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1 Glossary of terms

Project management terminology and roles/responsibilities are set out within Annex 4. This includes Project Board, Senior User, Senior Supplier etc..

BST

Behaviour Support Teams

CAF

Common Assessment Framework

CDC

Council for Disabled Children

CiC

Children in care

CYP

Children and young people

GP

General Practitioners

GPCCG
General Practitioner Clinical Commissioning Groups

DfE

Department for Education

DoH

Department of Health

HEPS

Hampshire Educational Psychology Service

INMSS

Independent and non maintained special schools
IPSEA

Independent and Parental Special Education Advice service

LAC

Looked After Children

LD

Learning Disability

Motts 

Mott MacDonald: DfE appointed to support all the Pathfinders in terms of social care, health, special education, project management etc..

NHS

National Health Service

PCT

Primary Care Trust

PID

Project Initiation Document – the plan of approach for the Pathfinder
SE7

South East 7 – partnership of seven councils in the south east

SEN

Special Educational Needs

SEND

Special Educational Needs and Disabilities

SQW

Research company for economic and social development and appointed by DfE to evaluate the Pathfinders

SSEN

Statement of Special Educational Needs
STA

Specialist Teacher Advisors

VCS

Voluntary and Community Sector

YPLA

Young Persons Learning Agency

YSS

Youth Support Service

2 Background

National Context and the Pathfinder Programme

The Green Paper “Support and aspiration: A new approach to special educational needs and disability” states
 that every child deserves a fair start in life, with the very best opportunity to succeed. Currently, life chances for the approximately two million children and young people in England who are identified as having a special educational need (SEN) or who are disabled, as disproportionately poor.

Disabled children and children with SEN tell us that they can feel frustrated by a lack of the right help at school or from other services. For children with the most complex support needs, this can significantly affect their quality of life. Hundreds of thousands of families have a disabled child or a child with SEN, and parents say that they system is bureaucratic and adversarial and that it does not sufficiently reflect the needs of their child and their family life.

The green paper makes wide-ranging proposals to reform the support requirements for children and young people in all settings of their daily life - at home, in school and within the community. There are three key themes:

· To better support life outcomes for children and young people;

· To give parents confidence by giving them more control;

· To transfer power to professionals on the front line and to local communities.

In the context of these ambitions the Green Paper proposes to explore how to reform the statutory Special Educational Needs (SEN) assessment and statement framework through local pathfinders. 

The aim of the pathfinders is to explore the potential for replacing the existing system with an assessment process, a single, joined up ‘Education, Health and Care Plan’ (referred to as the Single Plan) and personal budgets across education, social care and health, and adult services as appropriate for children and young people from birth to 25 years of age. In addition they wish to explore whether the voluntary and community sector could coordinate assessment and bring greater independence to the process.

The aim of the pathfinder programme is to:

· Help design a better, more transparent, less adversarial, system in which all agencies are fully engaged in the assessment and development of the child or young person’s single plan and are committed to delivering the plan, including through the use of personal budgets;

· Develop approaches built on what is already working, that are robust and can be applied to different local arrangements;

· Test the extent to which arrangements work for all disabled children and young people as well as those with SEN, who require statutory support, across a wide range of circumstances;

· Give parents and carers greater choice and more control;

· Explore how the changes can help to address inequalities in the access to and provision of services;

· Explore how the reforms will impact on children and young people from birth to 25 years, particularly at key transition points; and

· Explore how they fit with other initiatives and policies both local and national.

The principles of the pathfinder programme are to develop and test the proposals in the green paper to determine how services for children and young people with special educational needs and disabilities could be successfully transformed. The pathfinders are expected to report their key findings by 31 March 2013, with a possible extension of a further two years to 31 March 2015. A small amount of funding has been set aside to support the costs of testing reform at a regional and local level.
The regional context – SE7

The SE7 is a partnership of seven councils that have committed to working together under a Memorandum of Understanding to improve the quality of services and to achieve savings. It consists of the following local authorities:

· Brighton & Hove City Council.

· East Sussex County Council.

· Hampshire County Council.

· Kent County Council.

· Medway Council.

· Surrey County Council.

· West Sussex County Council.

Between them these Councils cover a population of 5.3 million people, including 1.3 million children and young people, and are responsible for net budgets worth £3.4 billion per annum.
The special educational needs and disabilities (SEND) sub group, including partners in the National Health Service and voluntary sector, submitted a successful application to the pathfinder programme in 2011. 
This is a multi-agency pathfinder, with shared leadership between Local Authorities and the NHS. The NHS Primary Care Trust (PCT) Clusters in the area are:
· NHS Kent and Medway.
· NHS Surrey.
· NHS Sussex.
· Southampton, Hampshire, Isle of Wight and Portsmouth.

All local areas will work on the following projects, with a lead across the SE7 examining best practice and proposing core standards and what information will be collected to track the impact of changes:

· Developing and trialling new simpler and more joined-up assessment processes;

· Developing and trialling a ‘single plan’ approach to outlining the assessed needs and support planned for disabled children and young people;

· Setting out the ‘local offer’;

· Bringing together governance, decision-making and resources for disabled children and young people;

· Engaging the voluntary and community sector in the assessment and planning process;

· Exploring how mediation could improve families’ experience of the system;

· Analysing the costs of reform, value for money and the impact on future commissioning.

In addition there are a range of five further pathfinder options. The table below sets out who is leading (identified with a *) and involved in these further strands of work.

	Agreed:
	BRIGHTON AND HOVE
	E SUSSEX
	HANTS
	KENT
	MEDWAY
	SURREY
	W SUSSEX
	TOTAL

	Personal budgets                   
	(
	(
	
	
	(
	
	( *
	4

	Banded funding models
	(
	
	( *
	
	
	
	
	2

	Age range and employment           
	
	
	
	
	( *
	( *
	
	2

	Support to parents and carers          
	( *
	
	(*
	(
	
	
	(
	4

	Support to vulnerable children              
	
	
	
	( *
	(
	( *
	
	3

	TOTAL
	3
	1

(TBC)
	2
	2
	3
	2
	2
	



The SEND pathfinder regional response is being co-ordinated and led by East Sussex County Council. There is a lead officer for each of the seven areas as the key contact to oversee and trial the new approaches and changes to the system.


An SE7 Regional Steering Group has been established, including health, voluntary sector and parent representatives. A regional communications plan has been developed, including a public website. At a National level reporting and support mechanisms have been put in place to provide the necessary support to all the pathfinders.

Annex 1 sets out the proposed partnership governance arrangements for the SE7 pathfinder.


The local context – Hampshire County Council’s activities and response


For each SE7 partner, at a local level, a ‘Change Board’ has been established consisting of representatives from all the relevant sectors and key stakeholders, including commissioners and providers. For Hampshire this is Chaired by Steve Crocker, Deputy Director (Children and Families), and the Vice-Chair is Ray Daniels, a Hampshire Parent Carer Network representative. Annex 2 to this PID sets out the membership of the Hampshire Change Board. This also includes the Hampshire area Pathfinder Lead on the Regional Steering Group, which is Fliss Dickinson, County Service Manager (SEN and Specialist Teacher Advisors (STA)).

The role of the Change Board is to:

· Test through pilots of new processes how to integrate what agencies do, and changes to the SEND system in line with the DfE/Department for Health Pathfinder Programme;

· Prioritise trial activity, tackling those areas of greatest concern for families;

· Anticipate system-wide changes and plan for these locally;

· Act to remove barriers identified through piloting;

· Ensure that the resources are available to make the programme successful;

· Ensure that joint commissioning processes are enabled locally;

· Report local progress, challenges and analysis to the SE7 Pathfinder Steering Group.


In addition a core project team has been established to oversee and manage the project as a whole from Hampshire’s perspective (as a local area within the region). Appendix 3 sets out the governance of the Hampshire Pathfinder, including who is represented on the core project team.

The overall scale of the potential total number of children and young people (CYP) in the Hampshire area included within the scope of this pathfinder programme is set out below. As definitions of CYP differ across Health, Social Care and Special Education these are shown separately. There will be a need to collate a complete data set of the CYP considered to be included within the total scope of this review so that this can be analysed to provide baseline metrics between Health, Social Care and Special Education and where overlaps in service provision exist between the three service providers. It should be noted that the tables below do not include the full range of potential children involved, for example it does not show those in Transition as this Pathfinder works up to the age of 25.
	Special Educational Needs (as at January 2011)

	Classification
	Number of CYP

	CYP with SEN statements
	4,859

	CYP with School Action Plus
	9,078

	CYP with School Action
	20,734

	No SEN (but in Hampshire schools)
	133,121


	Social Care (Figures estimated)
This includes children with disabilities and children within the social care system

	Classification
	Number of CYP

	Children with disabilities
	1,000

	Open cases in child social care
	6,500

	Child protection plans
	800

	Children in care
	1,100


	Health (Estimated categories so these may not be correct - figures/categories to be confirmed)

	Classification
	Number of CYP

	Tertiary (in patient)
	TBC

	Secondary (specialist/targeted)
	TBC

	Primary (GP/mainstream)
	TBC
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Work will focus on specific workstreams, also set out within Appendix 3. Testing with families will be agreed within the workstreams relevant to their particular area of focus. This means selecting a cohort of children, recruiting parents willing to participate in the system testing and gaining their consent to being part of the overall evaluation of the approach within Hampshire, regionally and nationally.

This project initiation document sets out how the Hampshire area plans to deliver the local requirements of the regional pathfinder programme.
3 Key documents

There are a number of key documents that have been used to compile this project initiation document. The key document are being used to shape the direction of this work at a national, regional and local level. These are as follows:

· Support and aspiration: A new approach to special educational needs and disability. A consultation. Department for Education March 2011.
· Support and aspiration: a new approach to special educational needs and disability – progress and next steps
· Pathfinder Specification and Application Pack. Department for Education June 2011.

· South East 7 Regional Pathfinder Application. August 2011.

· Hampshire County Council report to Hampshire Children’s Trust Board on the SE7 SEND Pathfinder. September 2011.

· SE7 SEND Pathfinder programme: regional summary newsletter October 2011.

· SE7 SEND Pathfinder draft programme documents:

· Project Plan Version 2.0 (November 2011).
· Regional Project Management Requirements Draft 2.

· Terms of Reference for Regional Pathfinder Steering Group and local Change Boards.

4 Project Definition
4.1 Project aim
To undertake a comprehensive test of system wide reform for children with special educational needs and disabilities within Hampshire, as part of the South East Seven Regional Pathfinder Programme, responding to the Government’s Green Paper “Support and aspiration: A new approach to special educational needs and disability”.
4.2 Project objectives, deliverables and acceptance criteria 

	Ref.
	Objectives
	Deliverables
	Acceptance Criteria

	1.
	To develop and trial a new simpler and more joined-up assessment process and single plan that  outlines the assessed needs and support planned for children and young people with special educational needs and disabilites. This must be  deliverable, viable and transferable for broader roll out within the whole area and region.
	Development of a model that can rolled out for testing across the SE7 region and Hampshire area
	Model agreed and signed off for testing by the SE7 Regional Steering Group

	
	
	Report to the SE7 Regional Steering Group setting out the findings from the Hampshire area trial with a specified cohort of children from a set of parents that have been willing to participate in the testing 

	Signed off by the Change Board – Hampshire SEND Green Paper Pathfinder 

	2.
	To define and set out the ‘local offer’ within Hampshire
	A clear definition of the Hampshire area local offer (format to be agreed - report/presentation/ webpages)
	Signed off by the Change Board – Hampshire SEND Green Paper Pathfinder

	3.
	Bringing together governance, decision-making and resources for disabled children and young people
	A clear definition of the governance, decision-making and resources available (format to be agreed - report/presentation/ webpages) 
	Signed off by the Change Board – Hampshire SEND Green Paper Pathfinder

	4.
	Engaging the voluntary and community sector in the assessment and planning process
	Engagement and participation in local and regional activity to develop, test, evaluate and report on the potential new approaches for CYP with SEND
	Direct feedback from the voluntary and community sector

	5.
	Exploring how mediation approaches could improve families’ experience of the system
	Testing and reporting on potential new approaches that support mediation rather than a more adversarial approach
	Signed off by the Change Board – Hampshire SEND Green Paper Pathfinder and Parent Partnership (?)

	6.
	Analysing the costs of reform, value for money and the impact on future commissioning
	Report to SE7 Regional Steering Group
	Signed off by the Change Board – Hampshire SEND Green Paper Pathfinder


4.3 Organisational Fit
Hampshire County Council Open for Business has eight priorities, the Pathfinder fits with the following:
Priority 1: Improve quality of life for all, particularly those who are vulnerable or disadvantaged
Priority 2: Enhance community engagement and partnership working

Priority 5: Develop new models of service provision, meeting the challenges of reduced resource and evolving national policies, whilst improving the quality of services for users

The whole principles of the Pathfinder are that it is focused on those vulnerable children and young people from the ages of 0-25 years with special educational needs and/or disabilities to make the processes easier, simpler to navigate and less adversarial. The Pathfinder will be testing the proposed reforms from the Government’s green paper (Section 2 refers) that will be used to inform the Bill as it progresses through the Parliamentary process from the summer of 2012.
4.4 Value for money

Hampshire County Council’s vision is to deliver high quality services at the best value for money for the Hampshire taxpayer. A key requirement from local and regional testing of alternative approaches to delivering and meeting special educational needs and disability requirements is that it will be, as a minimum, cost neutral to the public sector (local government and health sectors) as no new funding is anticipated. The design and testing of efficient and cost effective solutions that meet needs is therefore imperative. 
4.5 Equalities Impact Assessment
The purpose of the pathfinder is to test potential new ways of working not to implement these at this stage. The findings will flow into the Government’s proposed white paper for special educational needs and disability service reform.
An Equalities Impact Assessment will be completed for the Pathfinder.

4.6 Scope
4.6.1 Inclusions

The following inclusions are taken from the Regional SE7 SEND Project Plan version 2.0. The project is structured as follows:
	Overall programme/project management

	Regional and Local
· Regional governance and programme management
· Hampshire area project management
· Evaluation and review of impact 
· Workforce development and mutual support
· Strategic engagement across sectors and professional groups

	The Hampshire area workstreams

	Core activities

· Integrated assessment process and single plan
· Personal budgets
· Local offer (and greater transparency)
· Strengthened multi-agency strategic commissioning and collaboration 

	Options

· Support to parents and carers (Hampshire joint lead)
· Age range and employment (two strands: early years and transition and employment)
· Support to vulnerable CYP: looked after children (LAC) and ethnic minority families

	Support services required

	· Communications
· Finance
· IT
· Legal
· HR
· Management information/data analysis



The parameters of the work include:

· 0-25 age range.
· Health, Education and Social Care.

· CYP with additional needs at home, in school and in the community.


Together the SE7 areas will organise a comprehensive test of Pathfinder reforms across a full range of domains. The intended cohorts for testing will be agreed in collaboration with the appointed support and evaluation organisations to ensure that the region overall covers the full spectrum that includes:
· Needs of different complexity, including regional cohorts of low incidence needs (e.g. Multi Sensory Impairment), and local cohorts of high incidence needs (e.g. Specific Learning Difficulties).
· Children with needs in one, two or all three areas of education, health and care (Figure 1 below).
· Children from a variety of socio-economic and minority ethnic backgrounds.
· Children newly identified with needs at different ages.
· Children with short and long term support needs.
· Children with existing plans, such as Looked After Children (LAC) plans or SSEN, at key transition points.
· Children in a variety of educational settings, including Independent and non maintained special schools (INMSS).


Within the 0-25 age range the following hand offs exist where children move into potentially different settings and requirements may change leading to the need for a re-assessment/assessment. This is set out within Figure 2 below.


4.6.2 Exclusions

· There will be no funding available for service delivery, beyond the limited project funding for the Hampshire area. Any solutions developed therefore need to be sustainable in to the future.
· It will not be possible to include the whole of the population of CYP with SEND within the testing programme for Hampshire as this will make the size of the project too large to successfully complete within the required timeframe. It will be necessary to agree a concise cohort of CYP within a geographical area within Hampshire. The precise focus is yet to be agreed.
4.7 Constraints
Quality

· To ensure the project at a local level is successful, and therefore providing quality and reliable feedback to the regional and national level, this is dependent on the full participation and engagement across the range of stakeholders.

Cost

· The project within the Hampshire area is constrained by the current spending limits within the public sector as there is no new money available beyond the limited project funding for testing approaches.

· The total Hampshire area funding available from the DfE  is limited to original £225,000 over the 18 month duration of the project from September 2011 to March 2013. This is to be reduced by 20% (£45,000) to fund the regional programme management activity being led by East Sussex (a requirement for all SE7 partners). The net available funding for Hampshire local testing is therefore £180,000 for the 18 months, or £120,000 for a 12 month period. An additional sum of £15,000 was successfully bid for to supplement the 2012/13 year.
Time

· The project is constrained by the timeframe set by the national pathfinder programme. The regional and local programme is to be complete by March 2013, although there is a possibility of this being extended to march 2015. However, it is not clear if any further funding would be available to match the potential extended timeframe.

Resources
· Resource constraints in terms of people and funding following a significant reduction in staffing within the County Council in line with reducing funding from the Government.

· Health representatives are taking part within the Pathfinder activity, however this is constrained by the turbulence currently being experienced due to the restructuring across Health, including the implementation of GP Clinical Commissioning Groups.

· If some Children’s Services resources (within Hampshire County Council) are to be redirected to support the SE7 project there will be a need to backfill these positions. They are likely to be within SEN, Social Care and the Parent Partnership.

· It is also recognised that with the duration of the project and frequency of meetings this creates resource constraints with parent/carer and voluntary/community sector representatives. As a result a group of parent/carer representatives have been identified to work as a team with rolling attendance and appropriate dissemination mechanisms to their wider network. Whilst there are currently two voluntary/community representatives they will be working with their broader network and can supplement attendance if necessary.
Project

· Existing legislative and statutory frameworks remain in place, and are listed below (this list may not be exhaustive). These may constrain innovation:
· Education Act 2011, 2005, 2002, 1996

· Disability and Equality Act 2010

· Health Act 2009, 2006, 1999

· Health and Social Care Act 2008
· Local Government and Public Involvement in Health Act 2007

· Health and Social Care Act 2001
· Special Educational Needs and Disability Act 2001

· Carers and Disabled Children Act 2000
· Community Care (Direct Payments) Act 1996
· NHS and Community Care Act 1990

· Children Act 1989

· Disabled Persons (Services and Consultation and Representation) Act 1986
· Mental Health Act 1983

· NHS Act 1977

· Chronically Sick and Disabled Persons (CSDP) Act 1970
· Health Services and Public Health Act 1968

· National Assistance Act 1948.
· The Hampshire area project will potentially be constrained by the decisions made by the broader SE7 partnership regarding the strategic direction, roll out and scope of testing within the overall programme.

· The Hampshire area will be required to adopt the national and regional reporting and evaluation requirements, including templates. 
4.8 Assumptions

· The regional SE7 programme to test the reform proposals is being led by East Sussex County Council.

· Full engagement and positive participation by all stakeholders to develop and test solutions to improve outcomes for children and young people with special educational needs and disabilities.

· Parent carer and voluntary and community sector representatives are embedded within every layer of the Pathfinder, and have been a key part of the programme from the outset.

· That there will be a national definition of the term “outcomes” from a SEND perspective. This will need to be clarified to ensure all seven local areas within SE7 are working to the same quality expectations and deliverables.
· CYP will be engaged within this project through existing networks.
· That Hampshire will be able to find sufficient families (parent/carers and CYP) that are willing to participate within the testing process.

· All references to Parents in any project documentation includes Carers.

· Sector representatives on the local multi-disciplinary Change Board, such as schools, parents, voluntary sector, will be required to develop and ensure effective communications, feedback and engagement with their wider constituencies. 
4.9 Risks and Issues
Both a Risk and Issues Log will be maintained for the Hampshire area project.

4.9.1 Key Risks

A risk is a possible problem that might threaten project success and needs to be monitored 

	Risk No
	Summary of Key Risks(from the Project Risk Log)
	Probability
	Impact
	Risk Rating (P/I)
	Containment

	1
	NHS is going through a wide range of strategic and organisational changes, which means that from 2013, Clinical Commissioning Groups (5 in Hampshire) will have lead responsibility for commissioning community and acute children's health services.  Risk of lack of ownership of Pathfinder activity and requirements as a result of the changes
	H
	M
	H
	1.  CCG chairs and children's leads where they exist have been notified of this project and advised of the project aims, there has been no dissent as yet. 2.  There will be a NHS stakeholder event in March to outline the project scope and project actions plans.  3.  There will be a briefing event for all 5 CCG children leads to brief them of the 'hot spots' in terms of children's health commissioning in March and this item will be presented with 4 other hot spots.

	2
	Personnel changes across the Pathfinder activity (project management, workstream leads, stakeholders engaged in the working groups) risk the momentum and capacity of the Pathfinder resulting in it not being able to deliver the requirements within the timeframe.
	H
	M
	H
	1. Planning ahead for changes with appropriate handover. 2. Asking workstream leads and stakeholder groups to undertake effective briefings and handover so new representatives are “up to speed” with developments so limited time within working group meetings is not deflected towards this activity.

	3
	Capacity constraints within workstream leads compromising the ability to deliver the local requirements of the Pathfinder activity.
	H
	M
	H
	Capacity constraints exist at all levels of the Pathfinder activity. However, where possible work is being delegated and shared, backfill is being agreed and any issues flagged with the Pathfinder Lead and project manager. This has been experienced but as yet (June 2012) is not compromising the project.

	4
	Family testing: 
Testing will be undertaken in a number of workstreams. If sufficient families cannot be recruited to take part in the Pathfinder activity this risks the success of the Pathfinder in being able to adequately test proposals for reform.
	M
	H
	H
	Active face to face recruitment has been undertaken in the Assessment and Single Plan workstream. Further families do need to be identified to be used as the comparator group due to some identified families for the Pathfinder testing have declined to take part. However this is not expected to compromise the project.
Personal budgets, looked after children and transition workstreams will also testing with families. Suitable alternatives will need to be identified to ensure sufficient cohort exists to test proposals.

	5
	Key working:
This is a key part of the testing proposals. This will be compromised if:

· Sufficient key workers cannot be identified and deployed (particular risk in school age cohort)
· the role is not sufficiently defined

· training is not provided or inadequately provided
	M
	H
	H
	The workstream members will work hard to recruit a pool of key workers, using Educational Psychologists as a fall back. The Support to Parents and Carers workstream have now been allocated the overall task of defining the key worker requirements, and this is in process working with the other workstream leads as appropriate.

	6
	Mediation and resolving differences of opinion can be an emotive subject area. This can create tensions which could compromise the ability to complete this work in sufficient depth. 
	M
	H
	H
	The workstream lead has set up a multi-agency sub group to develop these proposals. Any issues as they may arise will be sensitively managed. To develop proposals this area needs understanding and collaboration from both parents and carers as well as professionals to enable solutions to be identified that are of benefit to all parties.

	7
	DfE pass legislation and make decisions on SEND without being fully informed about the Pathfinder work which is testing the principles they set out in the Green Paper.
	H
	H
	H
	The Government have published their “Next steps” document and commenced a four month consultation period at the same time as setting out the intention for the Bill to pass through the House of Commons from early 2013, and become an Act in early 2014. The Government have repeatedly stated that they fully intend to use the outputs and outcomes from the ongoing Pathfinder activity to inform the proposals as they pass through the Parliamentary process. Hampshire need to press on with their Pathfinder activity to ensure that findings can be fed back up to the Government to shape future proposals wherever possible.

	8
	It is proposed that personal budgets will be rolled out more broadly across social care following the Pathfinder work. However there is a tension between the demand for this roll out and the Pathfinder expectation for PB to be tested in education and health settings
	H
	H
	H
	This risk will need to be closely managed by the workstream lead in consultation with the Pathfinder Lead and Chair of the Change Board. Decisions will need to be made closer to the time when this risk may be realised.


4.9.2 Key Issues

An issue is a problem that will threaten project success unless resolved. 
Issue 1

Securing project management resource to support the project through to completion.
Resolution: A project manager has been identified within the Consultancy team and will take over responsibilities during June 2012, when the existing Project Manager leaves at the end of June 2012.
Issue 2

The Government needs to capture outcomes as soon as possible, and this adds complexity as the local and regional projects are just developing the scope and application of their testing.  
Resolution: The Hampshire programme needs to continue building and maintaining momentum to deliver outputs and outcomes to feed up to SE7 and the Government to help shape future proposals.
Issue 3

Personal budgets – The human resource devoted to the PB workstream is extremely limiting. It is hoped given the small size of the pilot that this will still be productive but it is very social care dominated and may pose risks when expanded to include education and health. This is particularly the case given the mechanisms for delivery chosen at this stage may not have received the robust scrutiny they require to enable expansion.

Resolution: A social care team manager (Jan Pearson) has been appointed to lead this workstream with Kieran Lyons (Integrated Disability Manager). This should help capacity in driving and delivering the requirements of this workstream. They are also working closely with other SE7 colleagues and In Control in terms of the shape and timeline for delivering this work. Engaging health and education colleagues within the workstream should help to minimise the risk of this not being fit for purpose in these settings.
4.10 Method of Approach
Hampshire area project management 
Project planning

· Planning the project for Hampshire at a local area level will apply PRINCE2 project management principles. It will also operate in line with Regional SE7 milestones and reporting requirements.
· Agreeing and allocating roles and responsibilities across the area Change Board, Core Project Team and workstreams.

· Develop Communications Plan with the Communications Manager to ensure stakeholders are identified, key players are engaged, and that appropriate communications mechanisms are in place.

· Develop Hampshire area project plan, risk and issues logs.
· Complete the SQW quarterly evaluation requirements.

· Co-ordinating and managing the flow of agenda items for the Core Project Team and Change Board meetings.

Metrics 

· Determining the baseline data for Hampshire area services. This includes defining, collating and analysing the total child cohort within scope of the project – as contained within the total metrics set out within Section 1 of this PID for SEN, Social Care and Health.

· Map current processes within social care, special education and health to capture the current state.

· Develop and agree key performance indicators to demonstrate change/effectiveness of new approaches compared to the current approach.

Research

· Undertaking research to inform development for:

· Key working

· Mediation/resolving differences of opinion. 
Workstreams

Hampshire have established seven workstreams. Each workstream has:

· An appointed workstream lead.
· Terms of reference to clarify requirements from the Green Paper and the approach in Hampshire.
· An action plan setting out who is doing what, when.
· A multi-agency working group including social care (children’s and adults), health, education (providers and commissioners), parent carers, voluntary and community sector representatives plus other stakeholders as appropriate for each workstream such as college, employers, adult learning etc.
The workstreams are set out within the workstream map at Figure 3 below.
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It should be noted that whilst Banded Funding was initially identified as a workstream this has been subsumed
 within business as usual as it features as a key part of the school funding reforms being developed and implemented to have effect from 1 April 2013. The DfE is leading this workstream. The SE7 lead authority is Hampshire and as such the Pathfinder Lead attends periodic, closed invitation, meetings to develop these proposals.
Workstream approach

Each workstream will be basically following the approach, set out below in Figure 4, developing, testing (with recruited willing families) and evaluating proposals for the Pathfinder. 
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5 Milestone dates
The following milestones set out the key milestones for National and  Hampshire local activity for the Pathfinder. 

A local project plan has been developed which sets out the detailed Hampshire area activity in more depth, along with regional and national workshops and events.
	
	Milestone
	Target Date

	1
	DfE published Green Paper
	March 2011

	2
	SEND Pathfinders commenced
	September 2011

	3
	First meeting of bi-monthly Hampshire Change Board
	November 2011

	4
	First meeting of bi-monthly SE7 Regional Steering Group
	November 2011

	5
	First meeting of regular (Fortnightly/monthly) Hampshire Core Project Team meetings
	December 2011

	6
	Hampshire workstreams begin to gain momentum, particularly the Assessment and Single Plan
	January 2012

	7
	Hampshire area Health Stakeholder Event
	March 2012

	8
	First Hampshire Pathfinder news bulletin published
	March 2012

	9
	First SQW quarterly evaluation return for quarters 3 and 4 of 2011/12 submitted using monitoring tool
	April 2012

	10
	DfE published “Progress and Next Steps” response
	May 2012

	11
	Assessment and Single Plan family testing commences
	July 2012

	12
	Second Hampshire news bulletin published
	July 2012

	13
	Draft Children and Families Bill to be published for consultation
	Summer 2012

	14
	SE7 Regional Local Offer Framework approved – to enable local population within Hampshire
	Autumn 2012

	15
	Second Hampshire area Health Stakeholder Event
	Autumn 2012

	16
	Personal budgets family testing commences
	Autumn 2012

	17
	Hampshire Strategic commissioning and collaboration workshop event with stakeholders
	Autumn 2012

	18
	SEND Pathfinders report
	March 2013

	19
	Bill introduced to Parliament
	Early 2013

	20
	Pathfinder experience to inform debates on Bill and details of draft regulations and statutory guidance
	Throughout 2013

	21
	Legislation
	2014


6 Quality Management Strategy
This will need to set out the qualitative differences the outcomes of the project have made within Hampshire.
	What (are the customer’s quality expectations & acceptance criteria)?
	How (will the customer’s quality expectations be met)?
	Who (is responsible for the quality activity)?
	When (will the quality activity be completed)?

	That the Hampshire Pathfinder proposals for testing meet the requirements set out within the Green Paper
	Through multi-agency development, critique, challenge and approval 
	Quality will be monitored at three multi-agency levels in Hampshire:

· Operational: working groups challenge within each workstream

· Tactical: Core Project Team review and challenge

· Strategic: Change Board approval
	Final approval at relevant Change Board meeting



7 Communication plan

Annex 5 identifies the range of stakeholders that are likely to be involved in this project, or have an interest in its development. This uses the “Johnson and Scholes map of interest and power” setting out who are identified as key players, those who should be kept satisfied or informed, and those with minimal interest. 
The Communications Manager has developed a Communications Plan and co-ordinates internal and external communications for the Pathfinder. Key activities are set out in the summary table below.
	Who and What
	How
	By Who
	When

	Change Board progress update
	Through production of the Highlight Report setting out Pathfinder progress
	Project Manager with Pathfinder Lead
	To each bi-monthly Change Board meeting

	Core and Wider Project Team driving and monitoring and informing progress of Pathfinder
	Regular face to face meetings and email
	Pathfinder Lead and Project Manager
	Regular (fortnightly to April, then monthly)

	Regular planning and progress meetings for the whole Pathfinder
	1:1 meetings and email
	Pathfinder Lead and Project Manager


	Regular, at least fortnightly 

	Hampshire SEND news bulletin to stakeholder groups
	Bulletin (paper and electronic)
	Helen Gregory, Pathfinder Lead and Project Manager

	Periodic (March, July, late Autumn, early 2013)

	Hampshire Pathfinder website for internal and external audiences 
	Website
	Jo Brocklebank and corporate web team
	From May 2012 and ongoing update

	Hampshire Children’s Trust Board Pathfinder progress reports
	Paper progress report
	Project Manager, with Pathfinder Lead
	Six monthly updates

	Stakeholder updates
	Regular updates from working group members who represent specific stakeholder groups so their wider constituencies are clear about what and how we are developing the Pathfinder
	Stakeholders
	Ongoing


8 Project organisation structure

Annex 1 sets out the regional governance structure, including the seven local area Change Boards.
Annex 2 sets out the membership of the Change Board - Hampshire Green Paper Pathfinder.
Annex 3 sets out the governance for the local project management below the Change Board - Hampshire Green Paper Pathfinder to clarify how this is structured.
Annex 4 sets out the project roles and responsibilities at a local level. 
Project Board:
This consists of the Local Area Change Board, the membership of which is set out within Annex 2.
Project Executive:
John Coughlan, Director of Children’s Services



Steve Crocker, Deputy Director (Children and Families) and Chair of the Change Board


Senior Users:               Group of six parent/carer representatives from the Parent Network covering involvement on the Change Board and other SE7 SEND workshops/meetings, including: 


Ray Daniels, Parent/Carer representative and Vice-Chair of the Change Board



Carol Dixon, Parent/Carer Representative on the Change Board
Senior Suppliers:  
Felicity (Fliss) Dickinson, County Service Manager (SEN and STA), Hampshire County Council. Lead Officer for the Hampshire area.


Kieran Lyons, Integrated Service Manager (Social Care and Disabilities), Hampshire County Council


Tracey McFall-Austin, Assistant Director Child Health Commissioning, NHS Hampshire
Project Manager:         Lynn Mead, Financial and Management Consultant, Hampshire County Council (to 30.06.2012)


Mike King, Financial and Management Consultant (from 01.07.2012)
Project Support:          Diane Smith, Administrative Support Officer
Project Team:             
This is set out within Annex 3. There will be a Core Project Team to set direction and deliverables (including the Senior User and Suppliers above). The Wider Project Team will include the Core Project Team, plus the workstream leads who will be responsible for delivering the strands of activity that need to be undertaken to meet the aim and requirements of the SE7 SEND Pathfinder Programme.

Other Hampshire County Council resources

Helen Gregory
Communications Manager

Richard Trim
Principal Accountant


Jacqui McCutcheon
Principal Solicitor (Learning and Social Care)

Keri Taylor

Legal Team Leader (Adults, Education and Schools)


James Knight

IT Development Manager

Sandy Gregory

HR Business Partner

David Cooke

Information Services Manager

9 Project controls

· The project will be managed in line with PRINCE2 project management principles. 

· A Highlight Report will be issued, at a time to be agreed, from the Project Manager to the Change Board.  

· Risks and Issues Logs will be developed and maintained.

· Any changes to the project scope and/or deliverables as defined within this Project Initiation Document will be documented and agreed with the Project Executive and Change Board as appropriate.
· Day to day liaison will be with the Hampshire Area Lead Officer, Fliss Dickinson, and the Core Project Team.

10 Project tolerances

	Time
	Cost 
	Quality

	All Pathfinder activity is due to cease, following reporting, in March 2013. There was suggestion of a two year extension in the original Green Paper but at June 2012 this was not agreed. 
	The cost to Hampshire cannot exceed the approved Pathfinder grant.

	Defined and monitored through the Core Project Team and Change Board meetings.


11 Project resources and costs

11.1 Overall summary

Project resources are being monitored and reported on a quarterly basis through the nationally appointed agency SQW. A monitoring tool has been developed and distributed to all Pathfinders. This is completed by the Project Manager to pre-defined deadlines on a quarterly basis. This records how the Pathfinder grant is allocated and spent, and the in-kind time for those stakeholders involved in the Pathfinder that do not receive a financial payment following published guidelines.
SQW produce reports analysing the findings at a local, regional and national level. These reports will be taken to the Hampshire Change Board as they are produced.
11.2 Change control

Where a change occurs outside project tolerances details and agreement of the change are recorded below. This will be completed if, when, any changes occur to the agreed project direction.
	Paragraph number
	Details of change
	Date agreed with project sponsor
	Method of agreement

	
	
	
	

	
	
	
	

	
	
	
	


12 Sign off to proceed

I confirm that this project initiation document describes accurately the scope of the work proposed as at the current date and ask for the project to commence.

Any changes to the scope above will be subject to change control.  This project initiation document is valid for one month after issue.

	1st Authorising signatory – Project Executive and Change Board Chair: Steve Crocker 

	

	Signature……………………………….
	Date: ……………

	
	

	2nd Authorising signatory – SE7 Hampshire Area Lead Officer: Felicity Dickinson

	

	Signature……………………………….
	Date: ……………

	
	

	3rd Authorising signatory – Senior User (Parent/Carer representative) and Vice-Chair Change Board:    Ray Daniels

	

	Signature……………………………….
	Date: ……………



	Name
	Role on Change Board
	Organisation and job title

	Steve Crocker
	Chair 


	Hampshire County Council, Deputy Director (Children and Families)

	Felicity (Fliss) Dickinson
	Hampshire Lead Officer SE7 Regional Steering Group representative and SEN
	Hampshire County Council, County Service Manager (SEN and STAS)

	Kieran Lyons
	Social Care and Disability Services
	Hampshire County Council, Integrated Disability Manager

	Phil Stringer/Hilary Robbins
	Hampshire Educational Psychology Service
	Hampshire County Council, County Service Manager (EP and PRISM) 

	Tracey Sanders
	Early Years Local Authority representative
	Hampshire County Council

Head of Corporate Unit (EECU)

	Lucy Butler
	Adult Services representative
	Hampshire County Council, Assistant Director (Learning Disability and Mental Health)

	Liz McGill
	Adult Services representative
	Hampshire County Council, Commissioning Manager

	Tesni Mason
	Parent Partnership representative
	Hampshire County Council, Parent Partnership Officer

	Carol Dixon
	Parent representative
	Hampshire Parent/Carer Network

	Ray Daniel
	Parent representative
	Hampshire Parent/Carer Network

	Marilyn Penman
	Primary Schools representative
	Manor Infant School, Headteacher

	Alan Newton
	Secondary Schools representative
	Wyvern Community School, Headteacher

	Phil Johnson
	Special Schools representative
	Glenwood School, Headteacher

	Mike Gaston
	College representative 
	Totton College Principal

	Tracy McFall-Austin
	Health Service representative – PCT Commissioner
	NHS Hampshire, Commissioning Manager for Children 

	Julie Greenslade 
	Health Service representative – Community Paediatrician
	North Hampshire Hospitals Trust

	Heather Aspinall
	Voluntary and Community Organisation representative
	Chief Executive of The Rose Road Association, Southampton

	Bridget Bevis
	Voluntary and Community Organisation representative
	Regional Director of Kids

	Diane Smith
	Project Support
	Administrative Support Officer

	Lynn Mead/Mike King
	Project Manager
	Hampshire County Council

Financial and Management  Consultant







Core Pathfinder Activities


Optional Pathfinder Activities

	Activity area
	Specific area of focus for Hampshire
	Lead authority/ authorities
	Hampshire area activity lead
	Start date of activity

	Support to Parents and Carers including Mediation
	Whole activity
	Brighton and Hove and Hampshire
	Louise Clarke, Hampshire Parent Voice Manager
	January 2012 

	Support to vulnerable children: Looked after children and ethnic minority families
	Looked after children/children in care
	Kent and Surrey
	Virtual Schools Headteacher Derek Myers and Michelle Cain
	May 2012

	Age range and employment:
· pre-school

· transition and employment
	Transition and employment. Link with Transition work in Adults
	Surrey and Medway
	Liz McGill, Adults lead officer for Transition
	April 2012 





Project roles and responsibilities

Corporate or Programme Management

Responsible for setting the business context and ultimate approval of the final outcomes of the project.

Project Board – Change Board
The Project Board is responsible to corporate or programme management for the overall direction and management of the project and has responsibility and authority for the project within the remit set by corporate or programme management. It is ultimately responsible for assurance that the project remains on course to deliver the desired outcomes.

The Project Board approves all major plans and documents and ensures that required resources are committed and arbitrates on any conflicts within the project. In addition it approves the appointment and responsibilities of the Project Manager and any delegation of its Project Assurance responsibilities.

As the project progresses the Project Board would expect to:

· Receive Highlight Reports from the Project Manager on summary progress

· Receive exception reporting 

· Approve and monitor risks and issues

· Approval of any changes to the Project Initiation Document

· Comply with any corporate or programme management directives.

The Project Board is made up of the following roles: Project Executive, Project Assurance, Senior User and Senior Supplier.

Project Executive – Chair of Change Board
Overall responsibility for ensuring that the project meets its objectives and delivers the projected benefits.  This individual should ensure that the project maintains its business focus, that it has clear authority and that the work is actively managed.  Chair person of the project board, representing the customer and owner of the business case.

Senior User
Represent and are accountable for ensuring that user needs are specified correctly and the solution meets those needs.

Senior Supplier
Provides knowledge and experience of the main disciplines involved in the production of the project’s deliverables.  Represents the supplier’s interest within the project and provides supplier resources.

Project Assurance – Hampshire Area Lead Officer
This role is independent of the Project Manager and includes assurance of the following, for example: maintenance of thorough liaison throughout the project between the supplier and the customer, that user needs and expectations are being met, that it fits with overall programme strategy, that an acceptable solution is being developed, that scope is contained, that internal and external communications are working and that quality assurance standards are applied.

Project Manager
The person given the responsibility and the authority to manage the project on a day to day basis on behalf of the Project Board within the constraints laid down by the Board.

The Project Manager’s prime responsibility is to ensure that the project produces the required products, to the required standard of quality and within the specific constraints of time and cost. The Project Manager is also responsible for the project producing a result that is capable of achieving the benefits defined in the Business Case. 

Core Project Team

The core project team represents the key service leads from different perspectives and as such the Senior Users within the project. Their role is:

· To help shape the project.

· To direct and facilitate the completion of work in their area within the time, quality and cost requirement of the project.

· To communicate broader messages about the SE7 SEND programme within their respective organisations/services. 
· To be responsible for specifying the needs and benefits required of those who will use the projects products.

· To be responsible for liaison within the core, wider project team and support services as necessary to ensure the products can be delivered and timescales met.

· To monitor the solution to ensure it meets the requirements of the user and broader SE7 SEND and Government requirements.

· Where resource constraints exist they will be required to facilitate these to meet the requirements of the project, or raise an issue to be escalated through the Change Board for resolution.

Meetings will be scheduled fortnightly initially as we develop the project within the Hampshire area.
Wider Project Team
Is responsible for attending workshops/meetings, planning and carrying out a range of detailed activities to meet the specific particularly as part of a cross functional team.

Project Support

This role supports the Project Manager and is key in co-ordinating all documentation for the review, scheduling meetings, providing assistance to the Project Manager and general administrative support, such as setting up and maintaining project files and maintaining standards throughout the project lifecycle.


[image: image4.emf] 

0  


David Cooke (Information Services Manager, HCC)











Sandy Gregory (HR Business Partner, HCC)





HR








Helen Gregory (Corporate Communications Manager, HCC)





Figure 1





Communications








James Knight (IT Development Manager, HCC)





IT








Richard Trim (Principal Accountant, HCC)





Finance








Jacqui McCutcheon  and Keri Taylor (SEN) HCC





Legal








Support Service Teams


These will input to the project team as required during the course of the work, and will attend project team meetings for specific items as the work dictates








Kieran Lyons and/or Jan Pearson, HCC








Fliss Dickinson, HCC








Parent Forum rep.








Adult Services








Phil Johnson, Special School Head





Schools Sector rep.








Heather Aspinall, Rose Road





VCS rep.








Richard Uren and Anita Usai HPCN representatives





Liz McGill, HCC





Tracy McFall-Austin, NHS Hampshire





Phil Stringer and/or Hilary Robbins HEPS, HCC





Core Project Team (Operational)


Strategic group setting direction and providing quality assurance consisting of the following lead representatives, plus the Project Manager








Project Manager (temporary)


Lynn Mead, Financial and Management Consultant, Hampshire County Council to 30.6.2012, then Mike King from 01.07.2012





Project Assurance:


Fliss Dickinson (Area Lead)





Hampshire SE7 SEND Local Multi-Agency Change Board


(Strategic)





Janet Hoff, Services for Young Children











Virtual Schools Headteacher: Derek Myers





Support to vulnerable children: Looked after children and ethnic minority families








Fliss Dickinson, HCC





Banded Funding Models


(Nationally led by DfE)








HR














Kieran Lyons and Jan Pearson, HCC





Personal budgets (initially focussing within social care)





Vanessa Courtney, HCC





Strengthened multi-agency strategic commissioning and collaboration





Tesni Mason, Hampshire PPS





Local Core Offer (Regionally led by Parent Partnership Service)





Phil Stringer and Hilary Robbins HEPS, HCC





Children and young people


Parents/Carers (Hampshire population – how they are feeling now)


Hampshire County Council transport services


Parent/Carer Network


Parent Support Advisors


Locality teams


Behaviour Support Teams (BST)


Specialist Teacher Advisory Service (STAS)


Portage


Parenting services run by Hampshire CC


Youth Support Service


Hampshire CC Adult Services day/respite centres


Voluntary Sector Alliance / Organisations


Various Boards (Transition Board; Health and Wellbeing; LD Partnership; Autism etc..)


Support groups


Children’s Trust


Local Children’s Partnerships


Carers organisations








Department for Education (DfE)


Department of Health (DoH)


South East 7


Director and Deputy Director of Children’s Services, Hampshire John Coughlan and Steve Crocker 


Director and Assistant Director of Adult Services Gill Duncan and Lucy Butler


Director of Health


PCT Commissioners


Hampshire CC SEN Service


Hampshire CC Social Care including the disabled children’s team, children in care teams and social workers


National Health Service:


Paediatricians


Commissioners


Providers


Therapists


Hampshire CC Adult Services  – Transition


Education providers, i.e. schools, early years settings, maintained and independent sectors


Parents/Carers involved in the Pathfinder test area(s)


Pathfinder support agencies such as CDC, SQW, Mott McDonald 


Hampshire Educational Psychology Service


Parent Partnership Service








Hampshire County Council elected members, including Executive Members Cllrs Hindson and Perry


GPs


Primary and Secondary Health providers


Hampshire County Council support services: legal, finance, HR, IT, Communications








Based on The Stakeholder Map or Power/Interest Matrix


Source: G Johnson & K Scholes, Exploring Corporate Strategy, 5th Edition, Prentice Hall 1999
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Wider Project Team (Operational) 


Consisting of the Core Project Team above, plus the leads of the following workstreams producing the agreed deliverables for the project


The workstreams for the wider project team are set out on the next page
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� Extract from the Executive Summary of the Green Paper “Support and aspiration: A new approach to special educational needs and disability” a consultation issued March 2011 by the Department for Education.


� As agreed at the 17 May 2012 Change Board, and contained within the Highlight Report for that meeting.
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