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Enhancing Health and Wellbeing using Digital Skills


Introduction

As part of their health and social care strategy, the ‘Informed Health and Care: A Digital Health and Social Care Strategy for Wales’ document from the Welsh Government outlines their strategies and policies to shape a more digitally driven and literate health and care ecosystem within Wales. 

The document discusses the ways in which the health and care sectors in Wales need to prepare for and invest in the future. A holistic approach to the citizens experience of health and care is the driving force of the strategy, allowing a person to move seamlessly between health services and care services while being encouraged to take a larger role in their own journeys. As part of this the document outlines how Welsh citizens should have access to their health and care records, to encourage them to become more empowered and thus become more involved in looking after their own health and care needs. It advises that professionals should be given the help they need to become more digitally literate and comfortable working with technology, while organisations should be encouraged to where possible share data readily between themselves. 

The aim of this strategy is to help reduce the strain on the Health and Care sectors as population demographics in Wales change and evolve. Welsh citizens should be able to take ownership of their personal health and care information, having access to their personal records and health & care plans. They should then also be able to update and use this information to guide their personal care journey, helping to reduce the strain on services. 

Within the Social Services department at Pembrokeshire County Council there will need to be a fundamental shift in the way that personal data is handled if the citizen who the data relates to is going to take some ownership of it and have easy access to their records. 
Currently all data is stored on a  Case Management Database used only by Social Care staff called CareFirst and then the clients care plans are printed off and posted out to the client to keep in records.

As Pembrokeshire County Council is currently in the process of phasing out the CareFirst system it has historically used for recording Social Care information and care plans since the early 2000’s and implementing a project that will move these records onto a more modern Cloud based Care Management System called Eclipse. As Eclipse is a Cloud based database system there will now be the opportunity to look at making client records more easily available for the client and allowing them the opportunity to have easy access to their most recent Care Plans, Review dates, Invoices and professional contact details. 

Rather than just meeting policy goals for Citizens access to their data, the implementation of this service improvement scheme will aim to improve the service that the social care client is receiving form Pembrokeshire County Council Social Services. By granting the client access to their data they will be empowered to take a more central and prominent role in their care. The new system will aim to give them access to a calendar or diary function which will enable them to keep track of their care provision, meetings with professionals and review dates. As the user becomes more empowered by taking some control of their care they will be able to track how their care needs are being met and how they feel about it. This information could then in turn be easily fed back to a Social Worker, through the Eclipse database, when it is time to review the package of care, giving a better understanding to the worker of the ongoing needs, wants and feelings of the client.


Method


To support the service improvement the technology implementation will have to take several Digital Technology Requirements into account (Local Partnerships (2012), Options Appraisal workbook Planning Advisory Service pilot projects.), in order to ensure that the user has the best possible experience using the new system.

These include Functionality which defines what the system needs to do to work the best it can for the user, for this service improvement this will include:

· Allowing the social care client to login to the system 
· User can access the system at a time/place that best suits them.
· User must be able to view and access appropriate level of information 
· User to be able to view and download their Care Plans, documents, Invoices for care that has been provided etc
· User has access to a calendar that can be used to view upcoming Care Reviews, meetings or Periods of care
·  User can update calendar to track their how their Care is progressing and their mood or feelings about their situation at that point in time

Non Functional requirements which are defined as the constraints on the system that could affect how well it works and the user experience of the system. For the proposed service improvement these non-functional requirements would include:

· Information to be provided to the system from the Eclipse Care Management System.
· Information provided by User to update on Eclipse as well as the system being used by Social Care client. 
·  Information to be held securely in line with GDPR and only available through the new system to the logged in user and appropriate Social Care staff through Eclipse
· Must be able to handle an appropriate level of user traffic accessing the system


As the new ‘Eclipse’ Case Management System that Pembrokeshire County Council is in the process of implementing is a Cloud based database, this means it can be accessed from anywhere, and can therefore allow for a couple of possible digital solutions to the strategy of allowing Welsh citizens to gain access and take ownership of their personal data, health and care plans. 

The first option would be to allow the client direct access into the Eclipse Care Management System where they would be able to see their data and care plans in the same system that the Social Care staff do. 

The second option would be to use the information in the Cloud database to populate a section of the Pembrokeshire County Council ‘My Account’ website or app with the client’s information. 

The third option will be to build a new system from scratch, either a dedicated website or app that the user can then access to view their information.

All three options will require some additional work to bring them to fruition and the positives and negatives of both will have to be weighed up before a decision can be made on which route to take.

A Gap analysis is an analysis tool that an organisation can employ to compare its current performance with how it expects or wishes to be performing. It can then be used to identify where problems and barriers exist that will prevent them from be able to perform in the way that they want or need to. 

To undertake the Gap analysis for this system improvement, the Policy, Planning and Change manager and the Social Services IT Systems Support Administration Manager who are responsible for the implementation of new systems within Social Services in Pembrokeshire County Council met with the author to discuss how the current systems and processes work and the goals of this Service Improvement project. 

The gap analysis which was undertaken to compare the current processes that are in place for providing users with their information versus the strategy that Pembrokeshire County Council would like to implement. The information that these staff provided was used to populate a template Gap analysis tool to show the differences between how Pembrokeshire County Council currently are currently operating and how they want to be able to operate and provide information in the future. 

Once the Gap analysis had been completed, an options appraisal will be required to look at the different possible routes that could be taken to reach the end goal of the system improvement that would allow Social Care clients easy access to their information. 





Results

Data was collected through interviews with the managers responsible for implementing and looking after new digital technologies and systems in the Social Services department within Pembrokeshire County Council. They explained the current workflow processes and how data is stored, as well as how it could be ued going forward to reach the goals of allowing clients access to their personal care information.

This data was then used in the gap analysis and Options appraisals.


Gap Analysis 

1. The current situation.
Define what is important for the department and/or organization.

	· Social Care clients have their information input to the Care Management System. Assessments/ Care plans, financial information is all produced or calculated within the programme.
· Clients Care Plans are printed off on completion and posted to them for their records. 
· Bills and Invoices for periods of care they receive are generated and printed off at regular intervals (usually 2 or 4 weekly) and posted out.
· If a client wants a copy of an old piece of paperwork or to know the details of their care plan, they need to call up and request the relevant information be printed off and posted out again. 



[bookmark: _dhedigesu00h]2. S.M.A.R.T goals.
Goals should be specific, measurable, achievable, relevant and time-bound. 

	· Client to be able to access the information relating to their Care and Support digitally.
· Digital access to records to be available within one year of the completion of all clients being moved onto new Cloud based Care Management system.




[bookmark: _3ya4v95io37x]3. Analyze gaps between where you are & where you want to be.
Is there an issue with processes, personnel or something else? 

	· Client currently needs Social Care staff to access their records and print off any information they need/want.
· Can’t currently give digital access due to aging Care Management System.
· Security Issues around providing / giving access to personal information.




[bookmark: _ev2jq3js6yks]4. Plan to close existing gaps.
Develop action items that bridge the gaps between you and your end goals.

	· Identify best way to use new Cloud based Care Management System to allow Social Care clients access to their data.
· But, build or commission the necessary software developments to allow client access.
· Draft workflow to allow seamless integration between the Social Worker input and the client can access. Also work the other way so Social Worker can see information that the client inputs.


 

The gap analysis that was conducted shows a large gap between where Pembrokeshire County Council would like to be with clients being able to access their personal information and the current situation of having to request physical print outs of information.
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The options appraisal was undertaken in partnership with the Policy, Planning & Change manager and the Social Services IT Systems Support Administration manager. The key objectives of the project were stated and the possible ways of reaching the goal discussed looking at the pros and cons of each option and weighing them up against each other. Three main options were identified, allowing social care clients access to the Eclipse case management system, using the ‘My Client’ section of the Pembrokeshire County Council website or building a new client portal/app from scratch.

Option 1 

Use Eclipse Care Management System and provide Social Care client’s with access through two factor authentication, using their email address and mobile phone.

· Uses Care Management System already purchased by Pembrokeshire County Council. 
· Data is easily accessible.
· Cost should be lower as we already have the system.
· User to log on using personal email and telephone number for 2 factor security
· Would require developers to build some new functionality, to meet all Pembrokeshire County Councils wants/needs. If this doesn’t line up with the providers priorities there may be some resistance, as seen with the Eclipse implementation project.
· System may not be user friendly to Social Care clients with no experience of Case Management computer systems
· Data security may be an issue if client profile is set up incorrectly giving them levels of access that they shouldn’t have.


Option 2

Use Pembrokeshire County Council ‘My Account’ functionality on website and pull information this from the Eclipse Cloud database. 

· ‘My Account’ facility already built and looking for areas to expand into. 
Should be easy to pull in information from the cloud database
· Can be worked on in house by corporate IT development team, although this will depend on other workloads and the filling of currently vacant Database manager role.
· Low monetary cost as developed by Pembrokeshire County Council staff.
· Familiar user interface to many Social Care clients as they will be using it to access other Pembrokeshire County Council Services. 
· Maintenance will be undertaken alongside other Pembrokeshire County Council site maintenance.



Option 3

Create a new Client portal website/app from scratch that will use the information from the Eclipse Cloud database. 

· Will need to get a private developer or Pembrokeshire County Council IT department to develop and build the system from scratch
· Higher cost in both time and money
· Building the system from scratch, higher risk of problems and more unknown errors








       Discussion

       Allowing Pembrokeshire County Councils Social Care clients access to their personal data will involve a change in the way staff currently work as well as either a new system being built or added onto one that is in use presently. 

After completing the Gap analysis and the options appraisal, it was decided to proceed with the second option of adapting the current ‘My Account’ section of the Pembrokeshire County Council website to allow Social Care clients to register and access their information alongside the services already offered in the system.
As the decision was made to not purchase a brand new off the shelf or custom solution but to instead have the new system developed in house within Pembrokeshire County Council the procurement team won’t need to be involved with this project. 

To implement this strategy the first step will be to build the new section within ‘My Account’. This will involve collaboration between the Social Care Systems team and  Pembrokeshire County Councils IT development team to ensure that the correct information is being imported into ‘My Account’ for the user to access. 

Once the system has been built and the Social Services IT Systems Support Administration Manager and Policy, Planning and Change Manager are happy with how everything is functioning, in house training and testing can be undertaken to ensure that the new system and work processes work as expected. This will allow the team to raise any issues before the system is rolled out to the public and gives time to create training materials to help the users get to grips with what the system will allow them to do.

When all the staff are happy with how the system operates and that there are no major issues with the operation of the system day to day, it can be opened up to a test cohort of social care clients to see how they get on with using the new additions to ‘My Account’. After a month or two o testing, feedback will be collected from the test cohort and if there are no massive problems it will be released for the general public to start using. 

A press campaign will accompany the launch of the addition to ‘My Account’ to ensure as many people as possible are aware that they will now be able to use this new system within the ‘My Account’ function on the Pembrokeshire County Council website. 


The evaluation of the success or lack thereof, of this system improvement plan can be measured in a number of ways. 

The overall number of social care clients who have accessed their information through the new ‘My Account’ section rather than requesting paper copies of any information. This could be further broken down by the different care categories used by social services to analyse if different sections of the community are more likely than others to use the service. 

The use of the system by new social care clients compared to existing clients can also be reviewed and used to target further uptake. A survey will also be sent out asking for feedback relating to how clients currently interact with Social Services and receive their personal information, care plans and invoices. Then once the new system has been implemented and is being used by clients, a follow up survey can be circulated to determine how, if at all, clients views on the service provision have changed. 

Cost saving as a result of the implementation of the project could be evaluated with reports on the savings accrued by the Social Care department as a result of not having to print and post out documents to clients on a regular basis. These savings can also be compared to the cost of the implementation of the project over time to show business value to Pembrokeshire County Council alongside meeting the access to information policy outlined in the ‘Informed Health and Care: A Digital Health and Social Care Strategy for Wales’ document. 


If this service improvement project is successful implemented, Pembrokeshire County Council could look at a further expansion of the new service. Possibly working with Hywel Dda University Health Board to further their joint working partnerships and use the clients NHS number to share data between the two services, bringing health appointments into the ‘My Account’ calendar and being able to give information around a client’s care plans to health professionals.
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