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Project Initiation Document


Summary

West London’s Children’s Services Workstream will develop collaborative approaches to:

· Secure improved efficiencies in service delivery

· Drive quality in the delivery of services and outcomes for children and young people 

The workstream will prioritise:
· Residential placements

· Independent Foster Agencies

· Educational placements - Special Educational Needs

The workstream will include:

· Baseline benchmarking 

· Mapping of Residential Placements, Independent Fostering Agencies and Special Educational Needs/ Placements 

· Gap analysis
· Developing collaborative commissioning
· Developing new shared services, shared solutions, collaborative approaches and preventative approaches

To develop collaborative commissioning West London will support the pan-London Regional Commissioning Pilot and deliver on behalf of the London SEN and Children in Care Commissioning Board a sub-regional pilot to develop and test extended functionality to the London Regional Commissioning Pilot, funded by the DfES. 
Context
The six boroughs that comprise the West London Alliance (Brent, Ealing, Hammersmith & Fulham, Harrow, Hillingdon and Hounslow) have a long established and successful record of collaborative working. In 2005 the WL began to explore the potential for collaborative work within Children’s Services. 

During 2006/ 07 the WLA established a Shared Solutions to Realising Efficiencies Programme. Evidence from the first phase of work demonstrated key savings could be achieved in relation to HR, Adults’ and Children’s Services. Each of these service areas now forms a workstream for the next phases of the Shared Solutions programme of work. 
In terms of Children’s Services the diagram below groups the opportunities into three possible approaches, which PWC termed collaborative working, moderate shared services and radical shared services. This illustrates the potential range of efficiency gains the WLA could aim to realise. 

[image: image1]
Source: “WL Realizing Efficiencies Through Shared Solutions”, March 2007, PriceWaterhouseCoopers

In that context the WLA Children’s Services Directors (WL DCSs) and the WLA Children’s Commissioning Managers (WL CCMs) groups were set up and through meeting during the early months of 2007 agreed three key priorities for future work: 

· Residential placements

· Independent Foster Agencies (IFA)
· Educational placements - Special Educational Needs (SEN)
They have also noted that work undertaken in relation to the above three priorities should be used to drive improved quality within services as well as to identify efficiencies and to inform the development in the longer-term future of preventative approaches within Children’s Services. This work will form the Children’s Workstream for the WLA Shared Solutions Programme. 
As these two groups were established and work began on the Children’s Workstream, RB Kensington and Chelsea and LB Westminster also agreed to participate in the programme for the Children’s Workstream. The eight boroughs now form the West London Consortium for the Children’s Workstream. The consortium has taken the decision not to extend its membership further. Learning from the work will be shared across London and the other UK regions.  

Geoff Alltimes, CE, LB Hammersmith and Fulham, will Chair and sponsor the Children’s Workstream.  David Archibald, Director of Children’s Services, LB Ealing will Chair the WL DCSs and WL CCMs meetings. 

The funding to develop this workstream has been identified from two sources:   

· Financial commitment from all eight participating West London boroughs to support the Children’s Workstream, particularly the development of evidence to support further funding proposals 

· West London has secured funding from the DfES (as part of the London Regional Commissioning Pilot) to deliver a sub-regional commissioning pilot   

West London sub-regional commissioning pilot
West London’s sub-regional pilot will test an Options Appraisal/ Placement Commissioning model building on learning from the South West Peninsula commissioning model. This will provide a critical test of functionality within the London model; building on work already undertaken by West London and the South West which suggests that, both, significant efficiency savings through market management and improvements in the quality of provision for children and young people can be achieved through regional commissioning. 
The West London pilot will provide added value to the pan-London system by:
· Testing the functionality provided by the pan-London matching engine when used to inform the sub-regional Options Appraisal approach 

· Sharing learning with London

· Providing support to roll out the approach to other sub-regions (if learning supported that development – efficiencies achieved by the South West to date suggest that this will be the case)

· Providing cross-regional comparison and evaluation of localised and sub regional commissioning
Current Children’s Services Metrics in West London

	Children’s Services
	Brent
	Ealing
	H&F
	Harrow
	Hillingdon
	Hounslow
	K&C
	West.

	Gross 2005/06 spend excluding income
	£18.2m
	£34.9m
	£26.4m
	£21.8m
	£49.6m*
	£37.3m
	£23.4m
	£33.0m

	Average weekly LAC cost £ (PAF 05/06)
	£733
	£686
	£668
	£1,366
	£927
	£840
	£926
	£858

	%LAC in foster pl or adoption (PAF 05/06)
	71
	74
	74
	64
	70
	79
	68
	79

	Number of children in care (PAF 05/06)
	402
	457
	386
	175
	633*
	336
	231
	293

	CPA rating (2005)
	3
	3
	3
	2
	2
	3
	4
	4


* £20.3m of total budget and 308 of 633 children in care relates to asylum seekers
Source: PWC

Aims and Objectives of the Children’s Workstream 

· Map, benchmark and analyse:

· Needs and profiles of children and young people across West London requiring LAC, Leaving Care, Fostering and Adoption and SEN provision 
· Use of providers against LAC profile and needs for West London  

· Each boroughs procurement and commissioning processes and systems

· Levels of investment to make and support placements; FTEs  

· Use mapping and benchmarking data to inform collaborative approaches
· Use mapping and benchmarking data to inform gap analysis and service development

· Review current providers quality standard to inform development of West London quality standard and pre-qualification requirements, in line with pan-London matching engine function   

· Work in partnership to develop sub-regional commissioning pilot

· Promote multi-agency and multi-disciplinary collaboration in the commissioning of placements

· Promote reinforcement of protective factors when making placement decisions

· Incentivise delivery of improved outcomes when making placement decisions 

· Ensure consistent, transparent and fair decision making

· Ensure delivery of value for money when commissioning placements by testing  the market at every placement and shifting competition from between WL authorities to among providers 

· Deliver strengthened audit and governance of placement commissioning

· Deliver quality services with greater procurement and commissioning efficiency

· Develop and use best procurement and commissioning practice

· Improve choice 
· Improve placement stability and continuity of education for all LAC 

· Encourage smaller providers to stay in the market and identify new providers
· Contributing to development of Pan-London model, feeding in outcomes and testing extended functionality where appropriate

· Use monitoring and evaluation data to provide ongoing shared, sub-regional analysis of need to support collaborative development of providers and services, particularly niche/ high support/ specialist provision
· Reduce numbers of out of London placements, improve stability and reduce/ understand vacancies  
· Develop preventative and family centred approaches, that keep children and young people within the family setting wherever possible
Deliverables
Mapping and benchmarking:

· Residential placements, IFA and SEN usage

· Residential placements, IFA and SEN costs

· Residential placements, IFA and SEN providers and geography

· Looked After Children profiles

· Procurement and commissioning processes and systems

· Procurement and commissioning FTEs 

· Placement support FTEs 

Data analysis:

· Profiles of LAC – needs analysis

· Usage of placements and costs; types of service

· Placements outcomes – (children/ YP evaluation of placements)
· Processes and systems; levels of investment 
· Numbers of FTEs

· Gap analysis of services

Sub-regional commissioning pilot

· Approved list of West London preferred providers – linked into pan-London database functionality of London matching engine – following consultation with providers
· Common commissioning system and process for West London 
· Options Appraisal approach that builds on and extends the functionality of the London pilot. (The London Pilot will build on the Pan-London Contract Team, Londoncareplacements and London Regional Partnership.) 
Outcome Monitoring, Evaluation and Development:

· Common approach to monitor and evaluate West London’s Children’s Services commissioning and outcomes for LAC 

· Evidence to inform future service delivery

· Dialogue and consultation with local authority officers, providers, families and children  
· Development of shared services and shared solutions 
· Exploration of preventative approaches

Stages
1. Initiate Project

2. Mapping/ Benchmarking/ Data Analysis 
3. Design and develop 
4. Implementation, outcome monitoring and evaluation 
5. New Services, Shared Solutions and Preventative Approaches 
Conclusions
West London’s Children’s Workstream will build on our established partnership approaches and extensive collaborative working to date. 
Thereby enabling us to: 
· Collectively commission

· Collectively outcome monitor and analyse gaps in provision

· Collectively develop shared services and shared solutions
Project Organisation and approach 


Sponsor
· WL Leaders and CEs
· WL Director’s of Children’s Services (WL DCSs)/ WL Finance Director
· London SEN and Children in Care Board/ London Regional Commissioning Pilot  Project Board 
Management
· WL DCSs
· WL Children’s Commissioning Managers (WL CCMs)
· Programme management – WL - Policy and Project Manager

· Project Management – consultant Project Manager (PM)
Board members
· Chair WL DCSs

· WL CCMS

· WL Programme Manager

· Children’s Workstream PM
· London Pilot Project Manager

Reporting controls
· To WL Leaders and CEs
· To WL DCSs

· To WL CCMs

· To London SEN and Children in Care Board: London Regional Commissioning Pilot Project Board/ Operational Board – (WL to have representatives on each)
Meeting frequency

· WL Leaders and CEs every quarter

· WL CEs every month

· WL DCSs every quarter
· WL CCMs every six weeks

· SEN Board and Operational every quarter

· London Regional Commissioning Pilot Project Board and Operational Board every two months

Informal checkpoint meetings

· As required

Highlight reporting

· Progress reporting against action plan at WL DCSs and WL CCMs meetings

· Progress reporting against action plan and highlight reporting of deliverables and learning to the London Regional Commissioning Pilot Board/ Operational Board
· Reports detailing deliverables and learning to WL Leaders and CEs

Escalation

Any changes or challenges within the Children’s Workstream and action plan will be tackled by the following persons/ groups in order of escalation as detailed below:

1. Project Manager

2. Programme Manager

3. WL CCMs/ DCSs/ WL Finance Director
4. Chair of WL DCSs

5. Sponsor CE

6. WL Leaders and CEs

Change control

Proposed changes to the Children’s Workstream and action plan and arising challenges will be discussed and dealt with at the WL DCSs and WL CCMs meetings, with formal reporting made to the WLA CEs and Leaders. Changes or challenges will be dealt with and agreed according to the escalation process detailed above.  The authority to agree significant changes to the Children’s Workstream will ultimately rest with the WL CEs and Leaders. 

Partnership


· West London Alliance / West London Shared Solutions to Efficiencies Programme 
· RB Kensington and Chelsea and LB Westminster

· London SEN and Children in Care Board
· London Regional Commissioning Pilot Project Board and Operational Board 
· Association of London Directors of Children’s Services 

· West London Director’s of Children’s Services 
· West London Director’s of Adult Social Services

· West London Children’s Commissioning Managers

· West London Children’s Operational Group

· West London SEN Group

· West London Fostering Consortium 
· West London Care Services Quality Group
· Good practice developed in West London, particularly LB Ealing Access Resource Team and pan-London

· West London’s links into pan-London fora

Deliverables (Outputs and Outcomes)

	
	1.0 – Initiate Project



	
	Deliverable (description)
	Delivery date
	Lead
	£ source
	Outcomes

	1.0 – Initiate Project
	· Develop PID and action plan

· Link PID/ action plan to London Regional Commissioning PID and action plan – link with London Operational Team/ SEN Board 

· Identify management and reporting structures

· Sign off PID and action plan

· Recruit Project Manager/ Project Team  

· Develop role brief

· Agree location/ management/ budget holder

· Agree commissioning process for PM 
· Appoint PM
· Develop other funding opportunities
· Report to WL Leaders on projected efficiencies

· Agree ongoing Children’s Workstream/ business case


	21/06/07

16/07/07

Jun 07

27/07/07

Aug 07

Jun 07

Jun 07

Jun  07

25/07/07
Aug 07

20th Sep 07


	WLA
WL CCMs/ WLA 

WLA

WLA/ CEs & Leaders


	N/A
N/A

N/A

N/A
	· Versions 1.1 to 1.5 discussed and agreed at DCSs and CCMs; 1.5 signed off - copy to London Board
· Job Description/ person specification and advert agreed; candidates identified; interviews arranged 



	2.0 – Mapping/ benchmarking/ data analysis

	2.0 – Mapping/ benchmarking/ data analysis
	· Mapping and benchmarking:

· Residential placements, IFA and SEN Usage

· Residential placements, IFA and SEN costs

· Residential placements, IFA and SEN providers and geography

· LAC profiles

· Procurement and commissioning processes and systems

· Procurement and commissioning FTEs

· Placement support FTEs

· Agree common pro forma to collect data and agreed definition of identified metrics

· Establish baseline benchmarking of use of residential placements/ IFA/ SEN for whole of WL
· Identify current known gaps in Residential/ IFA and SEN provision for West London 
· Data analysis

· Profiles of LAC – needs analysis

· Usage of placements and costs – types of service

· Map balance of planned and emergency placements

· Placements outcomes 

· No.s of FTEs/ compare processes and systems

· Gap analysis of services


	Aug – Oct 07
Aug – Sep 07

Aug – Oct 07

Aug – Sep 07
Aug – Dec 07

Ongoing


	
	
	

	3.0 – Design and Development

	3.0 – Design and Development
	· Visit SW to understand approach and identify differences and commonalities with WL:
· Map current processes in WL boroughs against SW approach

· Agree workshops with WL to train/ develop pilot
· Share paperwork/ learning
· Meet with providers to open a dialogue about the aims and objectives of the new approach and to generate provider support for the pilot:
· Identify shared quality standard

· Identify best procurement and commissioning practice

· Promote multi-agency approaches

· Promote partnership approach to achieving efficiencies
· Meet with WL teams to discuss the aims and objectives of the new approach and to generate staff support for the pilot and wider Workstream:
· Promote joint / multi-agency approaches to commissioning

· Reassure about change process

· SWOT

· Identify how to overcome barriers

· Consult with families and children/ young people on services and design as appropriate
	Jul 07

Aug 07
Aug 07
Aug 07
Aug – Dec 07

Aug – Dec 07

2008
	CCMs/ operational group
CCMs/ operational group
DCSs/ CCMs/ PMs
CCMs/ PMs

	
	· LC reported back to CCMs

	
	· Identify current commissioning systems and processes used in each borough at present – specify ‘Golden Thread’ in each borough:

· Identify key roles and responsibilities

· Identify links to other directorates

· Identify reporting structures

· Identify good practice – Ealing/ Hillingdon ART 
· Agree pre-qualification process 

· Agree quality standard – roll out to London/ 1-county out and further; align with pan-London work
· Inform unqualified providers of improvements needed to be entered in guide
· Develop common systems and processes: 

· Source paperwork from SW to build on

· Develop common statement of need

· Develop common tendering documentation
· Align sub-regional model with London model:
· Identify use of pan-London database/ WL approved list

· Identify extended functionality

· Identify and agree joint commissioning approach

	Jul to Dec 07
Sep – Dec 07 

Sep – Dec 07

Sep – Dec 07

Sep – Dec 07
	
	
	

	4.0 – Implementation, Outcome Monitoring and evaluation 

	4.0 – Implementation, Outcome monitoring and evaluation 
	· Train providers in new approach

· Train staff in new approach
· Launch London Regional Commissioning Pilot 

· Establish sub-regional procurement/ commissioning process for: 

· Residential placements

· IFA 

· SEN
· Review borough reporting systems for compatibility
· Design outcome, monitoring and evaluation 

· Implement outcome and monitoring evaluation

· Begin rolling out common approach

	Sep – Dec  07
Sep to Dec 07
Oct 07

Oct to Dec 07
Sep – Dec 07

Sep – Dec 07

Dec 07
Dec 07 – Jan 08
	CCMs/ PMs
London board
CCMs/ PMs

CCMs/ PMs

PM

PM
	
	

	5.0 – New Services, Shared Solutions and Preventative Approaches

	5.0 –New services/Shared Solutions and Preventative Approaches
	· Begin procurement/ commissioning process to meet identified service delivery gaps:

· Commission and develop high need, low incidence services (identified by shared gap analysis)
· Explore and identify scope for further shared services/ shared solutions

· Explore sharing in-house capacity & potential of developing shared/ pooled specialisms

· Identify cashable and non-cashable savings

· Develop preventative approaches, e.g. greater local provision . ….:

· Commission and develop family support services

· Commission and develop Special Educational Need provision to create a direction of travel away from providing education with care towards keeping young people in education and providing specialist care locally

	Jan 08 and ongoing
Jan 08 and ongoing

Jan 08 and ongoing

08

08
	DCSs/ CCMs
DCSs/ CCMs

DCSs/ CCMs

DCSs/ CCMs

DCSs/ CCMS
	
	


Funding and Resources Required to Deliver Pilot 
INCOME

	DfES Regional Commissioning Pilot:

· WL Sub-regional Pilot


· London Pilot project Manager time in kind to ensure links between the London model and the sub-regional pilot


· Partner engagement


· IT development


	£30,000

£5,000

£5,000

£5,000

	WL Boroughs
	£25,000

	RBK&C/ LB Westminster buy-in
	£15,000

	TOTAL
	£85,000


BUDGET

	WL Project Manager – Sep 07 to Mar 08
	£45,000

	Consultation and engagement
	£10,000

	Peer learning – links with South West
	£5,000

	IT development
	£5,000

	Implementation, and contingency
	£20,000

	TOTAL
	£85,000


	
	Role
	Responsibilities
	Name (where identified)
	Estimated number of days

	Strategic level
	Project sponsor


	
	London SEN and Children in Care Commissioning Board
WLA Leaders and CEs
	

	
	Project Steering Board Members


	
	WL DCSs
WL CCMs
WL Finance Director

London PM

WLA PM

WL PM
	

	Programme / Project Management


	
	
	

	Project Team


	Programme Management
	
	WLA
	

	
	Project Manager


	
	WL Consultant PM
	

	
	Implementation team

	
	WL DCSs

WL FD

WL CCMs
WL Operational 
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Risk Assessment

See Appendix A
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