RISK DESCRIPTION


	IMPACT
	SEVERITY

(L,M,H)


	LIKELIHOOD

(L,M,H)
	CONTINGENCY ACTION

	R1


	Partner individual infrastructure capability - communications, networks, access connection and “local” systems interfaces.


	Infrastructure requires upgrade, additional cost
	H
	H
	Establish ASAP technical baselines for all partners in relations to the project

	R2


	Insufficient resources from partners with the right skills at the right time to deliver project


	Inability to achieve target dates and benefits
	H
	M
	Appropriate levels of commitment engaged early and maintained

	R3


	External demands placed on the Partner


	Resources overloaded
	M
	M
	Priorities reviewed regularly

	R4


	High level of co-operation required from all Partners.


	Longer decision making time
	M
	M
	Representatives must have time made available

	R5


	Expectations are inappropriate or unrealistic


	Perception of progress and benefits lost
	H
	L
	Consultation and communication maintained

	R6


	Shortfall in finance at the right time and during implementation


	
	H
	L
	Maintain tight budgetary controls and escalate early

	R7


	ICT skills over stretched


	Milestones missed
	H
	H
	Plan and identify resources early

	R8


	Fit with National systems strategies unclear


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

	R9


	Required system robustness v cost of service provision


	Availability and confidence
	H
	M
	Proposed solution communicated and sponsored appropriately
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