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CHILDREN AND FAMILY COURT ADVISORY AND SUPPORT SERVICE

Paper for the Board meeting on 01 December 2006

ICT Programme Board Update
1      AIM AND PURPOSE

1.1 To update the Board on progress in replacing the ICT Infrastructure and the associated programme of activity to modernise the use of IT and replace IT hardware.

2
ACTION FOR THE BOARD

2.1
This report is for information.

3

RECOMMENDATIONS
3.1
To note and endorse the work undertaken on implementing key elements of the modernisation agenda as they relate to improved deployment and use of IT.  

4

KEY ISSUES FOR THE BOARD TO CONSIDER

4.1
We have previously reported to the Board on the outdated and failing IT infrastructure, largely due to insufficient bandwidth of the network.  The implications for the business were significant and included slow running and poor performance, inability to use laptops or other devices without substantial impact on system performance and an inability to roll out our Case Recording System (now called Case Management System CMS) or any other additional software applications.

4.2 
Following a fundamental review of the network by our Interim Head of IT, Jason Camp, the decision was made to procure a new modern network capable of meeting existing requirements, supporting CMS and all existing software applications and capable of expansion without substantial additional costs in the future if CAFCASS requirements changed.  We also identified significant savings in annual revenue costs of running the modernised network.

4.3 
On her appointment in January 2006 our Head of Business Development, Shirley Hamilton, completed the final specification for the new network and in March 2006 we signed a 2-year extension of contract with our IT supplier UNISYS.  They procured the new network on our behalf and contracted with the new network provider, Cable and Wireless, to provide the new network.  The contract for the network runs for 3 years and will be novated to a new service provider if UNISYS is not awarded our provider contract when this comes up for re-procurement in April 2008. 

4.4 
As part of a bid to DfES for one-off funding, we sought capital to fund the necessary changes to our IT provision and in particular the replacement of most of our computers, which in April 2006 were 5 years old.  This is considered to be the end of their useful life and most organisations would have a planned cyclical programme of replacement before they reach that age.

4.5
We were successful in our bid and were allocated £1.9 million for the system upgrade and IT kit replacement and £0.215 million to convert all our home workers to Broadband, thus generating substantial revenue savings.

4.6
£1.18 million of the allocation is earmarked for replacement and deployment of desktop devices for office based staff, mobile devices for Family Court Advisers and “mobile” staff, scanners for each office and some provision for digital pens.

4.7
The remainder of the allocation is to provide improvements in our telephony, a start with document management, destruction of defunct kit, the network upgrade, a complete revamp and redesign of the Intranet and Internet and some additional software.

4.8
An ICT Programme Board was established to oversee the Programme which is being run on Prince 2 methodology.

4.9
Each element of the Programme has been established as a project with Lamorna Wooderson as Executive lead on the whole Programme but other senior managers taking that role for individual projects.  The Programme Board meets monthly.

4.10
As reported to the Audit Committee this month, the Programme was subject to an OGC Gateway 0 review.  The Programme was awarded amber status and will be subject to a further 3-day review in January 2007.

5
PROGRESS TO DATE

5.1 The whole network has been rolled out with all sites now converted. This has led to immediate improvements in service in offices which had low bandwidth lines and suffered from slow running, frozen screens, long log in times etc.

5.2 The Case Management System which needed the new network to support it has been rolling out with now 5 regions, South West, West Midlands, Eastern, East Midlands and London, fully rolled out and a smattering of individual teams around the country.

5.3 The CMS rollout is on target to complete full roll out by 31 March 2007 with North West Region being the last to go.

5.4 A Policy Authoring system (PAS) and a Policy Deployment system (PDS) have been purchased and we have brought in a specialist to develop this for our use.  The PDS is being piloted and work continues with the PAS system to pilot by the end of the year.  If successful both systems will be rolled out nationally and will be the way that all significant documents are developed, stored and deployed within CAFCASS.  A similar development for case documentation is being scoped and will be developed as part of the CMS system.

5.5 Two pilots on mobile working are looking at the use of tablets and digital pens for usability and usefulness for FCAs.  The start of both pilots was delayed for a range of technical reasons, however the tablet pilot is showing some early indications that direct work with children can be enhanced by effective use of the tools.  This pilot will be extended further to look at the feasibility of sharing devices within a team.  When evaluated we will need to consider whether a tablet is the best device.  Other options such as the digital pens or simpler pads may be as effective.

5.6
Probably the most significant development for flexible and mobile working is the Citrix Gateway.  This will allow users to join into the CAFCASS network securely from any broadband line where the PC or device is of a reasonable specification.  This will include from homes, Internet cafes, hotels, courts etc. Board members will be able to access our systems from their own facilities if they so wish.  This will include the Intranet and the library facility as well as e-mail. Various levels of access can be applied.  We are rolling out this solution to Home workers as part of the Broadband conversion and we will be putting it on the new laptops being rolled out to senior managers this month.  By the end of the financial year this solution should be available for all staff that wish to avail themselves and should allow FCAs in particular to use their own machines to do reports in a safe and secure way.

5.7
We have commissioned a report from a specialist and now gone out to tender on the upgrade of our Telephony.  The plan is to use the capability of our existing high specification systems and our new network to converge data and voice networks to bring a range of advantages, including substantial revenue reductions, as many calls will be at nil cost.

5.8
For at least the last 2 years we have consistently stressed the need for all staff to be sufficiently IT literate to undertake their own work.  Despite this we have a substantial number of practitioners who have limited or non-existent IT skills.  We are therefore having a final “push” and rolling out basic and more advanced training on team-by-team basis.  The training will be delivered in local teams by trainers and using our own manuals.  Regional follow up and mentoring will be provided.

5.9
Following the basic IT training we will commence training all practitioners in the use of the CMS system so that they can input case information direct.  Going forward we will be putting templates on the CMS and FCAs will need to access and store all case related papers there.

5.10
We are re-procuring the contract for the further development of CMS and have had a good response to our advert.  We will be completing the letting of the contract on 22 January 2007 and the new contract will start in April 2007.

5.11
We have revised and issued an updated Security Policy.  This will require further revisions as we go forward with the deployment of more mobile working.

5.12
We have commissioned work on completely revamping and redesigning our Internet and Intranet for completion by the end of March.  Our new Head of Communications is leading on this and when completed we will take in house for his team to manage all future postings and updating.  Individual teams such as HR will be able to produce their own content to agreed templates. The Internet site will be more interactive and will include a recruitment micro site, thus saving substantial revenue costs on advertising.

5.13
The final piece of work to report on here is the reprocurement of our IT provider contract.  We have commissioned work from a consultant to scope and advise on the process and work with us to identify what changes we want to make and identify if we wish to bring any services in house, e.g. the web site as detailed above.  We obtain our payroll and financial services from UISL who are a part of UNISYS, our main IT supplier.  We will be letting 2 separate contracts and companies will bid for one or both.

6
FINANCIAL IMPLICATIONS

6.1
There are substantial financial implications. I have identified the capital allocation and the Programme is also being resourced from the IT revenue budget.  In addition there is a separate budget for the CMS rollout and developments to that system.

6.2
The Programme is currently projecting full spend on allocated budgets.

6.3
For next year the budget implications will be managed within existing revenue allocations and this will affect the extent to which some developments such as CMS can be taken forward.

6.4
Many of the projects such as the web site, document management and telephony will generate significant revenue savings.

7
STAFFING IMPLICATIONS

7.1
There are considerable implications for staff, both in relation to changes in working practice and using new technology.

7.2
All these changes will be undertaken in line with the relevant CAFCASS policies and in full discussion with our union partners.

8
RISKS

8.1

There are several risks associated with this Programme.  We have already identified a risk associated with UNISYS and this has been added to our Risk Register.

8.2
Further risks are associated with the tight timescale to complete the Programme and the capacity and capability of staff in CAFCASS and UNISYS to deliver on time and to budget.  There are also risks associated with the large-scale configuration, roll out and management of up to 1200 mobile devices.

8.3

We also face the risk of staff and union resistance to the changes especially at a time when we have not completed our Pay and Reward Strategy or this year’s pay uplift.

8.4

All risks identified as the Programme is implemented will be included in the regional and the national risk registers and all appropriate mitigating action taken.

9

DIVERSITY
9.1

Issues relating to a range of diversity considerations, including access to IT and possibilities of more home working for disabled workers, will be enhanced by this Programme. 

9.2

Our Intranet will also be significantly improved to provide better access for all our users, especially children and those from minority groups.  We will ensure that diversity issues are fully addressed as we implement the Programme.

Lamorna Wooderson

Corporate Director

November 2006
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