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BUSINESS CASE – SECURE SENDING, SHARING AND ACCESS TO INFORMATION IN SUPPORT OF CRIME REDUCTION INITIATIVES
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Business Case
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Introduction

Purpose

The purpose of this document is to provide the justification for the implementation of a Joint solution enabling information to be shared and utilized to enhance achievement of crime and disorder initiatives. This document will provide the basis for managing the delivery of the project on time, within budget and to agreed quality standards.

The business case will be an evolving document and will be continuously reviewed throughout the project life cycle. It will provide the basis for the project implementation review and beyond.

The following areas will be explored at each stage throughout the business case development:

· Reasons: Why the project is needed

· Options: What options have been considered to deliver the joint solution
· Benefits: What benefits would be realised by introducing the joint solution
· Risks: Factors that would affect the success of the project

· Costs and Timescales: Project plan, milestones and cost estimates

· Investment Appraisal: Success Criteria/ Cost Benefits

Background

This project requires a secure messaging environment be set up between a group of agencies selected by the local crime reduction partnership or similar groups with community involvement. Youth Justice agencies must be included. The information sharing environment can use email, an extranet or another technology to facilitate the exchange of data, but due to the sensitive nature of the information, care must be taken to ensure that all information flows relating to personal data are secure and that only registered staff are granted authenticated access to the system.

Reasons

This section of the business case provides an explanation of why the project outcome is needed.
Business Need

Key stakeholders have identified the following reasons for developing a solution to share and act on information to support crime and disorder reduction initiatives:
· Support Prolific and Priority Offenders (PPO) crime reduction strategy
· Prevent and Deter

· Catch and Convict

· Rehabilitate and Re-settle

· To gather important information held by voluntary and community partners.

· A knock on effect provides benefit to victims and better care support for victims.
· Ties in with DfES “Every Child Matters” initiative.

· A ‘person-centred’ approach means that individuals (offenders and victims) will benefit.
· More information about individuals means that better decisions around the most appropriate intervention or assistance will be made.
· Better use of resources because separate agencies will not be duplicating activities about the same individuals.
The ODPM have further made it a requirement that all English local authorities need to be able to offer a solution to this outcome by 1 January 2006.

Options Appraisal

This aspect of the business case documents the various options that have been considered. 

Do Nothing Option

The provision of an Information Sharing solution between Local Authorities and Agencies is a requirement from the ODPM and needs to have been completed by 1 January 2006. By choosing not to implement a solution each council will fail to meet priority service outcome R4:
‘Online facilities to be available to allow local authority and youth justice agencies to co-ordinate the secure sending, sharing of and access to information in support of crime reduction initiatives in partnership with the local community’
In order to justify this option individual council’s would need to make a joint case to the ODPM which clearly states that there is no requirement for a solution which demonstrates how existing arrangements between CDRP’s fully meet the requirement.
This option is unlikely as CDRP’s do not share information using an online forum.
Joint Implementation of Information Sharing Solution 

By contributing to a joint solution each council will meet the priority service R4 requirement. The solution must cater for:

· A secure method of sending information to a central repository
· Authorisation levels for access to the repository

· A ‘rules based’ method for triggering early warnings depending on the type and frequency of information that is collected

· Ability to store and search historic information

· Email alerts to authorized staff when new information is entered about an individual
Implementation Options 
Research

A stakeholder workshop was held on 7th April 2005 to determine broad requirements for a solution and to establish whether existing technology utilised by stakeholders can be extended to fulfil this requirement.

The following organizations were represented at the workshop:

· Great Yarmouth DC
· Youth Justice Service

· Norwich City Council

· Norfolk Constabulary

· Children’s Fund

· Broadland DC

· Norfolk Community Safety

· South Norfolk DC

· Norfolk Drug and Alcohol Action Team

· Connexions

· Adult Social Services

Option 1

Develop a ‘tactical’ solution based on existing technology such as CJIT secure email. This service can be extended to any organization providing they are sponsored by a member of the Criminal Justice Service.
This option is best considered as a fall back if it is not possible to deliver a full solution within the imposed timescales.
Option 2

Procure an off the shelf solution to meet the requirements of this project. Examples of solutions are:
· RYOGENS – Reducing Youth Offending GENeric System

· UMIS – Similar system to RYOGENS currently used by Youth Justice Service

Both systems have the functionality to deal with the broad requirements that have been identified by stakeholders.

Option 3

Develop a bespoke solution based on a secure integration platform such as:
· LGOL-net – The middleware module of the Government Connect programme

· Oracle Integration toolkit – Already procured by Norfolk County Council

· Visionware Multivue – A records matching application designed to provide a single view of information about an individual or account.

Preferred Option – Option 2 & 3
A procurement exercise is required to establish the most cost effective solution once a full statement of requirements has been developed by stakeholders and ICT professionals.
The SoR can be developed following a full Technical Option Evaluation by Norfolk Connect Team Managers.

Initially, the solution should seek to join-up information about prolific offenders under the age of 25 and then move onto adult offenders. This approach will satisfy the ODPM requirement and ensure that a manageable amount of development is undertaken.
Benefits

This section identifies the benefits that would be achieved by the project’s outcome.

The benefits from the implementation of the joint solution are as follows:
· Quicker decision making
· Greater Knowledge
· More effective initiatives, better planning and outcomes
· Better choice of interventions to avoid offences being committed
· Greater awareness, resulting in better use of valuable resources

Risks

This section of the business case covers the key risks that would seriously affect the outcome of the project and the steps that would be taken to manage the risks.

Risks Identified

· Some agencies think multi-agency approach could put clients off approaching them for help

· Unique number

· Data accuracy

· Common assessment framework – need to make sure got over included

· Insufficient training

· Storing history eg ISA – 7 years after reach 25

· Different agencies have different retention of data needs. Looked after children is 75 years

· Retention & disposal

· Under DPA, need to remove data after retention time after stop working with them

· It could make long term follow-up of interventions & risk factors difficult if histories are removed.

· Agencies need knowledge that things are known, but the actual information is stored somewhere else.

· Future implications of security & safety of people whose information is on system. Lot of work has been done.

· Future use or misuse of data about individuals.

· The R4 deadline is a barrier

· Legacy systems a big barrier (FB). YJB buying into new system in 2 years.

· Need to understand limitations of partners’ old IT systems

· Cultural issues in agencies – used to working in old ways

Risk Management Strategy
Multi-agency approach puts clients off approaching them for help
Unique Reference Number
Etc, etc
Costs and Timescale

This section addresses the ‘achievability’ aspects of the project. Its primary purpose is to set out the project organisation and actions which will be undertaken to support the achievement of intended outcomes and to identify costs that will be incurred through the project lifecycle.

High Level Project Plan

	
	Start Date

	Stage 1: Conceive and Justify
	May 05

	Creation of a high level business case with budgetary costs for sign off by the Project Board.
	

	Stage 2: Mobilise
	June 05

	Work to get the project broken down into manageable work streams with work stream leaders appointed, skilled resource seconded to the project and a high level project plan in place.
	

	Stage 3: Analysis
	July 05

	Analyse and feedback phase identifying and recording all key activities and work streams, developing programme management, monitoring activities and refining the budget.
	

	Stage 4: Design
	August 05 to September 05

	Creation and design, cost specifications and winning approval for them, with plans in place for re-engineering processes to adopt the joint solution across  local authority and  agency services in Norfolk.
	

	Stage 5: Build, test and Deploy
	October to November 05

	A plan and implement phase which includes building, testing and deploying so that a pilot trial of the joint solution can be set up. The objective is to prepare for implementation of a live system.
	

	Stage 6: Operate
	December 05

	Live systems in operation. 
	

	Stage 7: Refine
	January 06 

	Areas of concern are adjusted and improved
	


Costs of Implementation

At this stage any figures are estimates of the costs of implementing the joint solution. Costs will be updated throughout the project lifecycle as they become clearer. Costs that will need to be met as part of the joint solution have been identified as follows:

	Financial Costs
 
	

	System Design/Specification/Procurement/Project Management
	£10,000 

	
	

	Systems Integration 
	

	
	

	Partner Resource 
	

	Data Cleanse
	£10,000

	
	

	Licences
	£52,000

	Training
	£  4,000

	
	

	Legal Costs
	£  1,000

	
	

	Contingency (10%)
	£  7,700

	
	

	Total
	£84,700


Investment Appraisal

This section covers how success of the project will be measured and what the cost benefits of implementing the project will be.

Critical Success Factors

Measuring Success

Benefits will be reviewed to understand if the  joint solution is delivering these benefits and to identify if any additional benefits have been introduced. There will be ongoing measurement to analyse how user expectation and requirements are being met.

Cost Benefits
?
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