
The situation

The Laming enquiry into the tragic death of Victoria Climbie meant that the way local authorities kept
children safe from harm would have to change radically. The subsequent “Every Child Matters” Act led
to local authorities needing a more co-ordinated approach to ensuring the well being of children. As part
of the Every Child Matters agenda a conceptual framework and practical toolkit called the Integrated
Children’s System (ICS) was introduced. ICS includes:

     A conceptual framework for assessment, planning, intervention and review which builds on the
     Assessment Framework and the Looking After Children system
      A set of data requirements for children’s social care, which will assist with sharing information between
     agencies and forms part of the overall information required to plan and deliver children’s services
     Exemplar forms which practitioners should use to record and collect information about children. These
     records form the basis of an e-social care record for children.

The system provides common terms for all those who work with children in need and their families. It
enables information gathered during assessments to be used more effectively in making plans and
deciding on the most effective interventions.  It also provides the basis for reviewing whether a child is
making progress in important areas of their development, such as health and education.

The toolkit and conceptual framework are designed to be supported by an electronic case management
system, for which two deadlines were set:

     1 January 2006: all authorities to have ICT support for all new referrals in place
     1 January 2007: all authorities to have fully operational systems in place

London Borough of Havering
ICS implementation

“The implementation of ICS Phase 1 has laid the foundation stone in Havering Children's Services for the
further development of ICT to support Integrated Working. iMPOWER has provided a vital resource and
delivered highly skilled project management to ensure successful implementation within government
deadlines. In addition, this project has reached beyond its initial scope and embedded a greater understanding
of the wider ECM agenda within Children's Services.”

Simon Marrow, Integrated Working Project Manager, London Borough of Havering
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The project and results

iMPOWER partnered with software supplier, Esprit, to implement and embed the new ICS system, known
locally as Isis. iMPOWER began the project by mapping the processes of all the teams within Children’s
Social Care. A key element of this project was in ensuring that existing business processes were simplified
wherever possible. This involved detailed work with frontline practitioners to identify the barriers to joint
working, identifying process changes to support the implementation and instigating a cultural change
in practitioner attitudes towards technology and the ICS processes.

Once the system had been installed at Havering a six week pilot was run with representatives from each
team in the department. This ensured that the new processes worked for the teams, introduced the DfES
exemplar forms and gained buy-in from all sections of the department. Isis was rolled out using the train
the trainer approach. This was beneficial to the project as it was both cost effective and left Havering
with skilled individuals within teams who could act as champions and answer queries.

To provide Havering with a forum to share helpful information a user group has been set up, which has
already suggested enhancements and improvements to the system. Esprit are fully integrated with this
process and are working with Havering to provide a system that, as well as meeting the Government
prescribed business requirements, also meets the needs of the users.

A short study on how effectively Isis was being used was carried out, once the system was in use across
Children’s Social Care. This demonstrated that usage of the system had increased dramatically and the
incumbent system had rapidly been replaced. File audit results confirmed that staff are using the system
effectively and a survey presented positive feedback from users.

Following the ICS project, Havering is one of a small number of authorities to have met the January 2007
deadline for having a fully operational system implemented. The project has been completed successfully,
on time and to budget, and the benefits of sharing information are already being seen. Social workers
were able to perform their daily duties with minimal disruption and with confidence that no information
would be lost as the transition occurred.

The implementation received positive results from the council’s Joint Area Review (JAR) inspectors and
addresses many of the inspectors’ recommendations. It has also been recognised by the DfES as one
of the most advanced implementations in the country. The project provides Havering with a solid base
for ContactPoint, phase 1B of ICS and other multi-agency working initiatives.

Overall, the ICS implementation, as well as delivering by the Government’s deadlines and to budget,
has provided Havering with momentum to carry forward the wider integrated working agenda. Isis contains
the electronic Common Assessment Framework form which has provided the impetus for the CAF roll
out and is assisting with information sharing between departments and teams.

A selection of the iMPOWER team

David Welsh  has several years’ consultancy experience, mostly focused on the change,
communications and strategy elements of large-scale business transformation programmes
in local authorities.

Jenny Sutton is experienced in systems implementation and third party management.
She has combined this with process and strategy work across ICT, customer contact
and shared services.

Rebecca Setterfield joined iMPOWER in 2003 and has since worked on projects
covering a range of council functions, such as procurement and human resources.
She has worked substantially in Children’s Social Care.


