Introduction
Policy goal
The Wellbeing of Future Generations (Wales) Act 2015 is made up of seven wellbeing goals which can be seen in figure 1. As a local authority, Monmouthshire County Council (MCC) has a duty to work towards achieving these aims, as does MCC’s partnering local health board Aneurin Bevan University Health Board (ABUHB) (Welsh Government, 2015). 
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The Act also describes five ways of working to achieve these goals in a sustainable way by considering the future impact of any actions or decisions as well as the immediate impact. The five ways of working can be seen in figure 2.
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The two policy goals within the Act considered here are a Globally Responsible Wales and a Wales of Cohesive Communities. The Globally Responsible Wales goal seeks to ensure that when actions are taken to improve wellbeing in Wales these also improve global wellbeing. The Cohesive Communities goal is aiming for “attractive, viable, safe, and well-connected communities” (Welsh Government, 2015). 
Service improvement to achieve policy goal
MCC are currently in the process of resettling Ukrainian refugees coming to Wales. The route into the UK is controlled by UK government however once in Wales the devolved government is looking to improve opportunities for refugees, decrease inequality, and enhance the integration of people coming into Welsh communities (Hutt, 2019). 
People in the UK have been asked to put their names forward if they are able to house refugees (Department for Levelling up, Housing and Communities, 2022a), this could benefit integration of people into communities as the host is already part of the community and can support their guest by e.g. navigating elements of society to helping explain cultural differences. Private sponsorship like this of refugees in Canada has also been shown to increase the likelihood of employment within the first year compared to refugees who are not privately sponsored (Kaida, Hou, Stick, 2020). Employment is considered a critical part of successfully integrating into society (Ager and Strang, 2008). 
As part of the visa process the UK government will run security checks on individuals sponsoring refugees and providing housing for them. Alongside this, the sponsor’s local authority is expected to carry out other checks to ensure safe and appropriate housing for people. This includes an appropriate level of Disclosure and Barring Service (DBS) checks according to who they will be housing, and suitability of accommodation
Refugees entering a new community will need support to access a wide variety of statutory services (Hamza, 2021). These may include health, education, social services, mental health support, housing, and benefits. To best integrate people into a community there will be other areas which may prove useful such as community groups, religious groups, and learning opportunities such as English as a Second Language (ESOL) (Hamza, 2021). 
Language ability is key to integration into a community (UNHCR, 2013) as it unlocks doors to other areas of society (Ager and Strang, 2008). Extended periods of time with limited host country language ability have been linked with poor health (Ng, Pottie, and Spitzer, 2011). Linking people newly arrived in Monmouthshire to appropriate language learning in a timely fashion should therefore improve the likelihood of successful integration.
Efficient registration with GPs and access to healthcare is important as Ukraine has epidemics of infectious diseases such as tuberculosis and HIV/AIDs, while other refugees will arrive needing support to manage chronic conditions (Holt, 2022). In addition, host areas need to be prepared to support refugees with mental health issues and experience of trauma (Holt, 2022). It is already being reported that Ukrainian refugees are arriving in Poland with many health and mental health disorders (Schlein, 2022). A smooth arrival process to a new community can positively contribute to this too as it is known to improve wellbeing and prevent mental disorders (Barbui et al. 2022).
Sponsors are eligible to sign up for “thank you” payments from the local authority once their accommodation has been verified as appropriate. These amount to £350 per month for a period of 12 months as long as they are still housing the person (Department for Levelling up, Housing and Communities, 2022b).
The processes surrounding some of these responsibilities are currently being supported by spreadsheets, with different areas of the local authority managing their part of the process in silos. The proposal is that a more joined up approach across a variety of council departments, the health service, and the third sector will allow for a smoother resettlement experience for those coming in, less chance that people miss out on the support they need, and a greater opportunity for integration within their host community. A smooth and supportive resettlement of people fleeing conflict contributes to the goal for Wales to be globally responsible as it benefits broader global wellbeing. Successful integration of refugees coming into communities in Monmouthshire contributes to the goal of cohesive communities.
Methods
Understanding the current service
A multi-departmental workshop of people currently involved in the resettlement of refugees took place to create a process map that any system would need to support. This included education, housing, finance, the resettlement team, the community wellbeing team, integrated social care and health, and adult education services. Primary health colleagues were not present but their current role within the process was considered.
Understanding the current processes allowed the development of the high-level requirements of any technology to support the proposed service improvement. 
Although the process was mapped, any system would need to be flexible enough to allow for the fact that refugees are individuals whose needs will vary. Integration is also more successfully achieved if it is seen as a long-term goal (Hamza, 2021).
Gap Analysis
[bookmark: _Hlk103870349]To conduct the gap analysis a Forbes template (Leonard and Botorff, 2017) was used whereby the current situation was considered alongside the desired situation. Specific, Measurable, Achievable, Relevant, Time-bound (SMART) goals were developed to understand where the service wanted to be. Gaps between these two states were identified, and actions which would close these gaps determined. 
Understand which processes can be carried out in parallel and those which are sequential.
Options appraisal
Once the functional requirements had been identified via process mapping and the gap analysis had identified actions needed to achieve SMART goals, a high-level options appraisal took place with the same multi-disciplinary workshop. The options under consideration were adapting the spreadsheets in house, adapting the Links system in house, buying development time to adapt Links, or procuring an alternative system. Evaluation criteria and a scoring methodology were created by the group to differentiate between the solutions. Gateway criteria were also established as certain elements were felt to be fundamental to the solution.
The criteria considered what would enhance a streamlined process for refugees considering the sustainability principle embedded within the Future Generations Wellbeing (Wales) Act. This led to criteria seeking to prevent people hitting crisis, to support people in establishing themselves within communities whilst also being able to support in the future, and working in a collaborative and integrated way. To ensure the involvement element of the sustainability principle had been considered, the issues raised by refugees in the development of the Welsh Government Nation of Sanctuary – Refugee and Asylum Seeker Plan 2019 (figure 3) were consulted.
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To be of most benefit, any solution will need to be implemented quickly and be able to deal with increasing numbers of people coming in. 




Results
The stakeholder process mapping workshop resulted in the swim lane diagram in figure 4.
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Digital technology requirements
From the stakeholder process mapping the following high-level technology requirements were developed (Table 1).
	Functional

	To securely store relevant information about people within a database and this information needs to be searchable, retrievable, and reportable.

	To support business processes which happen sequentially alongside those which can run in parallel. 


	To allow people from various departments within MCC and externally to contribute to the process and have role-based permissions which determine what that person sees


	Accessible on both laptops and mobile devices to allow updates easily within the community

	Allow records to be active/inactive and allow people to be reactivated if they need further support along the line.

	Allow referral between partners operating within the system to be made with ease

	Ensure reviews of the support which people receive are embedded within the system to allow feedback loops to drive continuous improvement.

	Non-functional

	The system needs to be reliable 

	The system needs to be intuitive to use

	The performance of the system needs to be quick and not hampered by the addition of new users or records

	Ability to anonymise records once the retention period has been reached. Anonymising records rather than deleting them allows for analysis of historical data whilst complying with retention schedules.


	To be secure with individual log in details

	The system needs to be flexible and have a Development, Testing, and Production environment so that changes for different teams don’t impact the performance of the live system for other teams.

	To have an audit trail of usage and changes made within the system

	Technical standards

	It is not anticipated at this stage that interoperability with other systems would be necessary. It would, however, be prudent to ensure the inclusion of a field for the NHS number in case interoperability with health systems is brought in further down the line. In a similar way, inclusion of a field for the unique identifier (PID) used in the MCC health and social care system Flo would be appropriate.
Lastly, the Unique Application ID within the central Welsh Government system and a better understanding of that system would be desirable in case an Application Programming Interface (API) can be developed to allow information to flow between the systems reducing duplication of effort at the initial stage where someone is added to the Welsh Government system.


	Data collection and analysis

	The solution must allow for configuration of certain data fields 
- To use drop down menus which are configurable by system admin.
- To use mandatory fields, where users cannot progress until required details are provided 
- To be able to pre-populate some data fields based on information provided 
- To validate data entry e.g. data type, date validity etc.
This will allow for better reportability from the system.

	All data stored within the system must be reportable.

	Standard reports need to exist with the ability to create bespoke reports within the system.

	All reports must be exportable in different formats to include Excel and Pdf.

	Dashboards and views will need to exist to show snapshots of pertinent information, these will also be role-based.
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Gap Analysis
The gap analysis considered what the current technology situation is to establish what is needed to improve refugee resettlement (Table 2).
	Current situation
	Gaps
	Where the service wants to be
	Action - Build or buy a system which has the functionality to:

	Information being duplicated and stored in silos. No whole picture of a person or ability to know who is currently involved.
	Information not held in one place.
	One source of information, held securely and appropriately accessible to all involved in the process, the level of information available will be based on a person's role.
	hold all information relating to resettlement securely in a central repository with role-based access to relevant information at the relevant time

	Information needing to be shared currently passed between departments in an ad hoc fashion usually via email.
	Easy information sharing and communication pathways between partners.

Relevant information shared automatically at the appropriate time.
	An integrated system allowing collaborative working and excellent communication between internal and external partners to achieve a wraparound support service for refugees arriving in Monmouthshire and their hosts in the short and longer term. 
	allow integrated, collaborative working across departments and external partners where referrals can be made with ease and sources of support can be seen within the system.

	No clear process for referring into different departments specialising in different areas of support. Current systems don't support this and if it is happening, it is via email.
	Knowledge about different areas' roles.

Easy information sharing and communication pathways between partners.
	Increased awareness of the various areas working to support the incoming refugees and where to go for different types of support.

 Able to refer to other areas with ease to include support with employment, accessing health care, accessing health care, and accessing language education.
	

	External partners who are part of the process are unable to access or contribute to the information held.
	Currently no easy way for health colleagues to inform the process.
	External partners able to access information pertinent to their role and  feedback into the process to improve efficiency.
	

	No technological support for the business processes involved.
	No business processes built into the technology.

No automation of alerts to notify relevant people of change.

No gateways within the technology.
	Using technology to improve efficiency by embedding business processes within any system.
 
Use automation to alert relevant people to a change which impacts their area of the business.

Use technology to improve safety by ensuring e.g. checks which need to take place have done so in advance of the next stage in the process.
	support business processes by alerting teams when an element of the process which impacts their area is completed, embedding sequential processes with gateways in the system, and embedding reviews as feedback for continual improvement.

	Reviews not currently held in the spreadsheet.
	No central review process or system to encourage/support this.
	Reviews for refugees and hosts embedded in any system to gather feedback allowing continual improvement cycles and/or additional support needs to be identified. 

One holistic review of the person.
	

	Current technology does not support the reporting of data in relation to resettlement due to the siloed nature of the storage
	Information not held in one place.
Data not informing practice.
	Using data to inform how the service is working, where resources may be needed and where improvements can be made.
	allow quantitative and qualitative reporting of data to inform the service and encourage continual improvement.

	All information held on spreadsheets which may struggle performance wise as the amount of information stored increases.
	Stability of the system.
	Information stored in a secure, reliable system which can cope with increased demand without performance becoming an issue.
	allow an increasing number of people to be supported via the system without a drop in performance.
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Options Appraisal
The gap analysis allowed the Evaluation Criteria to be developed from the Actions identified in Table 2, their weighting can be seen in Table 3. An additional evaluation criterion was added as any implementation is time critical and needs to be actioned quickly to best support refugees who are already coming into the county. The solution would be scored with 0 if it didn’t achieve the criteria, 5 if it partially met the criteria, and 10 if it fully met the criteria.
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Following discussion around weighting, two gateway evaluation criteria were established by the group as the most critical. One related to timescales, as the arrival of people fleeing Ukraine has already started and is likely to continue in the coming months. To ensure people are afforded the best, and most equitable, opportunity of appropriate support in a timely manner, any improvement needs to be in place by July 2022. The other gateway criterion relates to the proposal that a more joined up approach between departments and external partners will improve the resettlement experience and contribute to better integration within the host community.
Usually, gateway criteria would be used to shorten a long list of options (Department for Digital, Culture, Media, and Sport, 2017) but as can be seen in Table 4, the gateway criteria reduced the options to one, as only one of the options passed both gateway criteria. 
Improving the current spreadsheet would not allow for external partner integration and, although elements of the Links system can be enhanced in house, the expertise for the functionality listed in table 1 doesn’t exist, and the time taken to upskill internally would not be compatible with the time sensitive nature of the service improvement. Procurement of a new system would also not be possible given the tight timescales. [image: ]

Had gateway criteria not been used, a weighted scoring methodology could have been used. The weightings for the evaluation criteria as seen in table 2 would be considered as proportions of a whole (in brackets in Table 5) with scores of 0, 5, or 10 given for whether a solution doesn’t meet, partially meets, or completely meets a criterion respectively. The calculation for each score is the sum of each criteria multiplied by its weighting factor. As can be seen in Table 5 the result of the options appraisal is the same as using the gateway criteria with the preferred option being to develop Links externally.
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The cost of any service improvement is a key consideration, although it is worth mentioning that it’s difficult to compare the cost of developing internally with external development time or a new system. It is preferable to consider value rather than direct cost in this instance. Value takes account of benefits in addition to cost and whilst the cost of development may be an outlay which is not apparent if the development takes place in house, the benefits of delivery within a short time period and the resulting quality of the product due to in depth knowledge of the architecture of the system in this case are judged to offer best value.
Discussion
To progress the service improvement, the results of the options appraisal will need to be provided to the service manager in charge of the Ukrainian Response, alongside the service manager for Transformation (who holds the development budget for the Links system). If the proposal to develop the Links system to better support refugees is accepted, a further scoping session will be arranged with the system architect and the stakeholders to gather further details to inform a system specification which will inform system design (Sommerville, 2016).
Much of the functionality required already exists within the Links system as it was created to enable the linking of people in the community with various types of support. Therefore, the focus of the scoping session would be around business processes specifically related to resettling refugees and decisions around what information each role needs.
An Engagement Request will be submitted to the external I.T. provider to inform them of the proposals. Their role within the implementation involves the procurement and assigning of licenses needed for the system and setting up guest accounts for external users within the Active Directory.
Once the specification has been agreed upon a period of development and testing will take place within the appropriate environments. This ensures any development is working as intended. Following acceptance of the changes they will be pushed into the live environment.
Training documentation has already been created for the system so would need adding to regarding refugee specific processes.
The goals in the gap analysis are SMART goals. These alongside their measures (Table 6) allow the impact of the system to be evaluated. 
The measures mostly relate to the process on the assumption that if the process is working this will contribute to a smoother resettlement process. Reviews created within the system can look at both how the process worked and an individual’s outcomes. Any data surrounding outcomes should be treated with caution as an individual’s outcome in this instance can be affected by many factors, and no causal link between the service improvement and the outcome can be proven. In these instances, and where there is a smaller sample size (as here), process measures are a better measure of success (Lilford et al., 2010).
Due to the current siloed systems it is not possible to compare the intervention with its predecessor. Therefore, a number of the measures depend upon whether agreed timescales are being met. 
If the process measures are indicative of a seamless, equitable, and supportive resettlement process then the aim of contributing to the policy goals of a Globally Responsible Wales and a Wales of Cohesive Communities will have been achieved.
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Limitations
No observation was used to gather the data informing the business process and the user specification, as such there is a risk that people say they operate in one way whilst actually operating differently (Sommerville, 2016). There is, however, also the risk of the Hawthorne effect whilst observing people whereby people behave differently simply because they are being observed. As this is an emerging process, starting with how people believe the process should happen is preferable to designing a system based on the chaotic nature of an emerging process.
Future development
In the first instance, external users accessing the system will be via guest licenses within the MCC environment. There is, however, the option of creating a portal allowing users to see their own information and potentially self-serve. This is a much more expensive option which may be appropriate further down the line. Were this to be considered this may also aid with linguistic barriers experience by newly arrived refugees as the application is able to have a multilingual display.
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igure 4: Process map showing different parts of the process of welcoming refugees into
Monmouthshire carried out by different teams
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Fig. 1 Seven goals of the Wellbeing of Future Generations (Wales) Act 2015 (Welsh Government, 2015)
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Figure 2: The five ways of working under the sustainability principle within the Wellbeing of Future
‘Generations (Wales) Act 2015 (Our Cwm Taf, 2017).
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Figure 3:Issues hghighted by refugees and asylum seekers during the National Assembly’ Equaity, Local Government

and Communities Committee Inquiryin 2017 and the Refugee and Asylum Seeker Plan 2019 (Welsh Government, 2015)





