LSP Projects 2011

Collection and use of data across partners
Rationale and context

· All major partners delivering services in Ealing collect information about communities, service users, and the effectiveness of their services. At present, much of this information, often on the same communities and service users, is collected, analysed and used separately. There is likely to be significant duplication in the information currently collected and analysed, and inefficiencies in the ways that this is then used by organisations.

· There is currently a gap in the provision of a comprehensive source of shared local statistical information for LSP partners, stakeholders and members of the public that is easily accessible and user friendly.

· Forthcoming requirements to make our data increasingly open and transparent will mean Councils and other public service providers will need to make their information more readily available to local communities.

· Projects such as the Joint Strategic Needs Assessment have helped to demonstrate the benefits of bringing together key information from partners in a single document. Having key demographic information on hand in one place has benefited officers in terms saving time by not having to search for the information in other places and helped inform key strategies and equalities impact assessments.

· Though welcomed, the information provided in the JSNA is not comprehensive in terms of the fact that it primarily relates to information around health, excluding other key information around issues such community safety or social/economic data, and is currently a static document, difficult to access for some.
· Ealing Research and Analysis (ERA) host a community on the Local Government and Improvement’ Communities of practice website. It currently has 69 members representing key organisations operating in the Borough. The community acts as a library for documents relating to the work undertaken by ERA. It also shares information on upcoming events and links to areas of interest. This resource is extremely valuable in term of acting as a web based information repository. However it does not provide any kind of analysis of data or interactive profiling on communities. 
· Other more locally available interactive systems such as Mosaic provide key profiling data for areas across the Borough. The system is currently used by the local NHS, Police and very shortly Council, though work on ‘customer insight’ through these profiles is conducted separately by all key organisations.
· In principle with business licences Mosaic can be installed on computers in these organisations and accessed by any employee. However as a technical analysis tool, the information generated will often need an expert to interpret it and develop meaningful results. This is an issue in terms of both time and use of resources. Access is limited with those paying for the system other partners such as the Voluntary and Community Sector (VCS) and public are excluded. There are opportunities to have a more consistent and effective approach to using such tools in a way that enables all partners to reap the benefits.
· All partners on the LSP hold a substantial amount of information. Much of this is currently shared between organisations on a regular basis. Mainly in the context of reporting on performance indicators. Traditionally these have be driven by national pressures, however in light of recent changes to performance monitoring, the focus with now be concentrated on local indicators in organisation’s corporate plans. The sharing of data between partners is governed by the ‘data sharing protocol’
 signed in 2007. 
· The way in which data is gathered and the quality of the data itself varies from organisation to organisation. A consistent and reliable system for the reporting of data across partners would benefit the LSP as a whole. 
· Organisations are often unwilling to share sensitive information that they hold with other partners. This often relates to data protection issues. Even efforts to share this information within organisations themselves can difficult. The Council’s current residents index project has highlighted the difficulty in attempting to bring information relating to residents from different sources together to help establish a more accurate count of the population. There is often substantial legal obstacles to overcome when attempting undertake such a venture. It can take a significant amount of time to achieve. Therefore, though the sharing of more sensitive information between partners would be welcomed, we need to be realistic about what can be shared in the immediate future. 
· There are four immediate issues that present themselves from the current situation:
· The need to have a single source of relevant local statistical information relating to a range of areas of interest for all LSP Partners and potentially interested members of the public;

· That the data provided be consistent and of high quality; 

· That the information be easy to access and be interactive both in terms of inputting data and accessing it;

· A shared set of local performance indicators for reporting purposes.

· A local information system could provide a cost effective means in which to fill these gaps. It could also lay the foundations for the greater sharing of more sensitive information, should initial trials prove successful.
Objectives

To build upon the work currently underway in terms of data collection and sharing, e.g. JSNA and annual resident’s survey and ERA web resource, through the development of a more efficient and effective way of collecting and using our local data and information as partners, including:

· Identifying what information and data is held by partners, where, how it is owned and how it is currently used 

· Considering opportunities in the short term for better working together to collect and use this information, through joint analysis and application, better sharing of information, or removal of duplicating actions

In the longer term, to develop a Local Information System for Ealing, in order to bring together a range of up to date local statistical information from key LSP partners in a single repository that is user friendly in terms of inputting data;

· To save time and ultimately costs by reducing time spent by users searching for information from a range of different sources that are often difficult to access, out of date or difficult to interpret; and

· To provide a single point of access for both service providers and service users to this information, that is ‘user friendly, easily accessible and understandable.
Related objectives also delivered by this work will be to:

· Consider the scope and robustness of the information we currently collect in relation to equalities strands and underrepresented communities

· Identify opportunities to enable data to be collected in such a way that makes disaggregation by equalities group easier

· Ensure that information essential to conducting effective EIAs and ensuring that policy and services are based on clear and robust evidence of needs and priorities in our communities, is readily accessible to everyone requiring it

· Support the effective use of robust and extensive information to inform effective strategy, planning and commissioning of services

· Enable Ealing partners to respond to requirements of future legislation, including that around the Public Sector Equalities Duty and the transparency of data and information availability

Deliverables in order to achieve these objectives will be:

· An audit of information and data currently collected and held by partners, the owners of this information, its format, subject, level of sensitivity, and current use

· A map of how data and information currently held is transferred and used across partners, as far as is possible – identifying who is analysing it, where it is informing strategies, how it is refreshed

· A report on current use of data, including areas of duplication, potential efficiency and recommended improvements

· Specification for a future Local Information System, based on research into our current and future data needs, extent of information held, and likely buy in to such a system

· Report on investigation into options for local information system development based on market analysis, and recommendations

· Project plans for implementing such a LIS

· Delivery of an LIS should this be agreed as a useful way forward

Measures of success

Performance measures for this work will be further developed and agreed, but will consist in monitoring achievement of key milestones and delivery of the major deliverables associated with this work. In the longer term measures to assess success in implementation will include levels of savings attained, reductions in duplication in collection and use of data, effective use of data to inform strategies and planning, and partner, customer and resident satisfaction with information and services provided.
Benefits

Better, streamlined collection and use of our local information will deliver:

· Considerable cost savings relating to time;
· A shared source of data sets and local area information; and

· A reduction in duplication of functions carried out by partners in terms of the reporting and analysis of data.

National evidence around benefits:

· In January 2010 the DCLG produced the paper  ‘Understanding the value and benefits of establishing and running a local information system
’

· The paper is based on a study of 12 local authorities and partnerships using LIS and set out to establish the key benefits of the systems, notably around costs and time saving.

· The principle findings were as follows:

· Running and Development costs:

· ‘Off the self’ PIS were found to offer cost advantages over ‘made to measure’/bespoke systems. The average development cost of a ‘made to measure’ system was £95,000. The annual licence fees for ‘off the self’ systems is between £2500 and £10,000 (these figures do not include additional set up/procurement costs) 

· The average running costs for the 12 LIS in the study was £63,000 (this ranged from £12,000 to £158,000). The largest single cost is attributed to staff (around 80% of running costs).

· Time Saving:

· On average users saved 47 minutes using the LIS instead of locating the data from other sources. 

· The study estimates how this time saving relates to cost
. The average was a saving of £210 per user per year (with a range of £142 saving for users who knew of alternative sources of information and £368 for users who thought there were probably not alternative sources of information.

· Value for money and break even points:

· The above figures would suggest that for a system with an annual running cost of £63,000, the break even point for the number of unique repeat users would be 300 per year.
· Six managers interviewed for the study revealed that users accessing their systems ranged from between 900 and 4300 unique users per year.

· A system with a running cost of £63,000 with 900 unique users would have a ‘net value’ of £126,000. The same system with 4300 unique users would have a ‘net value of £840,000.

· For example Nottingham City Council and it partners have generated estimated savings of £460,000 based on these calculations. More examples of systems savings in other areas are outlined in Appendix 1 below.

In addition
· An LIS will provide locality-centric information to support a wide range of users interested in sharing information, understanding current state of the Borough ‘on the ground’ (in terms of outcomes) and monitoring change over time;
· This will facilitate effective evidence based policy making, service planning and commissioning based on needs – including for example effective assessment of impacts on specific equalities groups, high need communities, individuals and families, and measureable means of monitoring change to these groups over time 

· Will make third party information (i.e. national data fro government departments) available along with partners own statistics and indicators allow for this information to be made available in a centralised resource which will be available internally and externally. This should support the development of greater partnership working;
· The information provided will provide the ability to target resources in a more joined up and focused way; 
· Large, complex profile reports can be produced much more efficiently – information can be used to support partners in the development of funding bids and applications.
Project Delivery

Project group and resource required

As this is a complex project that requires commitment from each organisation, representatives on the project team will need to be of suitable seniority to ensure decisions are made and actions fully implemented. These people will need to have good links into the data and information collection, management and analysis teams at their organisations. 

It is anticipated that the project steering group will need to meet approximately monthly.

Key stakeholders who will need to be represented on the group are:

· Ealing Council – Rajiv Ahlawat (Head of Research & Consultation)

· Police – Indie Panesar (Performance and Review Officer)

· PCT (with future representation from GP consortia?) – Sue Hardy (Head of West London Health Estates and Facilities Management) 

· Voluntary sector – Alison Sertees (Information Support Officer, ECVS)

· Housing associations – Martin Crank (Strategic Involvement Manager, Ealing Homes)

In addition to these key stakeholders, regular reporting to the DMG will identify where input from other partners (e.g. Job Centre Plus) would be useful.

Project management support will be provided from the Council’s Policy team in the initial scoping, set up and research stages of the work.

It will be possible to resource the project management of this work on an ongoing basis from within the policy team, but it is suggested that resource for ongoing project management and implementation is discussed further and the most appropriate resource allocated from any partner organisation taking into account the specific skills required for this work.

It is anticipated that managing this work will take up approximately two days a week of a single officers’ time, or less according to the numbers of staff allocated to manage this work. Timescales in the plan below are set out according to this resourcing assumption.

More detail around resource requirements are indicated in the outline project plan below, but are likely to include input from data management experts, and support from those with skills in information technology, negotiation and relationship building, facilitation and project management. At key points in the project, legal and financial expertise and support will be required.

Governance

It is proposed that a project steering group is established to oversee the overall direction of this project. It is anticipated that the project steering group will need to meet approximately monthly.

Project management will be supported through the Council’s Policy team and led by a nominated project manager from across partners in the longer term.

The project steering group will report to the DMG, who will hold projects accountable for their delivery and ensure that the overarching programme of LSP projects is delivered successfully. Regular reports will be provided to LSP Executive to ensure that progress meets the requirement of all major partner organisations.

Stakeholders

A full stakeholder engagement and communications plan will be developed outlining who we need to involve, why, when and how.

However, key stakeholders, beyond those identified as members of the steering group, will be:

· Elected representatives – notably the Leader of the Council, portfolio holder for Finance and Performance, and other Cabinet members
· Local residents and service users – once specific proposals have been developed, community consultation and engagement will be important to shape future strategies and goals

· Local businesses – to consider potential input into solutions and future developments
Milestones and timescales

The overall timescales associated with the overarching ambitions of this project reach into the medium term, where technological developments are concerned.

The table below outlines some of the key project activities needed to be actioned in order to ensure the successful delivery of the project.

Table 1: Activity plan

	Activity
	Key milestones
	Key partners and resourcing
	Proposed Measures of Success (if appropriate)
	Indicative timescale

	Sign off by LSP Executive
	LSP Exec agrees to roll out project.

Set up project scoping group (Potentially led by LBE Research Mgr and including research/performance rep from local Police and NHS and CANBE rep from ECVS)


	LSP Executive Members

Scoping – 2 months
	Agreement. 

Successful establishment of team
	End January 2011

	Audit of existing information and use
	All key partners contacted. Information gathered.

Consultation to establish partner’s requirements for any future LIS.
	Policy team management. All partners will need to nominate key representatives to provide information and commitment will be required to deliver a complete picture

Audit and information gathering estimated to take three – four months 
	Delivery of robust and complete picture of current data held and its usage
	By end April 2011

	Mapping and reporting on how data is currently held and recommended efficiencies
	Report produced on existing use and future improvements, scope for LIS, scope for change. Action plan produced to deliver change and this agreed.  
	Council P&P management. All partners will need to nominate key representatives to provide information

Estimated to take two months
	Delivery of feasible and robust improvements in the short term
	June-July 2011

	Scope options and specification for LIS
	Specification delivered and agreed
	Council P&P management. All partners will need to nominate key representatives to provide information

Estimated to take two months
	A clear business case for a LIS based on robust information and analysis of needs and requirements, and Ealing-specific costs
	Sept 2011

	Liaison with system providers
	Review current system packages available on the market. 

Select most appropriate according to functions, cost and accessibility.
	Project Steering Group

Estimated to take three months
	Selection of LIS system
	Jan 2012

	System Testing 
	System fulfils expectations and requirements. 
	Project Steering Group
	All partners approve of System function and applications
	Feb 2012

	Launch of System for Partners usage
	All partners are able to access system and use key functions.
	Project Scoping Group
	100 unique users in the first Month
	tbc subject to future scoping –June  2012?

	Launch of System for Public usage
	Public able to access system and use key functions. 
	Project Scoping Group
	100 unique users in the first Month
	tbc subject to future scoping –

Sept 2012?


Risk register: key risks are outlined and explored in the table below. More detailed risk registers will be developed in delivering the project.
Table 2: Risk register

	Risk
	Mitigating action

	Reluctance to provide information results in incomplete picture of current information
	Ensure senior buy in to this work; drive from clear benefits and positive outcomes sought. Ensure that all means of gathering information are pursued. Ensure that the final reporting takes into account any gaps or any challenges where blockages had arisen and takes this into consideration for future improvements

	Partners unable to agree on improvements – or agree and do not implement
	Ensure that improvements are framed in terms of clear actions and accountability for these is clear. Ensure implementation is monitored and developments reported on to ensure ongoing improvement

	Unable to find a technological system that fulfils all partner expectations/function requirements.  
	Explore potential development of bespoke LIS for the area. Increased engagement with system providers.

	Partners cannot agree on system functions.
	Increased engagement with system providers. Increase costs in system development. 

	Lack of partner/public use of system
	Increase promotional activities to increase take up. Development of a communication/engagement strategy for key stakeholders. 

	Poor or incomplete data uploaded onto system by partners
	Agreement between partners of a system data quality protocol at the beginning of the project. 

	Disagreement over partner roles and responsibilities. 
	Project protocol agreed upon and signed up to as part of the development of the project scoping group.


Initial equality impact assessment

Potential areas of the project that could have a differential impact upon areas set out in equalities and human rights legislation are outlined in the table below. 

A full Equalities Impact Assessment will be carried out as part of development of the project.
Table 3: Equality Impact log

	Potential areas of impact
	Mitigating action

	Key statistical information relating to key communities within the Borough is missing from system.
	Robust project planning with partners and signing of system data quality protocols.

	Data protection issues arising from information inputted into system.
	Reference to the LSP’s data sharing protocol and liaison with legal services to establish what information can and can’t be uploaded onto the system.

	Specific groups with the community not having the same access to the system as others.
	Ensuring that community facilities such as libraries and Voluntary and Community Sector organisations have access to the system through the Internet. 


Appendix 1: Examples from other areas

There are approximately 72 LIS currently running across England including:

The South Yorkshire Regional Partnership: 

· A LIS developed for the region on behalf of Sheffield, Rotherham, Barnsley and Doncaster Councils.

· The system provides key statistical data on population, community safety, fire, health, education and economic data on all of the local authority areas.

· There are now 130 registered users from all leading stakeholders.

·  It is estimated that key analysts now save approximately six hours per week on routine data collection and reporting activities.

· The system has public facing access, allowing residents to find key information relating to their local area by entering their postcode.

· In the 11 months up to the end of November 2009 there were 19,100 searches from 15,000 visits to the public facing site. It is estimated that when web transactions (0.17p) are compared to phone transactions (£4.00) the use of the LIS over this period equates to savings of £73,000.

Nottingham City Insight:

· Working in partnership with the local police and NHS, Nottingham City Council has developed a ‘geo enabled’ LIS.

· The LIS provides access to comprehensive, up to date information, down to the neighbourhood level to staff both inside and outside participating providers and community organisations.

· Argued that this has lead to better decisions being made at the local level.

· Demonstrable reductions in research and analysis time and development of evidence for decision making are estimated to have created savings of  £460,000 per year.
My south Tyneside:

· South Tyneside Council has created a LIS web facility using ‘Ishare Maps’ software.

· The system provides access to key statistical information for both the public and other service providers. This includes a property search facility based on the local land and property gazetteer (LLPG) and “My Nearest’ search facility. 

· It also includes an ‘email alert service’ enables citizens to receive regular alerts which let them know about local events; new or changed planning applications; new road works and a range of other council service information. 

· There are now 6000 subscribers to the email alert service since its inception in 2008. In 2009 there were 38,295 unique visits to the online facility. 

· In terms of savings from the shift to web-based opposed to phone/ face to face customer interaction, it is estimated that the Council has made savings of £146, 669 per year.
Derbyshire e-government Partnership:

· In 2002 the partnership, made up of all nine local authorities in the Derbyshire area and the local police, fire and rescue services, and the Peak District National Park Authority.
· The partnership’s aims and objectives was to provide a joined-up two-tier provision of services to citizens; common access to systems for citizens; and cross-boundary access to services. 
· The partnership used the grant to develop a number of initiatives including a common customer management system, a joint geographical information system (GIS), shared informational website facilities and E- forms library. 
· It is estimated that the system makes annual cashable savings of £382,600 per year (after running costs [£143,800] are deleted the system produces net savings of £238,800) 

Cost Calculator 

· Through esd communities the DCLG has developed an assessment tool for LIS.

· The tool enables managers of local information systems to enter data about their system and obtain an estimate of the value of information that their system provides to users. The value that users attach to system use has been robustly calculated during interviews and an online user survey. The tool also provides feedback to system managers about the usability and utility of systems.
· The tool can be found at www.esd.org.uk/LIS-value-assessment
� � HYPERLINK "http://www.ealing.gov.uk/ealing3/export/sites/ealingweb/services/council/data_protection/ealings_trust_charter/docs/Ealing_Information_Sharing_Protocol_Final.pdf" ��http://www.ealing.gov.uk/ealing3/export/sites/ealingweb/services/council/data_protection/ealings_trust_charter/docs/Ealing_Information_Sharing_Protocol_Final.pdf�





� � HYPERLINK "http://www.communities.gov.uk/documents/communities/pdf/1448815.pdf" ��http://www.communities.gov.uk/documents/communities/pdf/1448815.pdf�


� Please refer to ‘Understanding the value and benefits of establishing and running a local information system’ Paper Appendix 1: Methodology – Further Information (A1.4 P57)





