An evaluation of Information and Communication Technology within a Local Authority

A case study into the implementation of the Integrated Children’s System within Neath Port Talbot County Borough Council’s Social Services Department

A dissertation submitted for the degree of

Master of Business Administration (MBA)

2008
Student: Darren Craig Williams
Swansea Business School

Declaration
This work has not previously been accepted in substance for any degree and is not being concurrently submitted in candidature for any degree.

Signed:
​​​





Date:







Statement 1 

This work is the result of my own investigations except where otherwise stated.  Where correction services have been used, the extent and nature of the correction is clearly marked in footnote(s).

Other sources are acknowledged by footnotes giving explicit references. A bibliography is appended.

Signed:






Date:







Statement 2
I hereby give consent for my work, if accepted, to be available for photocopying and for inter library loan, and for the title and summary to be made available to outside organisations.

Signed:






Date:








Acknowledgements

The researcher would like to convey his thanks and gratitude to the following people:

Dr Andrew Jones, for his guidance, support and patience.

To all those who participated in this research, in particular the Senior Managers, Social Work Practitioners and Business Support Staff within Social Services, Health and Housing Directorate of Neath Port Talbot County Borough Council.

Finally, to my family and friends who without their emotional support and patience, this research would not have been possible.

Abstract

Local Authorities (LAs) can be seen as inefficient through their bureaucracy and monopoly status and may suffer from diseconomies of scale through lack of communication, unmotivated staff, top-heavy structures, politics, slow response times and inertia.  To address these issues, the Welsh Assembly Government (WAG) has set the challenging agenda across the public service to maximise efficiency and effectiveness of services through the use of Information and Communication Technology (ICT).  Therefore, the aim of this research is ‘An evaluation of Information and Communication Technology within a Local Authority: A case study into the implementation of the Integrated Children’s System (ICS) within Neath Port Talbot County Borough Council’s (NPTCBC) Social Services Department (SSD)’.
In evaluating ICT, this research project used both primary sources through methodologically triangulating interviews and questionnaires, while secondary sources were explored through the use of a literature review of relevant subject areas.  The primary data was gathered from a stratified random sample of 100 respondents using self-completed questionnaires, and a judgemental sample of 5 interviewees using semi-structured interviews.  The analysis of the data revealed that ICT is relied upon by employees to complete their work and is integral to service delivery and the pursuit of efficiency.  However, it isn’t being used consistently enough to be effective, as it lacks strategic direction and an appropriate support structure.  It has the potential to transform the methods of service delivery and enables electronic communication with other organisations.  Nonetheless, information security, governance and accuracy of information are a major concern, with successful implementation dependent upon change and project management skills combined with the development of an appropriate training programme and training plan.
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Introduction










1.1
Local Government

Within the United Kingdom (UK), local authorities (LAs) are public monopolies per se, and are owned, controlled, and held accountable by the Government through regulation, and by the electorate through elections.  They are non profit-making organisations that rely on income tax, national insurance and community charge to fund and provide a wide range of services for all its citizens, through social inclusion and equal opportunities, regardless of income, and are seen as a public good.  LAs are required by national legislation to provide these services, and in terms of both staff and expenditure, the major service providers are Education, Housing and Personal Social Services (PSS) which are known as the ‘personal group’ (Byrne, 2000).

The PSS works closely with the National Health Service, Education Service, Probation Service, Police and many other agencies across Government to provide essential services within the community to vulnerable adults, children, young people and their families. Those services originated in the nineteenth century through the Poor Law, however, it wasn’t until the National Assistance Act 1948 and the Children Act 1948 that the foundations for ‘social welfare’, and subsequently PSS, were embedded within LAs (Butcher, 2002).  In its present form, PSS dates from the Local Authority Social Services Act 1970 when it ‘leapt from the margins to the centre’ of social welfare (Younghusband, 1978).

In Wales, LAs are governed by the Welsh Assembly Government (WAG) which is accountable to the electorate through the structures and mechanisms of democracy.  As LAs are non-profit-making organisations, they are devoid of profit motives which stimulate private sector performance, and this generates a completely different relationship between service provider and customer.  However, policymakers have tried to mimic markets in the public sector but ‘this has proved to be impossible’ due to heavy regulation directly from WAG (Stacey and Griffin, 2006).
Nevertheless, the WAG is attempting to transform LAs by extending the quantity of services while improving their quality (WAG Making the Connections, 2004).  Information and Communication Technology (ICT) applications are at the heart of this policy, through delivering shared corporate services, e-procurement and e-government at a lower cost, therefore, releasing resources to front-line services (Gershon, 2004).  Within social care, the Chief Inspector for Social Services in Wales (2006) in his executive summary to the Health and Social Care Scrutiny Committee discussed the challenging agenda across all Social Services Departments (SSDs) to ensure ‘people in need of help receive high quality, appropriate and flexible services.’  Key to fulfilling this challenging agenda is the development and use of ICT to not only support service delivery but to enable future policy development through the capture of accurate performance management information (Cymru Ar-lein Review, 2004).
1.2
Information and Communication Technology
ICT is an acronym that stands for Information and Communication Technology, however, there is no universally accepted definition of ICT, with it having a wide range of terminology as its concepts, methods and applications constantly change (Senn, 1995).  Within the European Union, ICT is widely used in place of information technology (IT) to describe the ‘convergence of traditional information technology and telecommunications’ (Ward and Peppard 2002).  Within Wales, ICT is described as computer hardware/software, networking and the communications industry (Wales Information Society, 1998). 

Ward and Peppard (2002) contend that ‘most organisations in all sectors of industry, commerce and government are fundamentally dependent on their information systems.’  This is reflected within the Social Services Inspectorate for Wales’ document ‘Informing Social Care’ (SSIW Informing Social Care, 2004) which states: ‘information systems are now an integral part of the delivery arrangements for social care services and as such should be given a priority at least equal to the services they support.’  Information systems play an important role within business and have done so for a long time before the arrival of ICT.  However, the use of ICT to support information systems through processing, storing, delivering and sharing of information is essential to underpinning existing business operations as well as creating new business opportunities.

ICT is an important enabler of economic growth, social inclusion, efficient public sector services and is becoming increasingly important in today’s society (WAG Making the Connections, 2004).  ICT has increased the interaction at a social level between individuals, communities and the government, therefore playing an important role in making public sector services accessible, less fragmented and more efficient (Cymru Ar-lein Review, 2004).

ICT affects organisational design through allowing organisations to structure and employ the workforce differently than before, through job design, group working, telecommuting and mobile working (SSIW Informing Social Care, 2004).  Consequently, ICT is now seen by many as crucial in the pursuit of efficiency improvements, rationalisation and restructuring (Currie and Bryson, 1995), with these being key considerations within LAs.  However, LAs face huge political, structural and cultural challenges when implementing ICT, as these new types of working arrangements raise issues such as managerial control, deskilling, and resistance to change (Currie and Galliers, 2003).  
Over the last decade, implementation of ICT within social care across Wales has been seriously undermined by conflicting priorities within LAs and high profile ICT failures (SSIW Informing Social Care, 2004). As a consequence, the Minister for Health and Social Services discussed that the ‘recording, collection, sharing and use of high quality, accurate and complete information falls well below publicly and professionally acceptable standards’ (SSIW Informing Social Care, 2004).  Improvements have to be achieved while National and Regional Parliamentary legislation imposes greater statutory obligations on LAs such as balancing revenue and capital resources, with the requirement to achieve greater value for (WAG Making the Connections, 2004).   Nevertheless, ICT is seen by the WAG as integral to providing new ways of working and supporting service improvement within LAs, and as such is promoting its use to transform and modernise service delivery (WAG Making the Connections, 2004).
1.3
Aim and Objectives

It’s within this context that Neath Port Talbot County Borough Council’s (NPTCBC) SSD is required to demonstrate efficiency savings, through the use of ICT.  Therefore, this research will be analysing and evaluating ICT through the use of a case study into the implementation of the Integrated Children’s System (ICS).  The ICS is ‘one of a range of initiatives established by the WAG to promote effective interagency working and the early provision of services to children’ (WAG circular 21/2005).  It has been designed to help children’s services managers and practitioners improve outcomes for children and their families, by recording, collating, and analysing management information, required for day-to-day service planning.
Therefore, the aim of this research is ‘an evaluation of Information and Communication Technology within a Local Authority: A case study into the implementation of the Integrated Children’s System within Neath Port Talbot County Borough Council’s Social Services Department’.

Alongside this aim, the following objectives are followed:
· Analyse and evaluate the benefits of Information and Communication Technology to Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System

· Analyse and evaluate the need for Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System

· Analyse and evaluate the issues in relation to the use of Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System

· Recommend changes if needed to assist in the successful implementation of Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System

To guarantee the success of this research, it was essential to ensure that the aim and objectives set out above were considered.  The research commenced by reviewing key literature within Chapter 2, to provide the conceptual background on ICT and the delivery of modern local government social services.  Chapter 3 stemmed from the research question, to ensure the validity of design, administration and analysis were considered.  It was decided that self-completed questionnaires and semi-structured interviews were the most appropriate methods.  These provided triangulation, which overcame the potential bias and sterility of a single approach, and provided greater validity and reliability of a single approach.  Within Chapter 4, it was essential to create an argument to answer the research question positively or negatively, with chapter 5 concluding the research by synthesising all the information into broad theoretical conclusions and recommendations, while highlighting limitations and delimitations and issues for future research. 

2

Review of Literature






2.1
Introduction

This chapter will provide a critical review of literature from many sources to investigate the first objective:
· Analyse and evaluate the benefits of Information and Communication Technology to Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System

The chapter will commence with an investigation into United Kingdom Politics, Multi-level Government and Delivering Modern Local Government Social Services, which will be followed with a review of Information Communication and Technology and Transformational Government.

2.2
United Kingdom Politics, Multi-level Government and Delivering Modern Local Government Social Services

2.2.1
Politics

Political philosophy has been recorded for more than two thousand years, with philosophers such as Confucius, Plato and Aristotle and later Machiavelli, Hobbes, Locke, Mills and Marx recording their own unique viewpoint on the subject.  Today, there is still much debate, with Heywood (1997) describing politics as:

‘the activity through which people make, preserve and amend the general rules under which they live.’  (Heywood, 1997 p.410)
Mayne (1999) describes politics as the decision-making process within society through the interaction of decision makers and citizenry, with government the ‘principle institution’ within society which understands politics and deals with political matters.  

2.2.2
Government

Democracy and government within the UK is a relatively recent mechanism as it was regarded before the eighteenth century as ‘remote and essentially impractical form of government’, but today the UK system of government is seen as a ‘model of stability in a changing world’ (Leach et al., 2006).  Within the UK, there are many political ideologies on what government should or should not do, such as personal freedom through authoritarianism, liberalism or libertarianism; economic policy through command economy or laissez-faire; or left-right with communism at one extreme and capitalism at the other (Leach, 2002).  

The UK government regulates and administers areas such as trade, education, social welfare within a mixed economy which uses command and control as well as laissez-faire.  During the early part of the post-second world war period, there was support for state intervention to provide work, welfare ‘from the cradle to the grave’, however, during the 1970s the ‘new right’ challenged this dependency culture by allowing ‘free market forces’ to work (Dutton, 1997).  In allowing free market forces to work, the UK government did not replace public services as such, but it did allow elements of competition into the management of public services to improve its efficiency and effectiveness.  Nevertheless, the UK government still dominates policies and service provision directly, but today there is a wider multi-level context to governance, such as regional and local government (Leach et al., 2006). 

2.2.3
Regional Government

Constitutional change was high on the Labour parties agenda when elected in 1997, particularly devolution arrangements for Scotland and Wales (Flynn, 2007).  Today, Scotland has a parliament and Scottish Executive, while Wales has a legislative National Assembly for Wales (NAW) and an executive Welsh Assembly Government (WAG).  Between 1999 and 2007, the legislative NAW and its executive WAG could only develop and issue secondary legislation from primary legislative framework agreed at Westminster (Government of Wales Act, 2006).  However, in May 2007, separation between the NAW and WAG took effect under the Government of Wales Act 2006 which now enables the NAW to legislate in primary areas or fiscal powers (Government of Wales Act, 2006).

As a result, the NAW’s functions, including those of making subordinate legislation, transferred to Welsh Ministers and now clarifies the respective roles of the legislature and the executive which mirrors much more closely the relationship between the UK Government and Westminster and that between the Scottish Government and the Scottish Parliament.  Devolution has created an increasingly diverse and diverging public policy agenda across the UK which has enabled the WAG to fund, develop and implement policy for much of the public sector in Wales (Local Government Association, 2007).
2.2.4
Public Service
Public services have ‘politically defined goals’ and are ‘financed through taxation’ whereas the private sector follows free ‘market forces’ and are ‘financed through directly charging customers’ (Doherty and Horne, 2002).  There are three ‘key elements’ of public service which distinguish it from the private sector and these are: ‘public goods’ that benefit all people and not only those they are intended for, services are provided by ‘public employees in public buildings’ and the ‘motivations for good service are not themselves based on profit’ (Flynn, 2007).
Gaster and Squires (2003) emphasise the major difference between private and public services is ‘the question of motivation and underlying values’ while Pratchett and Wingfield (1994) argue that public sector workers genuinely enter the service to ‘serve’ the public.  Ackroyd et al. (2007) discuss that self- preservation arising from public sector reforms over the last twenty years has changed the serving ethos to one which can be perceived as selfish.  However, Lawton and Rose (1999) argue that it is unhelpful to adopt hard and fast definitions of public service, with the most widely accepted and important differences between public and private ownership being those of resource and accountability.  Nevertheless, the public service we see in the UK today is a result of dramatic change during the twentieth century from the early activities of defending of the realm and maintaining law and order, to the contemporary activities of increased involvement by the state in economic management and the greater involvement of local government (LG) and social welfare (Prowle, 2000).  

2.2.4
Local Government 

Local government as we know it today emerged across the UK during the late nineteenth century with the Local Government Act 1888 which created county councils and county boroughs (Doherty and Horne, 2002).  Further reforms in the 1890s divided counties into various lower-tier districts, which survived largely unchanged for most of the twentieth century until 1974 when large-scale reform took place through the Local Government Act 1972. This abolished county boroughs and created a uniform two-tier system within the UK, for example, the Act created a set of new counties within Wales (Prowle, 2000).  
The 1994 Local Government Act in Wales created the current LG structure of twenty-two unitary authorities which replaced the previous two-tier structure of eight LG counties and thirty-seven districts, which came into being from 1st April 1996.  LAs are funded by a combination of central government grants, council tax which is set locally based on house value, business rates, and fees and charges from services such as parking enforcement (Flynn, 2007). 

Elected councillors are responsible for making decisions on behalf of their local community about local services, agree the LA budget and set the policy framework as well as appointing chief officers and making constitutional decisions (Prowle, 2000).  Historically, LAs have had no split between legislature or executive with functions vested in the LA itself and then exercised by committees and officers, however, the Local Government Act 2000 required LAs in Wales to move to an executive-based system with a leader and a cabinet (Parry and Roll, 2007).

Councillors cannot do the work of the LA and are therefore responsible for the appointment and oversight of officers who are organised hierarchically in departments and are given the responsibility for planning and delivering services (Butcher, 2002).  Most senior officer positions within LAs are held by those who have qualifications in the activity undertaken by a particular department and as such LAs are referred to as ‘professional organisations’ (Stayner, 1976).  However, this role has come under serious challenge with the emergence within the public sector of a new paradigm ‘public management’ which has dramatically changed how LAs operate (Hughes, 2003).

The public management paradigm of achieving results and taking control with personal responsibility has moved away from traditional values and processes associated with public administration and the concept of following instructions and serving (Leach et al., 2006).  However, Wilson (2003) argues that there has been too much reform within LAs and that managerial capacity has deteriorated, with many questions being asked about public management’s accountability and ethics, with Wilson and Game (2002) arguing that LAs have far less discretion and effective control than they used to.  Nevertheless, Cong and Pandya (2003) maintain that public management advantages of higher contractual transparency and services produced at a lower cost, far outweigh the disadvantages of decreased trust, increased transactional costs and negativity on political democracy.

2.2.5
Social Services

The welfare state was created in 1945 by the Labour government which replaced the do-gooder’ with professional administrators and experts’ (Butcher, 2002).  This was seen as a deliberate move away from the provision of welfare services by the voluntary and charitable organisations which had formed the basis of welfare provision during the nineteenth and early twentieth centuries (Doherty and Horne, 2002).  Today, the SSD provides a range of care and support services to children, families and vulnerable adults (Hampton, 1991).  This accounts for nearly £12 billion of LG expenditure in England and Wales (Local Government Association, 2007), with professionally qualified employees such as social workers holding the majority of senior positions (Butcher, 2002).
Stayner (1976) argues that such professionalism will lead to ‘tunnel vision’ and the problems associated with this, such as ‘satisfying the aspirations’ of professionals rather than the needs of the community.  Nevertheless, Butcher (2002) argues that LG is moving away from this tunnel vision model to one which puts the ‘social, economic and physical well-being’ of the community as a whole at the centre, with Laughlin (2002) discussing that management values and priorities have or will very soon ‘colonise professional work.’  However, Ackroyd et al. (2007) argue that within social services there is a ‘slow, contested piecemeal nature of change’ as ‘professional values and work practices remained entrenched’ with a general unwillingness of ‘professionals to engage with the new management.’
2.2.6
Modernising Local Government

Since the late 1970s when the post-war consensus on the Welfare State broke down, there has been no clear agreement about the ‘political thinking shaping the nature, size and content and value of public services’ (Gaster and Squires, 2003).  In 1997, the elected Labour Party set about to ‘modernise’ LG which it saw as ‘too bureaucratic, too professionally dominated and in some cases self-interested’ (Flynn 2007).  This resulted in Sir Peter Gershon (2004) in his report ‘releasing resources to the front line’, highlighting areas of over expenditure and inefficiency within LG, and recommending how best to resolve these issues through encouraging collaborative working, streamlining services, minimising / eliminating duplication and providing e-government solutions.
E-governance has long been on the governments agenda and is discussed within the vision chapter of the Modernising Government White Paper (Local Government, 1999):

‘Information technology is revolutionising our lives, including the way we work, the way we communicate and the way we learn.  (Modernising Government White Paper 1999, para. 1.2)

This is reiterated by Prowle (2000) who discusses one of the governments key messages contained in the Modernising Government White Paper (Local Government, 1999) is the ‘role for IT in transforming the methods of service delivery.’
2.2.7
Summary

Politics affects all people’s lives and within the UK the national government is the principle institution within society which deals with political matters.  While within Wales, devolution has created a diverse and diverging public policy agenda which has enabled the WAG to implement policy for much of the public sector.  This transformation is set against a dependency culture which is being challenged by the promotion of the free market. This hasn’t been completely replaced, but within the public sector the landscape is changing through the use of competition and management of public services.  This change has particularly been felt within LG SSDs, with the emergence of public management and its characteristics of efficiency and performance management through objectives, which is replacing public administration and its professionally entrenched bureaucracy.  Consequently, the current Labour Party has embraced this public management philosophy, resulting in its modernisation programme of LG, with ICT being viewed as the key enabler to its success.  

2.3
Information and Communication Technology, and Transformational Government

2.3.1
Information Systems and Information Technology

At this point, it is important to understand the term information system and its distinction from (IT) as both terms are often interchangeable. The term information system has many meanings, however, for this review ‘information and data handling activities in human organisations’ will be used (Avgerou and Cornford, 1998).  Beynon-Davies (2002) defines information systems as:

‘systems involved in gathering, processing, distribution and use of information.’  (Beynon-Davies, 2002 p.4)
The expression information system is sometimes used in error to describe computer-based information systems, which is only the IT component of an information system.  Ward and Peppard (2002) argue that ‘most organisations in all sectors of industry, commerce and government are fundamentally dependent on their information systems.’  Information systems play an important role within business and have done so for a long time before the arrival of IT and many organisations still use information systems without the support of IT (Beynon-Davies, 2002).  However, the use of IT to support information systems is now seen as essential to underpinning existing business operations and creating new business opportunities (Cymru Ar-lein Review, 2004).

Today, business processes are increasingly dependent upon information systems and are now using IT to ‘re-engineer’ those processes to enable ‘compression, co-ordination, integration, automation and communication’ (Davenport and Short, 1990).  Avgerou and Cornford (1998) contend:
‘Modern organisations, both commercial businesses and other forms of administration, devote a great deal of attention to how they set about capturing, storing and processing the information that they use in their operations and to inform their management decision making.  In doing this they have come to rely more and more on the use of computers and telecommunications.’  (Avgerou and Cornford, 1998 p.5)

To improve efficiency and effectiveness within organisations today, information systems rely on the components which make up IT, namely ‘hardware, software, data and communications technology’ (Beynon-Davies, 2002).  IT is described by Ward and Peppard (2002) as:

‘technology, essentially hardware, software and telecommunications networks.’  (Ward and Peppard, 2002 p.3)

While, Beynon-Davies (2002) describes IT as:

‘technology used to support information gathering, processing, distribution and use.” (Beynon-Davies, 2002 p.584)

However, the development of information systems ‘extends far beyond the engineering of a computer application’, it requires the restructuring of the very fabric of the organisation as well as viewing technology transfer in its broadest sense to plan or design organisational and social change (Avgerou and Cornford, 1998).

Consequently, information systems and IT support business strategy, with 90 per cent of organisational strategic thinking going into ‘what is required to support business strategy’, with little thought given to ‘what opportunities for doing business differently are presented by information technology’ (Currie and Galliers, 2003).  Hamel and Prahalad (1994) argue there should be one integrated ‘information business strategy’ which in itself is a ‘statement of intent about the future’ and includes both the support and opportunity components.  However, Ward and Peppard (2002) argue that ‘IT is not the business strategy’ with Rangan and Adner (2001) discussing the ‘hype of new technology’ and the key strategy to achieve and sustain profitable growth being ‘product advantage and production advantage.’
Barba-Sanchez et al. (2007) argue that ‘technology drives change, and change demands technology’ with Johnson and Scholes (2001) discussing the opportunities IT provides to ‘deliver services in new ways’ such as to ‘routinise some services and deal with clients more remotely.’  However, introducing technology without changing working practices will have little impact, will be harder to sustain long term and may not be as effective or efficient (Cymru Ar-lein Review, 2004).
IT has the potential to transform relationships between citizens and public services and how those public services are delivered as well as ‘transforming information management in public services (Jones and Williams, 2006).  IT affects managerial control mechanisms which have been created to ensure work is done properly, on time and to budget, through activities such as monitoring and evaluation (Pearlson, 2001).  However, Slack et al. (2004) argue that the main constraints in applying IT are organisational and operational issues as ‘managers are unsure how best to use the potential of technology’, with Isaac-Henry (1997) discussing management weaknesses as one of the obstacles to successful implementation of IT within the public sector.  

Recently, it has become popular to broaden the term IT to include the term ICT which describes the ‘convergence of traditional information technology and telecommunication’ (Ward and Peppard, 2002).
2.3.2
Information and Communication Technology

There is no universally accepted definition of ICT and it has had a wide range of terminology due to its concepts, methods and applications constantly evolving, with the use of phrases such as information systems, electronic data processing, IT, data communication, multimedia and informatics (Senn, 1995).  Cymru Ar-lein Review (2004) describes ICT as:
‘any technology that is used to communicate, provide or find information.’  (Cymru Ar-lein Review, 2004 p.3)

Ward and Peppard (2002) describe ICT as the ‘convergence of traditional information technology and telecommunications’, while the Wales Information Society (1998) describe ICT as computer hardware / software, networking and the communications industry. 

ICT has revolutionised life, brought prosperity to many and transformed how individuals interact with organisations (Jones and Williams, 2005).  ICT enables businesses to become competitive in the digital economy as it provides efficient access to markets, information and supply chains which in turn generate growth, reduces business costs and improves productivity (Barba-Sanchez et al., 2007).  ICT use through integration into procedures, structures and products is widespread throughout business, government and the community, as it is seen as an essential tool in the efficient administration of an organisation and the delivery of services to clients (Schware, 2003).

ICT affects organisational design by allowing organisations to structure and employ the workforce differently than before, as well as affecting managerial control through the interaction between the organisation and ICT (Ward and Peppard, 2002).  ICT brings new types of work and working arrangements such as job design, group working and mobile working (SSIW Informing Social Care, 2004), and allows an organisation to exploit internal and external linkages between activities through new information flows (Porter and Millar, 1985).  Therefore, it enhances the organisations ability to coordinate activities with business units within their organisation or other organisations which are physically separate (Prasad et al, 2001).  However, lack of funding and poor business cases are hindering the adoption of ICT within many LAs with many projects ‘struggling to get beyond the pilot stage’ (McCue, 2006).

Hughes (2003) discusses the reconceptualisation of the very way bureaucracies work’ through the use of the Internet and larger, tailored databases.  ICT modifies and changes traditional processes and practices within an organisation which affects both ‘individual and collective organisational behaviour’ (Syvajarvi et al., 2005).  However, Currie and Galliers (2003) emphasise that employees such as clerical and professional workers are affected differently by ICT, which raises issues of not only deskilling and resistance to change, but also the challenges from new types of working arrangements such as mobile and flexible working.  

Currie and Bryson (1995), argue that ICT is now seen by many as crucial in the pursuit of efficiency improvements, rationalisation, restructuring and addressing the expectations of customers. However, LAs face huge social, political, structural, cultural and environmental challenges when implementing ICT, such as resistance to change, financing and ethics (Jose et al., 2003), with  Syvajarvi et al. (2005) arguing that human resource management issues such as ‘work design and human activity’ also need to be considered.  Nonetheless, Wyatt (2000) argues that developing ICT within public services may be achieved if ‘users are aware of the technology and system builders are aware of the social relations of the users.’  
Uncoordinated and disorganised management of ICT projects are prevalent within the public sector (Isaac-Henry, 1997), with Jones and Williams (2005) arguing that the efficiencies and benefits to customers through the use of ICT are not being realised within the public service due to senior managers and front-line staff not seeing the benefits of ICT as ‘integral to future reforms.’  Corrigan and Joyce (2000) emphasise that these deficiencies are the result of habitual public administration, and if ICT was to be introduced as a simple addition to existing systems and processes then it will have little effect on service provision or strategic change.  Nevertheless, ICT has the potential, if managed correctly, to ‘stimulate business process improvement and change within the public sector’ and this can be achieved through streamlining activities and providing access to up-to-date service user information (Cymru Ar-lein Review, 2004).

While ICT within the public sector has moved from ‘the sidelines to the centre of debates about the future shape of public services’, it continues to lag behind the private sector (Jones and Williams, 2006).  Therefore, the public sector must change as society expects the same level of personalisation, choice, speed and access as provided by the private sector (Connecting the UK – National Digital Strategy, 2005). Nevertheless, the relationship and interface between government and citizens is changing with the use of ICT to ‘re-engineer’ processes within government, to delivery services, and this is now commonly referred to as ‘electronic government’ or ‘e-government’ (Beynon-Davies, 2002).

2.3.3
Electronic Government

Holmes (2001) describes e-government as:

‘the use of information technology, in particular the Internet, to deliver public services in a much more convenient, customer-orientated, cost-effective, and altogether different and better way.’  (Holmes, 2001 p.2)

While, Cymru Ar-lein Review (2004) describes e-government occurring:

‘when governments use ICT to communicate, share, retrieve or provide information or services to/from other governmental bodies, businesses, voluntary sector organisations, individuals or groups of citizens.’  (Cymru Ar-lein Review, 2004 p.3)
Until the end of the twentieth century, the public sector was the leader in the use of technology and as a result the public administration model grew and thrived on inventions such as the typewriter and the telephone, as this type of technology was ‘perfectly suited to the principles of bureaucracy’ (Hughes, 2003). However, Osborne and Gaebler (1993) argue that during the ‘knowledge-intensive society and economy’ of the 1990s bureaucracies, designed earlier in the century, ‘simply did not function’, resulting in, as described by Seneviratne (1999), a change in the ‘public sectors conservative approach to its use of ICT.’  This is confirmed by Kamarck (2000) who maintains the information revolution created a:
‘demand for governmental reform simply by exacerbating the distance in performance between the private sector and the public sector.’  (Kamarck, 2000 p.234)

The pioneering work within the private sector towards ICT ‘led to demands for government to do the same’, which laid the foundations for e-government (OECD, 1998a).  Bellamy and Taylor (1998) make comparisons between the e-government agenda for change and the public management agenda for change.  While Hughes (2003) argues that bureaucracy across the public sector will change as processes and procedures such as electronic record keeping, home working and call centre arrangements will become the norm.  However, Voss (2000) argues that ICT only reinforces the change; it does not determine it.
Jones and Williams (2006) discuss e-governance and its use of ICT to transform public service delivery is not on the ‘periphery of public sector reforms’; it’s ‘at its heart’.  ICT has enabled the public sector to reinvent itself, such as every public servants desk having a computer, which was foreseen as a possibility in the early 1990s, but now is becoming a reality (Economist, 2000).  Therefore, ICT applications are at the centre of the WAG’s policy to enable operating costs to be reduced, through not only LAs sharing services, but also delivering e-procurement and e-government (Making the Connections: Delivering Better Services for Wales, 2004).  Nevertheless, Walker (2007) argues that shared services are yesterday’s news and as a project, it has ‘sunk without a trace”’ with Hadfield (2007) arguing the best savings an LA can make are through sharing services ‘within their own organisations.’
Over the last decade, implementation of ICT within social care across Wales has been seriously undermined by conflicting priorities within LAs, and high profile and well publicised ICT failures, such as Swansea City Council’s approach and apparent failure to ‘apply key principles of IT management’ (Clark, 2007).  Wanless (2002) argues that raising the standards in health and social care must be supported with ‘reliable and rounded performance information’ which requires an overhaul of information systems and the adoption of longer term strategies.  However, poor information keeping and communications between care professionals have been highlighted in recent public reports (e.g. Bristol Royal Infirmary, Alder Hey, the Shipman case and the Victoria Climbiè Inquiry).  Consequently, The SSIW’s Informing Social Care (2004) highlights the collection, recording, sharing and use of accurate information falls well below acceptable standards.  Key to fulfilling this challenging agenda is the development and use of ICT through modernisation programmes to not only support service delivery but to enable future policy development (Cymru Ar-lein Review, 2004).
Therefore, to meet this challenging agenda within Children’s Social Services, the conceptual framework and practice tool known as the Integrated Children’s System (ICS) was developed by the Department for Education and Skills and the Welsh Assembly Government.  Its key aim is to enable front-line social care workers to record, collate, analyse and output information through the use of ICT (WAG [ICS Consultation Document], 2003). The ICS will ultimately form the basis of an electronic social care record (ESCR) for children (Department of Health, 2003).

2.3.4
Electronic Social Care Record

The majority of SSDs across Wales depend on ‘paper-based records’ and there is an urgent need to incorporate ICT into their ‘day-to-day operations’ (SSIW Informing Social Care, 2004).  Service users and customers expect good consistent public services and electronic records can support this by enhancing the ‘responsiveness of services’ through the collection, collation, provision and sharing of relevant information contained in one place, which can be accessed remotely 24 hours a day, 7 days a week (Department of Health, 2003). Nevertheless, Corrigan and Joyce (2000) argue that ‘ICT on its own will achieve disappointing gains for the public in terms of responsive services’ and what is needed is a ‘substantial re-engineering’ of the relationship between the public sector and its customers.
ESCRs can far easier integrate the latest information about service users which can be used to support performance management and research processes (SSIW Informing Social Care, 2004).  Nevertheless, confidentiality, privacy and ethics must be of paramount importance when developing such a record, with information only being made available to those who need it, through applying nationally defined information governance standards such as Caldicot (1997), Data Protection Act (1998) and Freedom of Information Act (2000).  A key element in the development of the ESCR is the ICS, which will provide a comprehensive case record for children receiving social care (WAG Circular 21/2005).

2.3.5
Integrated Children’s System

There has been significant change in the delivery of social care over the last few years, influenced by national priorities such as the Children Act (2004), and in response to findings of inspections, research and inquiries, such as the Bichard Inquiry (2004) resulting from the Soham murders and the Victoria Climbiè Inquiry (2003).  These findings have demonstrated the need for a system to record the facts and events within a child’s life, which can be easily retrieved, shared and understood by all involved agencies and interested parties (Every Child Matters, 2007).  The ICS is one such system and is described within the WAG circular 21/2005 as:

‘one of a range of initiatives established by the WAG to promote effective interagency working and the early provision of services to children’ (WAG Circular 21/2005, p.2).

The successful delivery of the ICS is fundamental to ‘realising the vision for the future of social care delivery’ and has been designed to help children’s services social work practitioners and managers improve outcomes for children and their families through the provision of ICT (SSIW Informing Social Care, 2004).  Smallwood (2005) argues that the ICS is ‘not a specific computer system’ but a conceptual framework which comprises of three main elements (i.e. Assessment Framework, the Core Data Requirements and the ICS exemplars).  Nevertheless, the key requirement of the ICS is that it should be implemented ‘electronically’ within an ICT system (WAG Consultation Document, 2003a).

The WAG consultation document (2003a) established the ICS business requirements, with the main requirement being the implementation of an IT-based system by each LA within Wales by the 31st December 2006.  However, this date was extended to the 31st December 2007 as the initial timescale was too ambitious (WAG Circular, 37/2007).  Jones and Williams (2006) suggest that:

‘government ICT projects have been insufficiently piloted before being rolled out, are over complex in design, ignore the advice of staff using the system, and try to solve too many problems at once.’  (Jones and Williams, 2006, p.17)
Therefore, to aid in the implementation of the ICS, the WAG along with the Department for Education and Skills funded two pilot projects to support its initial evaluation of its impact, use and effectiveness (WAG Circular 21/2005).  NPTCBC was one of only four authorities chosen across the UK to take part in the first pilot project (WAG ICS Steering Group meeting, 2002).  The four pilot authorities approach to delivering IT solutions varied, from the use of major IT software houses to LAs using their own in-house IT specialists (WAG Briefing Paper No 6, 2002).  The in-house approach was the preferred option within NPTCBC, as management felt the current IT system could meet the authority’s needs much more closely (WAG ICS Steering Group Meeting, 2002).  

WAG Briefing Paper No. 7 (2005) recommends a structured approach to project managing the implementation of the ICS, with Kearney (1990) suggesting organisations should appoint organisational managers and not IT specialists to lead projects.  Consequently, NPTCBC appointed the project lead from management within their organisation who had experience and expertise of managing business requirements for social care IT systems, as well as having strong links with the in-house IT provider (NPTCBC CSMG Minutes, 2002).  However, the role of the ICS project manager was in addition to the day job, which is in complete contrast of the findings contained within the WAG briefing Paper No. 7 (2005).

To enable the ICS to work, there are fundamental technical requirements which need addressing such as the choice of hardware and software, the numbers and types of users, as well as the type of user interface (WAG Circular 21/2005).  LAs would need to review their ICT systems and associated social work processes to ensure features such as searches, case management displays, cloning facilities and alerts and warnings are incorporated into the ICS IT System (WAG Briefing Paper No. 7, 2005).  All of these requirements need significant investment to upgrade the infrastructure, to enable front-line social work practitioners, managers and partner agencies access to a computer (WAG ICS Progress Report, 2004).  Smallwood (2005) estimated that the cost of implementing the ICS was around £1m for each LA with many LAs feeling they lacked ‘capacity to implement ICS’ without additional resources.  The WAG made a small provision for additional funding through the priority use of Children First Funding as well as additional funding from the Social Services Performance Management Development Fund Special Grant (Neath Port Talbot County Borough Council Children, Young People and Education Cabinet Board Report, 2005).
SSIW’s Informing Social Care (2004) discusses the use of ICT to support social work practitioners as central to the development of the ICS, with Prowle (2000) providing examples of how ICT developments can facilitate service improvement within social care, through the provision of good quality information for social workers.  However, Smallwood (2005) argues social work practitioners find the ICS ‘forms and workflow approach frustrating’ as they are based on an ‘orderly progression through a series of activities and set timescales.’  Consequently, a number of LAs are using a model where social workers are ‘writing forms and administration inputting the data’ which goes against the whole ethos of ICS (WAG Briefing Paper No. 7, 2005).  Nevertheless, social workers in general are becoming ‘much more proactive in pursuing technical solutions’ and no longer view or expect administrative staff to input data (Smallwood, 2005).

The ICS involves a single approach to recording, collating and analysing management information required for day-to-day service planning and commissioning (Smallwood, 2005).  As such, management information is seen as a key requirement of the ICS to enable team managers and senior managers to output basic statistics for the activity of their teams, as well as providing a true reflection of activity linked to key performance indicators required by the WAG (WAG Circular 21/2005).  In addition, management information generated from the ICS enables social workers and managers to cost, plan and monitor service quality, to provide better services to service users (WAG ICS Consultation Document, 2003).

Management information generated from the ICS also provides an opportunity to review and simplify existing business processes as well as improving practice by highlighting ‘areas of strong practice and the nature and extent of existing practice weaknesses’ (WAG Briefing Paper No. 7, 2005).  Smallwood (2005) goes further and discusses how the ICS can monitor workflow to not only ensure ‘consistency and efficiency of approach’ but also provide efficiency savings on such things as paper storage and ultimately on staff time.  However, to provide these efficiencies the ICS would need an appropriate structure to not only support the change in working practices but to also consolidate the changes (WAG ICS Progress Report, 2004). Nevertheless, when incorporating these changes to practice and the ICS, key processes should be mapped by those with an ‘understanding of social work practice or access to professional advice’ (WAG ICS Progress Report, 2004).  

Information sharing is one of the key features of the ICS as it ‘facilitates better working together’ between organisations through the use of the common framework (WAG Circular 21/2005). ICS was initially developed as a ‘single agency system’, however, due to the pace of change within children’s services; it is now regarded as interagency (Smallwood, 2005).  However, several agencies still view the ICS as ‘purely social services’, and work is required to involve those agencies in its implementation (WAG Briefing Paper No 7, (2005).  

The ICS enables LAs and other agencies involved with children and young people to work closer together and share information consistently (WAG ICS Consultation Document, 2003).  However, this raises the major issue of information governance within agencies, with a requirement that all agencies ensure sensitive information is protected by introducing robust system security and protocols between agencies (SSIW Informing Social Care, 2004).  Subsequently, Safeguarding Children: Working Together for Positive Outcomes (Department for Education and Skills, 2004) was introduced to assist social work practitioners and managers to ‘understand the legal and ethical’ considerations of information sharing, with further additional guidance on ‘confidentiality and information sharing’ provided through the Wales Accord on the Sharing of Personal Information (2007).

A major issue to fully implementing the ICS within social care is ICT training of professional social work staff in both operational tasks and management analysis (WAG Briefing Paper No. 7, 2005).  However, with the general rise in IT literacy within the UK, lack of keyboard skills and general ‘technophobia’ cannot be blamed for inhibiting effective use of ICT by social work practitioners (SSIW Informing Social Care, 2004).  Nevertheless, ICS implementation training should not only focus on basic IT skills, but will require revising ‘existing professional training’ (Smallwood, 2005).  Doherty and Horne (2002) suggest that individuals who have the necessary influence combined with good IT skills within an organisation could be used to ‘champion’ its IT development and successfully integrate it within the organisation. However, in order to secure the full benefits of training, it must be planned and executed correctly (Mullins, 2005).
One of the major concerns involving the implementation of ICT within any organisation is managing the change issues, as managers tend to ‘focus on their innovation’ rather than how the culture would react to that innovation (Senge et al., 1999).  Smallwood (2005) suggests implementing the ICS will inevitably involve changes in roles and responsibilities for both social work practitioners and administrative staff alike.  Therefore, to support ICS changes, LAs should involve all staff, at all levels, demonstrate clear leadership and ensure technical and administrative arrangements are in place from its inception (ICS Progress Report, 2004).  Change management is the ‘top concern’ for IT directors, with a contributory factor being a lack of ‘leadership skill’ in this area (Ashford, 2007).  Therefore, to ensure change is managed effectively, it must have leadership and strong management from the outset, and a clear action plan to ensure that all identified actions are followed and implemented (Smallwood, 2005).

Jones and Williams (2006) argue that managers within the public service continue to not listen to staff when designing and developing ICT projects and what is needed is the development of an effective communication strategy through staff engagement. Subsequently, the major underlying reason for employee resistance to change is the way an organisation develops and deploys its communication strategy (Johnson et al., 2005).  The WAG ICS Progress Report (2004) suggests that ‘staff at all levels’ within an LA should be aware of the ‘reasons for change’, their ‘role within the change’ and ‘how the change will be achieved.’  Nevertheless, changing a culture is difficult, and changing a culture piecemeal in an uncoordinated way is unlikely to have any long-term effect, especially within ‘professional organisations’ that rely on professional judgement and do not ‘take orders from management’ (Wilson and Greaves, 2002).  

2.3.6
Summary

Information systems are seen today as important as the services they support and with the advent of IT organisations are becoming increasingly dependent upon their use to re-engineer processes to capture, store and process information to better inform operations and management.  Nevertheless, the development of information systems requires restructuring of the very fabric of the organisation with the use of information business strategy to consider opportunities to do business differently and ultimately achieve greater efficiency and effectiveness.  IT can aid managerial control enabling monitoring and evaluation of activities, however, with it brings managerial weaknesses in applying this new innovative technology.  With the introduction of ICT, traditional processes and practices can be altered further to become more competitive, efficient and effective.

However, as with all change, ICT brings with it huge social, political, structural, cultural and environmental challenges, especially within the public sector, with managerial and project management skills being key to its smooth transition.  To champion this agenda for change within the public service, e-government was established and has been used as a powerful tool for change and empowerment for both public service staff and citizens alike.  The ICS is one such public sector change which requires sophisticated project management skills to integrate both professional practice and ICT into a seamless system.  However, the introduction of ICT without changed working practices and vice versa will have little impact within an organisation and it will be much harder to sustain the change in the long term.  ICT alone will not transform the public sector, it permits and facilitates change and makes possible new ways of working, but is only effective if it is combined with innovation, leadership, governance and ethics.

3

Methodology



3.1
Research Rationale

There has been significant change in the delivery of social care over a number of years, influenced by national priorities such as the Children Act (2004) and in response to findings of inspections, research and inquiries such as the Bichard Inquiry (2004) resulting from the Soham murders, and the Victoria Climbiè Inquiry (2003) (Smallwood, 2005).  These findings have demonstrated the need for a system to record the facts and events within a child’s life, which can be easily retrieved, shared and understood by all interested parties (Every Child Matters Website, 2007).

The ICS is one such system which has been designed to help social work practitioners and managers improve outcomes for children and their families through the provision of ICT (SSIW Informing Social Care, 2004).  It is hoped by undertaking this case study into the implementation of the ICS within NPTCBC SSD, the need and benefits of ICT will be analysed and evaluated to assist future implementation of ICT within the Directorate.

3.2
Research Aims and Objectives

This research aims to analyse and evaluate the benefit of, and the need for Information and Communication Technology within NPTCBC SSD.  Thus the title for this research proposal is:

· An evaluation of Information and Communication Technology within a Local Authority: A case study into the implementation of the Integrated Children’s System within Neath Port Talbot County Borough Council’s social Services Department.

Alongside the aim the following objectives will be considered to measure achievement:
· Analyse and evaluate the benefits of Information and Communication Technology to Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System

· Analyse and evaluate the need for Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System

· Analyse and evaluate the issues in relation to the use of Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System

This research is reliant upon both primary and secondary sources, and contains a literature review of relevant subject areas, combined with the results of interviews and questionnaires.

3.3
Research Paradigm

Marshall (1995) defines research as:
‘studying something at a deeper level so that we can explain it and predict its behaviours.’  (Marshall, 1995, p.9)

Jankowicz (2000) suggests there are many methods available to collect and analyse data, with successful research consisting of both primary and secondary data.  Collis and Hussey (2003) describe primary data as data collected at source from interviews and questionnaires, and secondary data in the form of a literature review.

Saunders et al. (2006) suggest there are two main research paradigms (i.e. ‘positivistic’ and ‘phenomenological’, with Creswell (1994) referring to the positivistic paradigm as ‘quantitative’ and the phenomenological as ‘qualitative’.  Collis and Hussey (2003) describe the positivist paradigm approach as seeking ‘the facts or causes of social phenomena with little regard to the subjective state’, whereas the phenomenological paradigm is concerned with ‘understanding human behaviour.’
A positivist approach assumes the researcher ‘does not influence, or is not influenced by the subject of research’ (Remenyi, 1998). Whilst, Galliers and Leidner (2003) suggest that such an approach is ‘like one in natural science; value free, objective and measurable, with great emphasis being placed on producing quantifiable observations that aid statistical analysis’, therefore, the research is independent and objective.  Conversely, a phenomenological approach is ‘understanding human behaviour from the participants own frame of reference’ and focuses on the ‘meaning, rather than the measurement, of social phenomena’ (Collis and Hussey, 2003).

Each paradigm is widely criticised by those advocating the other, with the positivist approach being criticised for being too simplistic and not allowing for a changing environment, whereas, the phenomenological approach is criticised for generalising theories, small survey samples and is open to bias (Collis and Hussey, 2003).   As such, to take a broader and complementary view of this research project, both positivist and phenomenological paradigms were chosen.  This mixing of methodologies enabled firstly the collection of quantitative data through the use of questionnaires, and secondly provided a qualitative insight through the use of in-depth semi-structured interviews (Saunders et al., 2006). 

3.4
Research Methodology

In formulating the research methodology it is important not to construct ‘neat boxes in which to categorise the approaches, strategies and methods’ but to agree its appropriateness with regard to the research aim and objectives (Saunders et al., 2006).  Jarratt (1996) suggests that a combination of both qualitative and quantitative approaches will combine not only discovery and verification but also validity and reliability.  

The methodology used within this research project was a ‘case study’ which is described by Saunders et al. (2006) as an:

‘empirical investigation of a particular contemporary phenomenon within its real life context, using multiple sources of evidence.’ (Saunders et al. 2006, p.491)

Collis and Hussey (2003) discuss the case study approach as a phenomenological methodology which uses ‘a single unit of analysis, such as a company or a group of workers, an event, a process or even an individual.’ However, Collis and Hussey (2003) discuss the unit of analysis as having a ‘history’ and a ‘future’ which will influence the understanding of the present, therefore, making it vital to comprehend ‘what went on before and what may follow.’  Nevertheless, Jankowicz (2000) suggests that case studies are an excellent way to recommend improvements to an organisation as they allow for conclusions to be drawn up about an organisation.

Within this research project, the single unit of analysis was the event of implementing the ICS, and the case study used was ‘experimental’ as this ‘examines the difficulties in implementing new procedures and techniques in an organisation and evaluating the benefits’ (Scapens, 1990). The case study drew upon both qualitative and quantitative methods through the use of interviews and questionnaires (Yin, 2003). 

3.5
Collecting Primary Data

Many research projects use more than one ‘data collection method’, however, a method is not necessarily ‘phenomenological or positivistic by its label or how it is used (Collis and Hussey, 2003). Therefore, this research project used multiple methods to collect primary data.

3.5.1
Defining the Population

Within this case study the population of the LA was not of a manageable size, therefore, a ‘sample’ of senior managers (SM) for in-depth interviews and social workers and business support workers (SW&BSW) for the completion of questionnaires were selected from the SSD (Saunders et al., 2006).  

3.5.2
The Sample Frame

The sampling frame for the questionnaires was formed from the ‘population’ of the SW&BSWs within the Directorate using ‘stratified random sampling’ (Collis and Hussey, 2003).  This enabled the population to be divided into subgroups equally according to their per centage within the frame, and thereafter, sub-samples were chosen at random in an unbiased way within each subgroup (see Figure 1).  These sub-samples were large enough, to not only nullify the extreme members of the sampling frame from having an adverse affect on the results, but also to satisfy the aims and objectives of the research (Saunders et al., 2006).

	Figure 1 – Stratified Sampling
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(Collis and Hussey, 2003 p.157)

The sample frame for the interviews used ‘judgemental sampling’ as the interviewees were selected on the ‘strength of their experience’ of the subject matter and their ability to answer the research question, prior to the commencement of the research project (Collis and Hussey, 2003).  This particular method is best used when working with small samples, particularly case studies, where cases are informative (Saunders et al., 2006).
3.5.3
The Sample Size

Czaja and Blair (1996) argue there is no simple question of what should be the sample size as there are a variety of factors which impact upon its size.  Marshall (1997) discusses such factors as the level of precision required, estimates of response levels, variability of data, time and cost restraints and the size of the population.  The need to obtain a meaningful level of return had to be balanced between cost, the need for accuracy and the culture of non-compliance within the Directorate (Kervin 1992).  Therefore, a sample size of 100 SW&BSW was adopted for the questionnaires (see Figure 1) and sample size of 5 senior managers (SMs) was adopted for the interviews.

3.6
Research Instruments

Manstead and Sermin (1998) stress the importance of taking time to consider the use of an appropriate research instrument to achieve the best outcome, therefore attaining a correct design structure is an integral part of the research.  There are both advantages and disadvantages to using qualitative and quantitative approaches to collecting data, from the relative ease of collecting data through quantitative methods, to providing real analysis and interpretation through qualitative methods, however, more importantly, it’s the way the methods are used which is the critical point (Collis and Hussey, 2003).

3.6.1
Questionnaires

Oppenheim (1996) argues that questionnaires are an effective way of collecting relevant data for ‘case study’ research, with Kervin (1999) describing questionnaires as ‘the person answering the question actually recording their own answers’ (Kervin, 1999).

There are many advantages to using questionnaires, such as ease of analysis, reliability, accuracy, large scale sampling, immediate data collection, inexpensive, unbiased and the process can be replicated at a later date (Scrimshaw, 1993).  However, disadvantages such as, low response rates, non- response bias, limitations to undertaking further probing and the difficulty in dealing with sensitive topics must be considered (Zikmund, 2000).  
Care must also be taken during questionnaire design with issues such as the ‘structure of the questionnaire, and the rigour of your pilot testing’, as these will inevitably affect the reliability and validity of the data (Saunders et al., 2006).  Nevertheless, DeVaus (2002) suggests that questionnaires, if carefully engineered, can provide greater depth of analysis

3.6.2
Interviews

Moser and Kalton (1971) define interviews as:

‘a conversation between an interviewer and respondent for the purpose of, eliciting information from the respondent.’ (Moser and Kalton, 1971 p.271)
Interviews are associated with both ‘positivist and phenomenological’ methodologies, and are an effective method of collecting data by allowing the interviewer to obtain in-depth answers from the participant (Cooper and Schindler, 2001).

There are many advantages to using interviews within research, such as their adaptability, answers easy to compare, greater depth to questioning and valid and reliable results (Bell, 1999).  Saunders et al., (2006) suggest that the participants response at interview can be developed and clarified, thus allowing the interviewer to extract more detailed information.   Collis and Hussey (2003) argue that interviews allow for qualitative data to be gathered by using small samples which allows for data to be rich and subjective. However, potential problems may arise through bias, short term memory theory, time restraints and expense.

Not all interviews are the same, with Coghlan and Brannick (2001) discussing the use of four different types of interviews to gather data, i.e. focused interviews which look at the subject’s responses to a known situation, non-directed interviews where there is minimal direction and the participant is free to express his/her subject feelings, structured interviews where content and procedures are organised in advance, and semi-structured interviews which allow for greater flexibility and freedom when answering questions.  However, it is important when adopting an interview approach to consider all types and choose the most appropriate for the research being undertaken (Easterby-Smith et al., 2002).  

3.7
Chosen Methods

A ‘multi-method’ approach was chosen, with the use of semi-structured interviews and self-completed postal questionnaires, which enabled not only to determine participants’ attitudes but also to explore and understand those attitudes (Saunders et al., 2006).

3.7.1
Semi-structured Interviews / Self-completed Postal Questionnaires

Semi-structured interviews are important when adopting a phenomenological paradigm as they provide an opportunity to probe the meaning to participant’s answers which will add ‘depth to the data’ and may open up other areas of investigation, while self-completed postal questionnaires provide an efficient way of collecting responses from a large sample (Saunders et al., 2006).  Additionally, semi-structured interviews allow a ‘higher degree of confidence in the replies’ and can ‘take account’ of ‘attitude and behaviour’ of participants, while, self-completed postal questionnaires are ‘cheaper and less time-consuming’ than interviews which is also important when selecting the most efficient and effective method (Collis and Hussey, 2003).  

3.7.2
Methodological Triangulation

Undertaking both self-completed postal questionnaires and semi-structured interviews allows for ‘methodological triangulation’, which overcomes not only ‘bias’ and ‘sterility’ of a single approach, but also ensures ‘valid’ and ‘reliable’ data (Punch, 1998).

3.7.3
Reliability

Reliability is defined by Collis and Hussey (2003) as:
‘Being able to obtain the same results if the research was to be repeated by any researcher.” (Collis and Hussey, 2003 p.354).

Repeating the research study is known as ‘replication’ and is very important in positivistic research. However, under the phenomenological approach ‘criterion of reliability may not be given so much status’ but it is still important to the reliability and authenticity of the results (Collis and Hussey, 2003).  Robson (2002) discusses the threats to the reliability of data, such as participant error, participant bias, observer error and observer bias.

3.7.4
Validity

Validity can be defined as: 

‘The extent to which the research findings accurately represent what is really happening in the situation.’  (Collis and Hussey, 2003, p.58)

Responses to research questions maybe reliable, however, the results may become useless if questions don’t measure what was intended, therefore validity is low (Czaja and Blair, 1996).  

Validity can be damaged by such things as poor models, inaccurate or confusing measurement and faulty research procedures and processes (Mayne, 1992).  There is a danger that validity will be low in positivistic research using questionnaires due to their ‘precision’ and their ability to ‘repeat’ the research, however, as a phenomenological approach aims to capture the ‘essence’ of phenomena through interviews, validity will usually be high (Collis and Hussey, 2003).

3.8
Research Process

Written consent was sought and acquired from the Director of Social Services (Appendix 1) before commencing the research project by presenting a brief research proposal setting out the benefits of the project to the Directorate as well as emphasising the importance of confidentiality and anonymity (Collis and Hussey ,2003).

3.8.1
Designing Questionnaires

For the purpose of this research project, a self-completed postal questionnaire was produced and circulated to SW&BSW within the Directorate.  It was vital to the success of the research project to carefully construct the questionnaire to obtain information that meets its data requirements (Saunders et al., 2006).

Questionnaire design was primarily concerned with the type of questions, their wording and whether they are reliable and valid (Collis and Hussey, 2003).  The structure of the questionnaire consisted of headings corresponding with the objectives of the research and contained closed questions gathered from the literature review which were ‘coded’ to enable them to be computer-processed for ease of analysis (Saunders et al., 2006):

· General Information - (4 less demanding questions)

· Benefit of ICT - (8 questions)

· Need for ICT - (8 questions)

· Issues in relation to ICT - (14 questions)

The least demanding questions were listed first to emphasise the importance of ‘easy to difficult progression’ (Saunders et al., 2006).  Even though respondents may choose the order in which they answer questions, it was important to make the first page look inviting to encourage respondents to answer all questions (Bourque and Fielder, 1995).

The general information section contained ‘classification’ questions (e.g. age, occupation, etc.) and required the participant to circle the appropriate answer (Lee, 1993).  However, the remainder of the questionnaire used ‘funnelling’ by presenting questions in a logical order, and consisted of a combination of ‘rating’ and ‘ranking’ scales, allowing participants to give more ‘discriminating responses’ by providing a numerical value to their opinion (Collis and Hussey, 2003).  

A five point ‘Likert-style’ rating scale was used by turning questions into statements and asking the respondent how strongly they agree or disagree, with the option to ‘sit on the fence’ by neither agreeing or disagreeing (see Figure 2) (Saunders et al., 2006).  In addition, for multiple choice statements the option of ‘other (please specify)’ was provided if the respondent wanted to add an answer.
Benefits of using rating scales include ease of completion, simple to code and analyse, and it didn’t take up much space as statements were provided in a list format (Collis and Hussey, 2003).  Both positive and negative statements were used within the questionnaire to ensure the participant was reading each question carefully (Dillman, 2000).  

Figure 2 – Five point Likert-style rating scale
	
	Strongly Agree
	Agree
	Neither Agree / Disagree
	Disagree
	Strongly Disagree

	Q6.
	ICT improves efficiency and effectiveness of services.
	
	
	
	
	


Ranking questions were used to ask participants to rank a list of items in order of importance (see Figure 3) (Collis and Hussey, 2003).  However, response to these types of questions can be disappointing as participants find ‘ranking more than seven or eight’ too difficult as they are unable to decide which options to use, and in some instances leave them blank (Kervin, 1999).  Therefore, the number of items within the questionnaire was kept below five, with clear instructions on their use (Saunders et al., 2006).
Figure 3 – Ranking questions
	Q12.
	Please rank the following benefits of using ICT in order of importance:

5 = most important and 1 = least important:

	
	Social inclusion
	Transparency
	Efficient and effective services
	Greater accessibility of services
	Mobile working

	
	
	
	
	
	


3.8.2
Piloting Questionnaires
Piloting questionnaires (see Appendix 2) were an essential part of the research process as it provided an opportunity to refine the questionnaire to ensure participants are able to answer the questions correctly, and the data is recorded accurately before circulation, therefore, ensuring the validity and reliability of the data (Easterby-Smith et al., 2002). 

The questionnaires were piloted using experts, who were representative of the final population, to comment on the questionnaire structure as well as its face and content validity (Collis and Hussey, 2003).  The experts used to pilot the questionnaires consisted of four Social Workers and two Business Support Workers, however, they were not involved in the final sample frame (Saunders et al., 2006).

Whilst piloting the questionnaires, the experts made observations and notes as to how long the questionnaire took to complete, any issues with the clarity of instructions, the questions themselves, as well as its presentation (Bell, 2002).  On average, the experts took nine minutes to complete the questionnaires with all expressing the time taken to complete the questions was acceptable, which is important, as keeping the questionnaire short can increase response rates (Collis and Hussey, 2003).  The experts commented positively on the clarity of instructions provided within the questionnaire, the context in which the questions were being asked, the use of space, and the way confidentiality was maintained by removing the names from the questionnaires, which enabled a true reflection of views and opinions (Easterby-Smith et al., 2002).  

3.8.3
Designing Interview Questions
Eleven ‘probing’ questions were formulated in a ‘semi-structured’ method to explore through open discovery ICS themes contained within the literature review (Easterby-Smith et al., 2002). This ensured a clear, focused and relevant discussion describing the events, revealing attitudes and obtaining facts required for the research (Robson, 2002).  

3.8.4
Piloting Interview Questions
Interview questions (see Appendix 3) were tested using two experts who were representative of the final population, but were not involved in the final sample frame (Bell, 2002).  Interview questions were scrutinised before being piloted in order for the collection of data to be critically examined for reliability and validity (Saunders et al., 2006).  Agreement to undertake the pilot with the experts was agreed via a telephone conversation on 23rd January 2008.  The pilot interviews were undertaken on 28th January 2008 with the use of a Dictaphone and manual notes and took approximately 45 minutes on average to complete (Collis and Hussey, 2003).  No bias was found in the questioning which enabled reliable data to be collected, therefore, no changes were made to the initial pilot interview questions (Easterby-Smith et al., 2002).

3.9
Questionnaire Issue and Response

Questionnaires (see Appendix 4) and an accompanying letter (see Appendix 5) were circulated via the internal mail system on the 6th February 2008 with a response date of the 22nd February 2008, therefore, ensuring cost-effectiveness and confidentiality (Collis and Hussey, 2003).  By the end of the allotted response period a total of 64 responses had been received.  Consequently, a follow-up letter (see Appendix 6) was circulated to all SW&BSW on the 22nd February 2008 extending the response date to the 29th February 2008. However, no further responses were received (Robson, 2002).
3.10
Interview, Approach and Response

Five SMs were asked on the 6th February 2008 if they would contribute to the research project by being interviewed, which they all agreed to.  Prior to the interview all SMs were provided with the questions to promote validity and reliability of the interview process as well as enabling the SMs to ‘assemble supporting organisational documentation’ which aided triangulation (Saunders et al., 2006).  Interviews were held during the week commencing the 25th February 2008 at two NPTCBC buildings (i.e. The Civic Centre, Port Talbot and The Quays, Briton Ferry).  The interviews lasted between 45 to 90 minutes in length and were recorded using a combination of a Dictaphone, which was agreed by all SMs and by taking notes on a pre-designed answer sheet (see Appendix 7).

3.11
Response Analysis Approach

To aid processing, summarising and analysing of questionnaire responses, the computer software package ‘Statistical Package for the Social Science’ (SPSS) for Windows version 15.0 was used (Collis and Hussey, 2003).  SPSS expects data to be in numerical form, therefore, each variable was allocated a numerical code with each row corresponding to a separate questionnaire (Collis and Hussey, 2003).

The first four questions within the general section of the questionnaire required only one response, therefore, a column / variable was created with each response allocated a unique number (i.e. the first response for question one was given the number one, the second response for question one was given the number two, and so on).  Question five onwards used a combination of rating and ranking scales.  In these instances, a number of column / variables were created, one for each of the possible responses provided. Rating scale responses indicated whether the participant strongly agreed, agreed, neither agreed or disagreed, disagreed, or strongly disagreed.  Ranking questions used a scale least important and most important and are calculated by multiplying each score by the weight for the relevant attribute, and totalled to obtain an aggregate weighted score for each option.

Basic occurrence analysis of the various responses was completed using SPSS’s frequency option, as well as establishing relationships between the various items through the use of SPSS’s s cross tabs option. However, it was difficult to test for significant relationships and differences between variables, as the majority of questions contained within the questionnaire sought the respondent’s views in terms of degrees of importance across a spectrum of five categories.  This fact combined with the positive nature of the responses made it difficult to undertake chi-squared analysis, as most of the results exceeded the 20 per cent limit demanded.  Attempts were made to increase the expected value counts by aggregating data ranges, however, this did little to improve the results, and further aggregation would have negated any value in determining relationships.

SM interview notes were recorded directly after each interview to ensure explanations were not lost or mixed with data from other interviews (Ghauri and Gronhaug, 2002).  At this stage, the analysis of data had already begun.  However, this can lead to ‘omissions, distortions, errors and bias’ within the analysis (Collis and Hussey, 2003).  To alleviate this issue, a tape recording was used within each interview, which was subsequently transcribed, amalgamated with the notes from the interviews and input onto a Microsoft Word ‘matrix analysis’ document as a summary (see Appendix 8).  The matrix analysis document was formatted into ‘categories’ derived from the research aims and objectives, which enabled cross-referencing with the SW&BSW questionnaire (Dey, 1993)

3.12
Conclusion

This chapter has provided a clear guide on how this research project was undertaken through discussing the range of approaches, strategies and methods used, as well as highlighting the difficulties.  The results of this research will be discussed in the following chapter

4

Results and Analysis



4.1
Introduction

This research sought to evaluate ICT within an LA, by undertaking a case study into the implementation of the ICS within NPTCBC SSD. The chapter commences with an analysis of the characteristics of the respondents, thereafter, the results from SW&BSW questionnaires and SM interviews will be cross- tabulated and compared with the literature review to enable the second and third objectives of this research to be answered:
· Analyse and evaluate the need for Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System

· Analyse and evaluate the issues in relation to the use of Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System

4.2
Characteristics of Respondents
Figure 4 shows analysis of the respondents’ gender, with the majority being female (80%), and 20% being male.

[image: image1.emf]80% 20% Female Male  


Table 1 illustrates the respondents age, with 53% under 35 years of age, and 47% 35 years of age or older.  Table 2 shows how long the respondent have worked within Children’s Services, with 44% having worked for 4 years or under, 37% having worked for 5 to 9 years and 19% having worked for 10 years or over.
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Summary

The majority of participants were female, under the age of 35, who have worked within Children’s Services for over 4 years.
4.3
Analysis of Results

ICT is seen today as important as the services it supports, with organisations becoming increasingly dependent upon its use to not only transform service delivery, enable collaborative working and share information, but to also improve efficiency and effectiveness of services.  

4.3.1
ICT as a Tool to Support Social Work Practice
Questionnaire responses were positive in relation to staff relying on the use of ICT to complete their work, with 97% agreeing, and 58% of those strongly agreeing (see Table 3).  This is consistent with the findings of Avgerou and Cornford (1998), who declare that modern organisations have come to rely more and more on the use of ICT.
However, this picture isn’t so positive in relation to interview responses on the use of the ICS ICT system.  The majority of interviewees regard the ICS as a ‘tool to support social work practice’, however, there is a consensus that ‘some staff are using it, but it’s not being widely used.’  This is perceived as ‘not unwillingness upon the part of social work staff, but with the provision of a consistent and coherent training programme.’
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There was a general feeling amongst the interviewees, that the ICS ICT system was ‘viewed by social work practitioners as a form and database-filling exercise rather than a practice tool’, which is consistent with the findings of Smallwood (2005), who argues social work practitioners find the ICS ‘forms and workflow approach frustrating.’
Interviewees felt that ‘business support staff are far better at data entry than social workers’, and as a consequence ‘social workers are either writing forms with administration inputting the data, or social workers are inputting the bare minimum into the system themselves.’  Questionnaire results support this viewpoint, with 80% of respondents agreeing with social workers writing ICS forms and administration inputting data into the ICT system (see Figure 5).  This practice goes against the whole ethos of the ICS, highlighted within WAG Briefing Paper No. 7 (2005), and the findings of Smallwood (2005) who reported social workers in general are becoming ‘much more proactive in pursuing technical solutions’ and no longer view or expect administrative staff to input data.

Nevertheless, there was a consensus amongst the interviewees that the ICS ICT system is ‘more than a form-filling exercise’ as there ‘are features in place on the ICS which weren’t provided before.’   Examples were given such as ‘tailored screens with alerts, diaries, and timescales built within the ICS’ and the use of the ICS by managers to ‘monitor social worker performance.’
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Summary

The results show that employees within NPTCBC SSD rely on the use of ICT to complete their work.  However, not all employees are using it to enter data directly into the ICS, with a heavy reliance on Business Support Workers.

4.3.2
ICT as an Integral Part of Service Delivery

SSIW’s Informing Social Care (2004) declares ‘information systems are now an integral part of the delivery arrangements for social care services’, which is consistent with the questionnaire findings, as 94% agreed and 50% strongly agreeing that the ICS ICT system is an integral part of service delivery arrangements for children’s services (see Figure 6). This is confirmed with 59% of respondents agreeing that the ICS meets the needs of service users (see Table 4).
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All Interviewees believed the ICS ICT system was ‘very important’ in ‘delivering 21st Century services to service users.’  It was felt that the ICS ICT system has increased the ‘transparency, accessibility and quality of service provision to vulnerable children and their families through the recording and collating of information in one system.’
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Defining the Electronic Social Care Record (2003) emphasises service users and customers expecting good consistent public services, and that electronic records can support this.  However, it was found interviewees had concerns that ‘service users find plans generated by the ICS were far too complicated’ which is consistent with Jones and Williams (2006) who suggest that ICT projects are over complex in design, and ignore the advice of staff using the system.

The Modernising Government White Paper (1999) emphasises one of the government’s key messages, which is the ‘role for IT in transforming the methods of service delivery.’  This is supported by questionnaire responses as 95% of respondents agreed that ICT was transforming the methods of service delivery with 23% strongly agreeing (see Figure 7).  This view is supported by Jones and Williams (2006) who emphasise that ICT is transforming the methods of service delivery and the relationship between citizens and public services.
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All interviewees highlighted the ‘potential’ for ICS to transform service delivery. However, comments such as ‘this hasn’t been realised as yet’, and ‘there are pockets of good practice’ emphasise the need for further development.  Furthermore, there was a view that ‘ICT is prevalent in everything everyone does, however, ICT is not fundamental to success’, with practice and process issues being as important as ICT, and the ‘misapprehension that ICT will do the job for you, when in reality it underpins the processes you want to introduce, while helping to ensure those processes are followed.’  These comments and opinions are confirmed by Jones and Williams (2006) who conclude that ICT supports the whole process of delivering public services, but requires clarity and focus.
The WAG Briefing Paper No. 7 (2005) emphasises the importance of the ICS in reviewing and simplifying existing business processes as well as improving practice, which is consistent with interview responses as most agreed that the ‘creation of a modernisation section within the Business Support Service has enabled the development of the ICS to be driven forward.’  WAG’s ICS Progress Report (2004) stresses the importance of understanding social work practice or having access to professional advice when developing the ICS and this is concurred by questionnaire responses, with 86% agreeing, and 39% strongly agreeing that the ICS ICT process should be mapped by those with an understanding  of social work practice or access to professional advice (see Table 5).
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Summary

The results show that the ICS ICT system is an integral part of service delivery, which has the potential to transform the methods of service delivery.
4.3.3
ICT Supporting Partnership Working
Smallwood (2005) refers to the ICS as ‘interagency’, however, 53% of questionnaire respondents view the ICS ICT system as entirely a Social Services instrument, with 17% of those strongly agreeing (see Table 6).  This view is supported by partner agencies across Wales who view the ICS as ‘purely social services’ (WAG Briefing Paper No 7, (2005).  
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Nevertheless, interviewees felt that ‘partnership working has always been in place between NPTCBC SSD and its partners’, albeit, ‘in its infancy with regard to ICT.’  As one interviewee commented, ‘since the inception of the ICS, NPTCBC SSD established a multi-agency ICS steering group which includes all partner agencies, and continues to meet regularly.’  All interviewees felt that there has been considerable enthusiasm to progress the ICS from all partner agencies, even though there have been major information governance and technological issues to resolve.  

Cymru Ar-lein Review (2004) emphasises the use of ‘ICT to communicate, share, retrieve or provide information or services to/from other governmental bodies, businesses, voluntary sector organisations, individuals or groups of citizens.’  This usage is confirmed within the questionnaire results, with 67% agreeing and 30% of those strongly agreeing that they communicate and organise activities with organisations and agencies through the use of ICT (see Table 7).
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Modernisation Government White Paper (1999) emphasises that ‘Information technology is revolutionising the way we communicate’ and this was confirmed by interviewees as ICT plays an ‘important part in communicating and organising activities between partner agencies.’  However, it was stressed that ICT ‘is not being used in a structured way, with a lot of discretion by individuals and managers to its use.’  Nevertheless, it was felt that using ICT to improve communication between not only ‘partner agencies, but also service users is of paramount importance.’
The WAG Circular 21/2005 discusses information sharing as one of the key features of the ICS as it ‘facilitates better working together’ between organisations through the use of the common framework.  This is confirmed within the results of the questionnaire as 78% agreed that the ICS ICT system enables the sharing of information across many agencies, with 22% of those strongly agreeing (see Figure 8).  Additionally, 66% of respondents agreed that the ICS ICT system facilitates better working together with other agencies and organisations, with 23% of those strongly agreeing (see Table 8).

WAG ICS Consultation Document (2003) emphasises how the ICS enables LAs and other agencies involved with children and young people to work closer together and share information consistently. Interviewees stressed that ‘partnership working has always been in place’, albeit in paper format and as a result there is ‘considerable enthusiasm from all partner agencies to progress information sharing via the ICS.’  
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In addition, interviewees commented that ‘NPTCBC Local Education Authority have been granted, and have access to electronic information on children looked after and those on the child protection register for all their schools.’  
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Nevertheless, this is the only example of electronic information sharing via the ICS and therefore corresponds with observations made within SSIW’s Informing Social Care (2004) that ‘sharing and use of accurate information falls well below acceptable standards.’  Interview responses confirm ‘there is a long way to go’ before all partner agencies are able to share electronic information as there are ‘legal, data protection, confidentiality and technical barriers to overcome first.’
SSIW’s Informing Social Care (2004) discusses the issue of information governance and the requirement that all agencies must ensure sensitive information is protected by introducing robust system security and protocols between agencies.  This is confirmed within the questionnaire results as 65% agreed that the ICS ICT system raises issues of confidentiality (see Figure 9).
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The WAG ICS Consultation Document (2003) highlights the ability of, and requirement for, LAs and other agencies involved with children and young people to work closer together and share information consistently through the use of the ICS.  However, research findings show that ‘sharing information with other agencies raises major concerns’ especially the ‘ease to which electronic information can be accessed.’  This is seen as a major barrier to information sharing between agencies, as there are ‘more restraints than allowances’ and as such, presents ‘difficulties in trying to use the ICS as a multi-agency tool.’
Nevertheless, it was felt that this issue can be overcome by ‘only giving access to those who require it’ through the establishment of ‘information sharing agreements and protocols.’  Examples of good practice were given such as the ‘protocol developed with the Local Education Authority, however, ‘not all agencies are so willing’, with particular problems being encountered with the Local Health Authority.    

Interviewees commented on the measures which have been taken within NPTCBC to ensure the ‘appropriate use of ICT’ through staff ‘signing confidentiality clauses within their contracts of employment.’  Additionally, as NPTCBC developed and implemented its ‘own in-house ICS ICT system, it has enabled it to fit snugly around the workforce’, therefore ‘access is only delivered to those staff that are allowed it via embedded passwords.’  This goes some way to complying with nationally defined information governance standards such as Caldicot (1997), the Data Protection Act (1998) and the Freedom of Information Act (2000).  The general consensus amongst interviewees was that ‘there is a need to update confidentiality protocols and procedures in-house, as they haven’t been addressed for many years’, however, this may be achieved with the ‘imminent appointment of a dedicated records manager as a result of the Audit Commission Wales report (2005) which criticised NPTCBC’s Information Governance arrangements.’ 

Interviewees felt that ‘there is much the local authority does to support and educate staff with regard to information governance arrangements.’  However, ‘there is always the potential of information being lost, through human error, such as mislaying laptops etc.’  It was suggested that this was ‘especially so when you have a mobile workforce, accessing ICT equipment remotely’, as is the case within the social work profession.  Safeguarding Children: Working Together for Positive Outcomes (Department for Education and Skills, 2004) assists social work practitioners and managers understand the legal and ethical considerations of information sharing, but it was suggested within the research findings that the ‘Directorate needs to do more, and develop clear guidance on how to secure information and equipment.’
Summary

The results show the ICS ICT system was viewed by employees as purely an SSD system, but has the potential to become interagency.  Employees use ICT to communicate and organise activities with other organisations, as well as sharing information, but information security and governance was a major concern.

4.3.4
ICT Supporting Performance Management
The WAG Circular 21/2005 draws attention to the provision of good quality management information as a key requirement within the ICS to not only allow managers to output basic statistics for the activity of their teams, but to also provide the WAG with a true reflection of activity linked to key performance indicators.  This positive picture is reliable with the results from the interviews as a number of comments were made with regard to the ‘effective performance measurement arrangements ICS has brought.’  All interviewees felt the ‘ICS produces a lot of performance management information which is used to fulfil many requirements’, and as a result ‘performance information reporting is far more transparent and honest.’  In addition, interviewees felt that the ICS has ‘enabled managers to examine social workers workload activity electronically’, however, it ‘cannot measure the quality of social work tasks’, which was highlighted within the WAG ICS Consultation Document (2003).

Nonetheless, the ICS has ‘allowed managers and case workers to use the information to better inform their decision-making processes’, therefore, ‘they have become reliant on its use.’ This positive picture of using information to make decisions is consistent with the findings of Avgerou and Cornford (1998) and is supported further within the questionnaire findings, as 94% of respondents agreed that the ICS ICT system provides social work practitioners with information they need to make decisions (see Table 9).

The WAG ICS Consultation Document (2003) states the key aim of the ICS is to enable front-line social care workers to record, collate, analyse and output information through the use of ICT.  Consequently, one of the major concerns prevalent amongst the interviewees was the ‘quality and accuracy of performance information’ especially when ‘social work practitioners start inputting the majority of data directly into the ICT system themselves.’
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Prowle (2000) emphasises how ICT developments can facilitate service improvement within social care, through the provision of good quality information.  Nevertheless, interviewees were ‘concerned with the quality of information being input into the ICS’, and as a consequence the ICT system is being ‘redesigned with additional mandatory and coded fields being built into it’, while reducing the amount of ‘free format fields.’  As discussed with one interviewee, ‘what you put in is what you get out, and in some instances, it’s rubbish.’
Interview findings show that ‘standard reports to review accuracy have been built into the ICS which can either be printed or viewed on tailored case manager or team manager screens.’  To complement this development and ‘clean up the system’, a ‘performance management oversight group’ has been established with the remit to ‘investigate data integrity’ within the ICS.  This is consistent with the WAG ICS Consultation Document (2003), which underlines the importance of management information generated from the ICS to ‘monitor service quality’, and to ultimately provide better services to service users.
Nevertheless, there was a consensus amongst the interviewees that the ‘ICS hasn’t been used to its full potential’, and is primarily used ‘to inform staff of what’s gone wrong, rather than helping staff make things right.’  This is viewed as a result of the Directorate not providing a ‘coordinated or concerted ICT training programme.’
Summary

The results show that the ICS ICT system has enhanced effective performance management arrangements within the SSD, allowing managers and case workers to use information to better inform their decision-making processes.  However, there was concern over the quality and accuracy of performance information, especially when social work practitioners commence ICS data entry.

4.3.5
ICT Supporting Efficient and Effective Service Provision
Overell (2000) declares the aim of the government’s modernisation agenda for local government requires LAs to show improvements within their performance by improving their efficiency and effectiveness of services through the use of ICT.  This is supported by questionnaire results, which illustrate 92% of respondents agreed that ICT improves efficiency and effectiveness of services with 20% strongly agreeing (see Table 10).

Interviewees highlighted the ‘potential of the ICS ICT system in creating efficiencies by enhancing front-line delivery through reducing the time professionals handle and assess information’, which is consistent with the findings of Gershon (2004), who emphasised ‘better use of staff time’ through the use of ICT.
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Schware (2003) considers ICT as an essential tool in the efficient administration of an organisation and the delivery of services to clients. The results of the questionnaire support this theory as 83% of respondents agreed, with 35% of those strongly agreeing (see Table 11).  
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Interviewees highlighted the potential of the ICS ICT system in creating efficiencies through providing practitioners with a tool to enable them to ‘use their time better’, which will ultimately ‘improve outcomes for service users.’ SSIW’s Informing Social Care (2004) allies these comments by emphasising the successful delivery of the ICS ICT system is fundamental to ‘realising the vision for the future of social care delivery’ and as such, has been designed as a practice tool to support social work practitioners and managers improve outcomes for children and their families.
Cymru Ar-lein Review (2004) asserts that streamlining activities can be achieved through the use of ICT. This theory is supported by the results of the questionnaires as 75% of respondents agreed, and 22% of those strongly agreeing that the ICS ICT system streamlines services (see Figure 10).  Interviewees emphasised the ‘need to streamline services within the Directorate’, and how this can be achieved by ‘driving forward the use of the ICS’ and confirms conclusions within SSIW’s Informing Social Care (2004), for the need to incorporate ICT into ‘day-to-day operations.’  Interviewees were resolute in their views that there ‘must be efficiencies to be made from entering data onto an electronic system’ and ‘through the use of ICT, there will be opportunities to remove some back office functions’, which is consistent with Gershon (2004) who recommends ‘rationalisation of back office functions.’
[image: image18.emf]5% 20% 53% 22% Disagree Neither Agree /  Disagree Agree Strongly Agree  


Gershon (2004) identified potential efficiency savings by minimising and eliminating duplication, which is confirmed within the questionnaire results as 73% of respondents agreed, with 22% strongly agreeing, that the ICS ICT system will minimise and eliminate duplication (see Table 12).

 All interviewees regarded minimising and eliminating duplication as the ‘big selling point of the ICS when it was conceptualised’ and that ‘information entered once would populate a whole series of documents.’  However, one interviewee commented that ‘in reality it does not do what it intended to do, but there is still potential for it to achieve this.’
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Defining the Electronic Social Care Record (Department of Health, 2003) confers how ICT can enhance the ‘responsiveness of services’ through the collection, collation, provision and sharing of relevant information.  This is confirmed within the questionnaire results as 53% agreed, and 16% of those strongly agreeing that ICT on its own will achieve gains in terms of responsive services (see Table 13).  However, 17% disagreed with this theory, which supports Corrigan and Joyce (2000) who argue that ‘ICT on its own will achieve disappointing gains for the public in terms of responsive services.’

[image: image20]
Nevertheless, interviewees were unanimous in their acknowledgement that the responsiveness of services has been enhanced by the ‘accessibility of service user information’, not only by ‘social work practitioners and business support staff’, but also ‘other relevant people inside and outside the organisation.’  Further, interviewees discussed how efficiencies are not only achieved through the ‘provision of a PC per worker’, but through the ‘ease of accessing and finding information within the system itself.’ The National Digital Strategy (Connecting the UK, 2005) supports this viewpoint by emphasising the need for the public sector to change, as society expects the same level of personalisation, choice, speed and access as provided by the private sector.  
One interviewee commented on the major benefit of providing ICT is that it reduces the need to ‘trawl through files.’  Such findings match the WAG’s position contained within Informing Social Care (2004) which emphasises the dependency of ‘paper-based records’, and the urgent need to incorporate ICT into ‘day-to-day operations.’  Additionally, interview results show with the introduction of the ICS there has now been a ‘reduction in the amount of files’ being stored, therefore providing efficiency savings on such things as paper storage and ultimately on staff time; a view reinforced by Smallwood (2005).

However, one interviewee was concerned with the potential difficulty of ‘moving away from paper files, especially when auditing the quality of work.’ This comment is challenged within the WAG ICS Consultation Document (2003), as management information generated from the ICS enables managers to ‘monitor service quality’, to provide better services to service users.  Nevertheless, the difficulty in moving away from paper files is more of an issue of ICS ICT training of social workers and managers in both operational tasks and management analysis (WAG Briefing Paper No. 7, 2005).
Summary

The results show ICT improves efficiency and effectiveness of services by streamlining activities, minimising and eliminating duplication, and enhancing the responsiveness of services, therefore enabling better use of staff time and improving outcomes for service users.

4.3.6
ICT Strategic Direction
Hamel and Prahalad (1994) highlight the need for one integrated ‘information business strategy’ which in itself is a ‘statement of intent about the future.’  However, the questionnaire results show that 64% of respondents agreed that lack of strategic direction hinders the adoption of ICT within the Department.  Nevertheless, interviewees believe that within ‘Children’s Services the development of the ICS to meet legislative changes such as Soham etc., have been the key driver’ combined with a ‘corporate agenda to modernise ICT systems across the local authority.’  It was also highlighted that the ‘SSD was at the forefront of ICT developments within the local authority through such schemes as home and flexible working’, which is consistent with Currie and Galliers (2003) who emphasise information technology and information systems support business strategy.
Summary

The results show the SSD is at the forefront of ICT development within the LA, but it lacks strategic direction, which inevitably hinders the adoption of ICT within the Directorate.

4.3.7
Managing Complex ICT Induced Change

Corrigan and Joyce (2000) argue if ICT was to be introduced as a simple addition to existing systems and processes then it will have little effect on service provision. This theory conflicts with the results of the questionnaire as 63% agreed that ICT should be introduced within the Directorate as a simple addition to existing systems and processes (see Table 14).
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This is confirmed within the interviews as there was a consensus that the ‘in-house designed ICS was introduced as a simple addition to the existing system as it could respond better to local needs than a purchased solution’ is ‘cost- effective’ and would be ‘developed far quicker and more effectively than any other product.’ 

Cymru Ar-lein Review (2004) findings highlight the introduction of ICT without changing working practices will have little impact, and will be harder to sustain long term. Interview findings were consistent with this theory as 56% of respondents disagreed, with 33% of those strongly disagreeing with the statement that the ICS can be introduced without changing working practices (see Figure 11).
This was confirmed within the interviews as it was felt that ‘there has always been a misapprehension that ICT will do the job for you.’  It was emphasised that ‘ICT underpins the processes you want to introduce, and helps to ensure those processes are followed, but it can’t complete workflow without human interaction.’
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SSIW’s Informing Social Care (2004) describes how ICT brings new types of work and working arrangements such as job design, group working and mobile working.  This was reliable with interviewee responses as it was believed ‘the ICS has completely changed the way social workers and business support workers do their jobs’ from ‘social workers directly entering data onto an ICT system to business support staff auditing and monitoring the quality of entered data.’  To reiterate this point, interviewees were unanimous in their acknowledgement that working practices will ‘evolve as confidence in IT literacy grows.’ This is consistent with Smallwood (2005) who suggests implementing the ICS will inevitably involve changes in roles and responsibilities for both social work practitioners and administrative staff alike.  

ICS Progress Report (WAG, 2004) discusses the need for an appropriate structure to support the change in working practices.  This is in harmony with the questionnaire results as 91% of respondents agreed when implementing the ICS ICT system an appropriate structure is required to support the change in working practices (see Figure 12).
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These results were echoed within the interviews as it was conferred that at the ‘inception of the ICS it was apparent that the structures of the teams would have to change in-line with the ICS process.’  Consequently, the structure was changed and as discussed within the ICS Progress Report (2004), ‘staff at all levels’ within an LA should be aware of the ‘reasons for change’, their ‘role within the change’ and ‘how the change will be achieved.’  However, questionnaire responses in relation to whether the ICS ICT changes were clearly communicated were mixed.  With regard to whether the reasons for the change was clearly communicated, 56% of respondents agreed, but responses to whether their role within the change and how change will be achieved was clearly communicated showed 58% and 56% of respondents disagreeing.

Summary

The results show ICT can be introduced as a simple addition to existing systems and processes, but requires changing working practices to support not only new types of work and working arrangements, but also an appropriate structure to support new working arrangements.  Nonetheless, it was clear that the way ICT change was introduced within the SSD was poor, with only the reasons for the change being clearly communicated to employees.  

4.3.8
Embracing Public Management

Stayner (1976) argues that most LAs are referred to as professional organisations due to the fact that the majority of senior positions are held by those who have qualifications in the activity undertaken by a particular department, which leads to ‘tunnel vision’ and problems such as ‘satisfying the aspirations’ of professionals rather than the needs of the community.  Interview responses were mixed as a number of interviewees agreed that NPTCBC ‘were no more so a professional organisation than other local authorities within Wales’ and ‘it was dependent on what department you worked in.’ However, there was a strong assertion that NPTCBC SSD ‘has embraced the public management model of measuring performance through objectives at a senior level, but this wasn’t necessarily borne out across the rest of Directorate’, which is confirmed by Hughes (2003).
There was a consensus amongst the interviewees that there was ‘little or no understanding of the importance of adhering to statutory timescales across the social work workforce.’  However, interviewees felt that the SSD was ‘moving in the right direction, maybe too quickly and too much’, but what was apparent, was that the introduction of the ICS was an ‘influencing factor.’  This is reliable with Butcher (2002), who emphasises that LG is moving a way from the tunnel vision model to one which puts the ‘social, economic and physical well-being’ of the community as a whole at the centre, which is at the core of the ICS.
Summary

The results show that NPTCBC SSD has embraced the public management model at a senior level; however, there is little or no understanding below this level.  Nevertheless, with the implementation of the ICS, understanding of performance management has changed, and ICT is viewed as a driver towards that change.

4.3.9
Leading and Managing ICT Implementation
The ICS Progress Report (WAG, 2004) emphasises the importance of clear leadership to support ICS changes from its inception, which was consistent with the questionnaire results as 42% agreed to the statement that the ICS ICT implementation was effectively led, with only 14% disagreeing (see Table 15) 
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However, the interview results contradicted the questionnaire results, as a number of interviewees felt ‘there was no particular staff resources set aside for this project as it was established through the commitment of staff on top of their day jobs’, with another discussing ‘no one person was solely dedicated or responsible to develop ICS.’  However, a number of interviewees felt quite strongly that the ‘success of the ICS was down to way it was led’ and when the project leader was ‘diverted to other things, a lot of steam went out of the project.’  This is in harmony with the WAG Briefing Paper No. 7 (2005) which recommends a structured approach to project managing the implementation of the ICS, with the role of project manager too ‘difficult to achieve alongside the day job.’
Isaac-Henry (1997) outlines management weaknesses as one of the obstacles to successful implementation of information technology within the public sector.  However, the questionnaire findings don’t approve or disapprove this theory as 38% of respondents agreed that management weaknesses are a major obstacle to successfully implementing ICT within the Directorate and 34% disagreeing (see Table 16).    
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This mixture of responses was confirmed within the interviews as a number of interviewees discussed ‘that only some managers had shown an interest in the implementation of the ICS’ and of those who did ‘lacked the knowledge and experience of implementing ICT projects.’  This is consistent with Jones and Williams (2006) findings which emphasise how ICT projects within the public sector are likely to fail through lack of clarity about how technology can support service provision and what exactly the project is trying to achieve.
Nevertheless, there were a number of interviewees who felt ‘the majority of managers understood the implications for the use of ICT from the inception of the ICS’, with another commenting on ‘how NPTCBC appointed a manager to project lead the implementation of the ICS who had previous experience of managing projects within the SSD.’  This is supported by Kearney (1990) who suggests organisations should appoint organisational managers to lead projects.
Summary

The results show the implementation of the ICS ICT system didn’t follow a structured approach through appointing project managers whose remit was to solely run projects, and this combined with limited management commitment ultimately reduced its impact.

4.3.10
Funding and Delivering ICT
McCue (2006) discusses a lack of funding hinders the adoption of ICT within many LAs which is consistent with questionnaire responses, as 76% of respondents agreed that poor funding hindered the adoption of ICT within the Department.  This is supported by a number of interviewees who highlighted ‘funding as a particular barrier to overcome in the successful implementation of the ICS’ and that ‘there was no specific funding resource available.’  Nevertheless, a number of interviewees did emphasise that there was ‘specific funding made available through the performance management development fund and Children First funding’ which is consistent with the Neath Port Talbot County Borough Council’s Children, Young People and Education Cabinet Board Report (2005).  

WAG Briefing Paper No 6, (2002) highlighted that the four pilot authorities approach to delivering IT solutions varied, from the use of major IT software houses to LAs using their own in-house IT specialists.  NPTCBC was one of those authorities which chose to deliver the ICS through an in-house option.   Consequently, 70% of questionnaire respondents agreed that the in-house approach for delivering the ICS was a better option than procuring a private sector solution (see Figure 13).
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Interviewees were unanimous in their agreement with the decision of NPTCBC to develop their own in-house ICS.  A number of interviewees believed that it ‘could meet the authority’s need much more closely than a procured system’ and that it ‘has been by far the most successful system developed by any other local authority in England and Wales.’  However, in contrast, 44% of questionnaire respondents agreed that the public sector lags behind the private sector in relation to the use of ICT (see Table 17).  This is supported by Jones and Williams (2006) who emphasise that ICT within the public sector continues to lag behind the private sector.  
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The ICS Progress Report (WAG, 2004) highlights the need for significant investment in upgrading infrastructure within LAs, to enable front-line social work practitioners, managers and partner agencies to access a computer.  This is confirmed within the questionnaire results as 56% agreed that poor equipment hinders the adoption of ICT within the Department.

Nevertheless, interviewees were unanimous in their belief that the public sector does not lag behind the private sector in the use of ICT.  A number of interviewees felt ‘the majority of outsourced ICS ICT systems are proving unsuccessful across the UK, which only justifies NPTCBC decision to use their own in-house system.’  It was believed that NPTCBC has managed to ‘progress ICS far quicker and more cost effectively than any other local authority’ and is at the ‘forefront of connecting with its citizens through the use of digital technologies for all social work staff, as well as the provision and promotion of flexible working arrangements.’  This is consistent with the National Digital Strategy (Connecting the UK, 2005) which confers society expects the same level of personalisation, choice, speed and access as provided by the private sector.
Summary

The results show funding was a barrier to successfully implementing ICT within the SSD, with a mixed response as to whether the public sector lags behind the private sector in the use of ICT.  Nevertheless, the in-house approach to delivering the ICS was viewed as a quicker and more cost- effective option than procuring a private sector solution.

4.3.11
ICT Training in Operational Tasks and Management Analysis
The WAG Briefing Paper No. 7 (2005) highlighted the major issue to fully implementing the ICS within social care is ICT training of professional social work staff in both operational tasks and management analysis. This theory is supported by questionnaire responses, as 91% of respondents agreed that a key factor in the successful implementation of the ICS ICT system is ICT training for social work staff in operational tasks (see Table 18).  
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This result is supported as 80% of respondents agreed that ICT training for managers in performance analysis is a key factor in the successful implementation of the ICS ICT system (see Table 19).  
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However, interviews revealed that ‘managers don’t access the ICS’ therefore confirming the findings of Isaac-Henry (1997) who discusses management weaknesses as one of the obstacles to successfully implementing information technology within the public sector.  Smallwood (2005) discusses the need to sell ‘advantages’ of the ICS to social work practitioners, however, comments made by interviewees indicate that ‘if managers are not accessing the ICS, how can you expect social work practitioners to?’ 

Doherty and Horne (2002) suggest that individuals who have the necessary influence combined with good IT skills within an organisation could be used to ‘champion’ its IT development, however, the result from the interviews show that this was ‘considered within NPTCBC, but it never happened.’  Interviews responses were unanimous in the view that ‘ICT training has been the biggest drawback to full implementation of the ICS.’  This issue is supported by 84% of questionnaire respondents, who agreed that a lack of training has hindered the adoption of ICT within the Directorate. However, SSIW’s Informing Social Care (2004) does not concur with these results, as it confers that with the general rise in IT literacy within the UK, the lack of keyboard skills and general technophobia cannot be blamed for inhibiting effective use of ICT by social work practitioners.  Nevertheless, it was indicated by all interviewees that ‘the informal ad-hoc nature of training has held back direct entry of data onto the ICS by social workers.’  Interviewees commented on the lack of a ‘training strategy and plan’, which confirms Mullins (2005) theory, that in order to secure the full benefits of training it must be planned and executed correctly.

Interview responses also highlighted the use of the IT trainer as ‘poor to non- existent’ who was only used for ‘IT skills at a basic level.’  One interviewee discussed the ‘considerable disruption within the training section’ and the ‘negative impact’ it has had on ICT training of social workers.  Smallwood (2005) discusses ICS implementation training should not only focus on basic IT skills, but should revisit ‘existing professional training.’  This theory was consistent with interviewee responses, however, it was confirmed that there has only been ‘very limited broad-based practice training.’  This supports the findings of the ICS Progress Report (WAG, 2004) which highlights a case example of one LA who has spent more time on ICT training than the principles and processes that support the ICS.  Nonetheless, ICT training was viewed by all interviewees as ‘uncoordinated’ and has had a ‘negative affect on its implementation into social work practice’ and should be given ‘top priority.’
Summary

The results highlight the key to successfully implementing ICT within an organisation is training. However, within the SSD it was poor, with contributory factors being its non-use of champions, the ad-hoc nature of the training, and the non-existent use of the IT trainer.

4.4
Summary of Results
The research has shown that employees rely on the use of ICT to complete their work, it is an integral part of service delivery, and has the potential to not only transform service delivery, but to improve efficiency and effectiveness of services. However, a lack of strategic direction, information security and governance, poor project management and leadership skills, combined with poor funding and training hinders the adoption of ICT and the potential benefits it can bring to both employees and service users alike.
Figure 14 – Summary of Results

	Summary of results:
1. The majority of participants were female, under the age of 35, who have been working within Children’s Services for over 4 years.

2. Employees within the SSD rely on the use of ICT to complete their work.  However, not all employees are using it to enter data directly into the ICS, with a heavy reliance on Business Support Workers.
3. The ICS ICT system is an integral part of service delivery, which has the potential to transform the methods of service delivery.
4. The ICS ICT system was viewed by employees as purely an SSD system, but has the potential to become interagency.  Employees use ICT to communicate and organise activities with other organisations, as well as sharing information, but information security and governance were major concerns.
5. The ICS ICT system has enhanced effective performance management arrangements within the SSD, allowing managers and case workers to use information to better inform their decision-making processes.  However, there was concern over the quality and accuracy of performance information, especially when social work practitioners commence ICS data entry.

6. The results show ICT improves efficiency and effectiveness of services by streamlining activities, minimising and eliminating duplication, and enhancing the responsiveness of services, therefore, enabling better use of staff time and improving outcomes for service users.
7. The SSD is at the forefront of ICT development within the LA, but it lacks strategic direction, which inevitably hinders the adoption of ICT within the Directorate.

8. ICT can be introduced as a simple addition to existing systems and processes, but requires changing working practices to support not only new types of work and working arrangements, but also an appropriate structure to support new working arrangements.  Nonetheless, it was clear that the way ICT change was introduced within the SSD was poor, with only the reasons for the change being clearly communicated to employees.

9. The SSD has embraced the public management model at a senior level; however, there is little or no understanding below this level.  Nevertheless, with the implementation of the ICS, understanding of performance management has changed, and ICT is viewed as a driver towards that change.
10. Implementation of the ICS ICT system didn’t follow a structured approach through appointing project managers whose remit was to solely run projects, and this combined with limited management commitment ultimately reduced its impact.
11. Funding was a barrier to successfully implementing ICT within the SSD, with a mixed response as to whether the public sector lags behind the private sector in the use of ICT.  Nevertheless, the in-house approach to delivering the ICS was viewed as a quicker and more cost-effective option than procuring a private sector solution.
12. The key to successfully implementing ICT within an organisation is training.  However, within the SSD it was poor, with contributory factors being its non-use of champions, the ad-hoc nature of the training, and the non-existent use of the IT trainer.




5

Conclusions, Recommendations and Discussion



5.1
Conclusions
It is evident from the results of the research that employees within NPTCBC SSD need ICT to complete their work.  However, not all employees are using it appropriately, with many social work practitioners viewing the ICS as a form and database-filling exercise rather than a practice tool, and find the forms and workflow approach frustrating.  Consequently, it has been left to business support employees to input data directly into the ICS while social work practitioners generally use paper documents, which goes against the whole ethos of the ICS, as discussed within the WAG Briefing Paper No. 7 (2005).  SSIW’s Informing Social Care (2004) regards the ICS as an integral part of service delivery arrangements for children’s services, and as discussed by Gershon (2004), has the ability to transform service delivery while improving efficiency and effectiveness of services.  Nevertheless, the results show that this hasn’t been realised within NPTCBC SSD thus far, with only pockets of good practice in place, with the need for further development.  
A major issue emphasised within the results was confidentiality of information, the barriers to sharing it between agencies, and its ease of access, which are consistent with the findings contained within SSIW’s Informing Social Care (2004).  However, the results do reveal a significant amount of work has been achieved to resolve these issues by only giving access to those who require it, and ensuring employees sign confidentiality clauses within their contracts of employment.  Prasad et al. (2001) discuss the use of ICT to enhance communication between other organisations and agencies, which is supported by the results of the research, as it was found that the ICS plays an important part in communicating and organising activities between partner agencies.  Nevertheless, it is not being utilised in a structured way, with individuals and managers applying a lot of discretion to its use.  Therefore, to establish the ICS as a truly interagency tool, and thus support electronic information sharing and collaborative working, information governance and technological issues may need to be resolved.
Results show that the implementation of the ICS was effectively led, even though it was established through the commitment of staff ‘on top of their day jobs’.  There was no particular staff resources set aside for the project, which led to a loss of project momentum when the project leader was diverted to other projects.  This goes against the findings contained within the WAG Briefing Paper No. 7 (2005), which discusses the role of the project lead as too ‘difficult to achieve alongside the day job.’  Management weaknesses were viewed as a major obstacle to successfully implementing the ICS within the SSD.  Only a small number of managers showed an interest in its implementation, and those who did, lacked the knowledge and experience of implementing ICT projects, which is supported by the work of Isaac-Henry (1997). Results illustrate the implementation of the ICS completely changed the way social workers and business support workers undertake their tasks, which resulted in a new structure being introduced to support this change, and is consistent with the findings contained within the ICS Progress Report (WAG, 2004).  However, the change wasn’t managed correctly, with employees only understanding the reasons for change, not their role within the change, and how the change was to be achieved, which was highlighted as crucial within the ICS Progress Report (WAG, 2004).  The results also found a lack of strategic direction within the SSD, which hindered the successful adoption of ICT, and is coherent with the findings of Currie and Galliers (2003).  Nevertheless, the results highlighted the SSD as leading ICT developments across the LA through such schemes as call-handling technology and home / flexible working.

The results show that NPTCBC SSD has embraced the public management model, at a managerial level, which goes some way to confirming the theory of Hughes (2003) who argues that bureaucracy across the public sector will change as electronic record keeping becomes the norm. However, while the results confirmed the WAG Briefing Paper No. 7 (2005) assertion that the ICS enables effective performance measurement, it was found that it cannot measure the quality of social workers work, which was seen as an advantage within the WAG ICS Consultation Document (2003).  Additionally, while results show there is little or no understanding of the importance of adhering to statutory timescales across the whole of the workforce, the ICS has allowed managers and case workers to use the information to better inform their decision-making processes, which is consistent with views of Avgerou and Cornford (1998).  However, as highlighted within SSIW’s Informing Social Care (2004), accurate information falls well below acceptable standards, a view confirmed within the results, and a point which may well become exacerbated when social work practitioners begin inputting data directly into the ICS.  As a consequence, the ICS is being redesigned by incorporating mandatory and coded fields, while reducing the amount of free format fields.

The results show that the ICS hasn’t been used to its full potential thus far, with a key contributor being the lack of a coordinated or concerted training programme for social work practitioners in basic data entry, and managers in performance analysis, which is consistent with the findings contained within the WAG Briefing Paper No. 7 (2005).  Therefore, the provision of a consistent and coherent training programme may well be required, with the use of individuals who have the necessary influence combined with good IT skills within the SSD to champion its use. 

McCue (2006) revealed that poor funding hinders the adoption of ICT, a view confirmed within the results, as ICT hasn’t been adopted quickly enough within NPTCBC SSD to respond to the demand, with only specific grant money being made available through the performance management development fund and Children First grant.  Even though the results showed that funding and poor equipment hindered the adoption of ICT within the SSD, it was felt that NPTCBC doesn’t ‘lag’ behind the private sector in the use of ICT, as suggested by Jones and Williams (2006). Results found NPTCBC delivered the ICS as a simple addition to its existing in-house ICT system, thus enabling it to be developed far quicker and cheaper than any other LA within England and Wales.  
5.2
Recommendations

These recommendations were drawn from the findings of the results and analysis chapter, and allow for the fourth objective to be achieved:

· Recommend changes if needed to assist in the successful implementation of Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System

As a result of the findings and conclusions within this research, the researcher is able to offer the following recommendations:

Recommendation 1: Transform service delivery by reviewing and simplifying existing business processes

ICT systems are integral to the delivery arrangements for LA service users, as they increase transparency, accessibility, and quality of service provision, while having the potential to transform the methods of service delivery.  However, this has not been realised within LAs as yet, with a need to re-engineer and simplify existing business processes and improve practice.  This can be achieved through the establishment of a transformation team which will promote innovation and modernisation throughout the LA through a series of lean system reviews focusing on the use of ICT.  

Recommendation 2: To promote and actively encourage collaboration by local authorities and partner agencies in the provision, use and support of ICT systems

Communication and sharing of accurate information falls well below acceptable standards between LAs and their partner agencies, although there is considerable enthusiasm between them to do so.  The main obstacle preventing this is information governance, with legal, data protection, confidentiality and technological issues requiring attention before information sharing via ICT becomes a reality.  Therefore, LAs need to appoint a systems security officer to develop, embed and promote robust information governance and information sharing guidelines, with not only other LAs and partner agencies, but also employees.

Recommendation 3: To embed project management methodology

Uncoordinated and disorganised management of ICT projects are prevalent within LAs and what is required is a structured approach to project managing those projects.  Sophisticated project management skills are required to integrate both professional practice and ICT into a seamless system, which can be achieved through the appointment of full-time project managers.  The project manager’s role will therefore require a clear focus, by developing a written project plan, and following Prince2 methods.

Recommendation 4: To ensure all ICT projects have the necessary resources to support implementation

Lack of funding hinders the adoption of ICT within many LAs, with significant investment required to develop, implement, and maintain its infrastructure and training programmes.  Therefore, it is important to glean political and financial support before the project commences, by developing spend-to-save strategies where savings can be made from the initial outlay, as well as looking at new ways to fund projects, through applying for specific grants from the WAG and the European Union.

Recommendation 5: To improve the efficiency and effectiveness of services by minimising and eliminating duplication, and streamlining services

As a result of the government’s modernisation agenda, LAs are expected to increase performance through improving the efficiency and effectiveness of all their services.  ICT is viewed by LAs as crucial in the pursuit of efficiency improvements, rationalisation, restructuring, and addressing the expectations of their customers.  Thus, LAs should focus their resources and work-streams on developing, embedding and promoting the use of ICT, to not only enhance its collaborative working arrangements, but to also streamline its services, by minimising and eliminating duplication.        

Recommendation 6: To embed the Public Management Model within the very fabric of the organisation
The concept of following instructions and serving, which are traditional values and processes associated with LAs, are being replaced by the public management model of achieving results and taking control.  However, this change to an efficiency and performance management culture isn’t being fully supported within LAs through the use of ICT. Therefore, to ensure higher contractual transparency, as well as services being produced at a lower cost, ICT usage should be utilised consistently across LAs to support the public management model as the key enabler of transformation and modernisation.
Recommendation 7: To improve data capture, and the quality, presentation and distribution of performance management information

The results have shown that raising the standards and quality of services within LAs must be supported with reliable and rounded performance information.  This will enable managers to cost, plan and monitor service quality as well as inform decision-making processes, therefore, improving effective operational practice and service quality. Thus, LAs must develop an appropriate performance management framework to support their ICT systems, to ensure the latest information about service users is accurate and up to date, and enables honest and transparent information to be used to better inform decision making and planning processes.  

Recommendation 8: To develop and incorporate an appropriate training programme and training plan

A major issue to fully implementing ICT within LAs is the lack of appropriate training for employees.  Training is viewed as a subsidiary activity, and in order to secure its full benefit, it must be planned and executed correctly.  Therefore, LAs should not only focus on reviewing existing basic ICT skills through employee development reviews, but should also revise existing professional training via the development of an appropriate training plan and programme.  This will be developed and supported through not only the provision of policies, procedures and guides, but through the use of ‘champions’ or key practitioners who can support and complement the training programme.

Recommendation 9: To ensure appropriate structures are developed, delivered and reviewed to support and consolidate ICT-induced change

The results show that ICT affects organisational design by completely changing the way employees carry out their duties. However, managers aren’t very good at communicating with employees the reasons for change, their role within the change and how the change will be achieved. This can be attained by developing clear leadership from the start of the change process, with management encouraging and promoting an organisational environment that recognises and supports the process of change.  Therefore, LAs should develop an effective change management and communication strategy which plans for the change through involving staff at all levels within the organisation.

Recommendation 10: To develop, implement and promote a strategic approach to implementing ICT

The results showed a lack of strategic direction has hindered the successful adoption of ICT within LAs.  There is a requirement for a long-term strategy over a number of years, which can be achieved with the use of an information business strategy that will not only transform and raise standards within LAs, but will ensure they are far more competitive.
5.3
Limitations and delimitations of the research

Critical evaluation of the research project is important, as it may contain limitations and delimitations that need to be highlighted.  The following areas of weakness were identified and can be used as a source to commence future research:

· Time, access and money constraints made it difficult to conduct a census of all LAs within Wales, as the population was not of a manageable size.  A sample was chosen from the SSD of NPTCBC, however, this could be perceived as observer bias, as interview and questionnaire results may have been influenced by the respondents and interviewees knowing the researcher. Consequently, if the research was conducted with all LAs or even different directorates within NPTCBC, it may well have well provided greater depth and balance to the analysis, in addition to being more representative of the population as a whole.
· It was difficult to test for significant relationships and differences between variables, as the majority of questions contained within the questionnaire sought the respondent’s views in terms of degrees of importance across a spectrum of five categories.  This occurrence, combined with the positive nature of the responses, made it difficult to undertake chi-squared analysis, as the results exceeded the 20% limit demanded.  This was a result of the small sample size, which inevitably produced difficulties in obtaining a significant test statistic.  

5.4
Further Research

It was evident from the limitations and delimitations of the research that there were weaknesses in the generalisation of the research findings from the sample frame and how the scope of the case study focused on the implementation of the ICS within NPTCBC SSD.  Therefore, further research across all LAs in Wales would add depth and balance to the analysis, as well as being representative of the population as a whole.
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Appendix 2

Neath Port Talbot County Borough Council

            Cyngor Bwrdeistref Sirol Castell-Nedd Port Talbot
Directorate of Social Services, Health & Housing

This questionnaire will aid the evaluation of Information and Communication Technology (ICT) within Neath Port Talbot County Borough Council (NPTCBC) Social Services Department (SSD) and in particular the implementation of the Integrated Children’s System (ICS).


General Information: [Please circle only ONE answer unless otherwise stated]

Questions:

1. Are you male or female?

(1)
Yes


(2)
No 


2. How old are you?


(1)
Under 18 

(2)
18 – 24

(3)
25 – 34

(4)
35 – 44

(5)
45 – 54

(6)
55 or over

3. Which Team do you work within?


(1)
RAAT




(2)
FST1


(3)
FST2




(4)
FST3


(5)
Child Disability


(6)
Conference & Review


(7)
Adoption



(8)
Fostering


(9)
Route 16

4. How long have you worked within Children & Family Services?

(1)
Under 1 Year

(2)
1 – 4 Years

(3)
5 – 9 Years


(4)
10 years or over

5. What is the title of your post?


(1)
Team Manager

(2)
Social Worker with Deputising 

Responsibilities
(3)
Social Worker

(4)
Social Work Assistant

This part of the questionnaire will help analyse and evaluate the benefits of Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System.
Questions:

[Please tick the most appropriate box against the following questions and statements]

Benefits of ICT:

	
	
	Strongly Agree
	Agree
	Neither Agree / Disagree
	Disagree
	Strongly Disagree

	Q6.
	Do you agree that ICT is transforming the methods of service delivery?
	
	
	
	
	

	Q7.
	Do you believe ICT is essential to underpinning existing business process?
	
	
	
	
	

	Q8.
	Do you agree ICT improves efficiency and effectiveness of services?
	
	
	
	
	

	Q9.
	Has the ICS ICT system transformed the way you interact with other organisations and agencies?
	
	
	
	
	

	Q10.
	Do you agree that ICT on its own will achieve gains in terms of responsive services?
	
	
	
	
	

	Q11.
	Does the ICS ICT system: 
	
	
	
	
	

	
	· Encourage collaborative working
	
	
	
	
	

	
	· Streamline services
	
	
	
	
	

	
	· Minimise and eliminate duplication
	
	
	
	
	

	
	· Provide e-government solutions
	
	
	
	
	

	Q12.
	Do you agree that the ICS ICT system is seen as an essential tool in the efficient administration of social services and the delivery of services to clients?
	
	
	
	
	

	Q13.
	Do you agree that the ICS ICT system enables new types of working such as:
	
	
	
	
	

	
	· Job Design
	
	
	
	
	

	
	· Group working
	
	
	
	
	

	
	· Telecommunicating 
	
	
	
	
	

	
	· Mobile working
	
	
	
	
	

	Q14.
	Do you communicate and organise activities with other organisation and agencies through the use of ICT?
	
	
	
	
	



	Q15.
	Please rank the following benefits of using ICT in order of preference:

7 = most preferable and 1 = least preferable:

	
	Social inclusion
	Transparency
	Efficient and effective services
	Greater accessibility of services

	
	
	
	
	

	
	Less fragmentation
	Integrating back office functions
	Mobile working

	
	
	
	


This part of the questionnaire will help analyse and evaluate the need of Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System.
Questions:

[Please tick the appropriate box against the following questions and statements]

Need for ICT:

	
	
	Strongly Agree
	Agree
	Neither Agree / Disagree
	Disagree
	Strongly Disagree

	Q16.
	Do you rely more and more on the use of ICT to complete your work?
	
	
	
	
	

	Q17.
	Do you believe the ICS ICT system is an integral part of the delivery arrangements for children services?
	
	
	
	
	

	Q18.
	Does the ICS meet the needs of the customer?
	
	
	
	
	

	Q19.
	Do you agree the ICS ICT system:
	
	
	
	
	

	
	· Ensures service users have information to make informed choices
	
	
	
	
	

	
	· Provides social work practitioners with the information they need to make decisions
	
	
	
	
	

	
	· Enable the sharing of information across many agencies
	
	
	
	
	

	Q20.
	Do you agree the ICS ICT system is purely Social Services?
	
	
	
	
	

	Q21.
	Do you agree the implementation of the ICS ICT system requires an appropriate structure to support the change in working practices?
	
	
	
	
	

	Q22.
	Do you agree the ICS ICT system facilitates better working together with other agencies and organisations?
	
	
	
	
	


	Q23.
	Please rank the following ICS facilities in order of preference:

4 = most preferable and 1 = least preferable:

	
	Search facility
	Case management display
	Cloning facility
	Alerts and warnings

	
	
	
	
	


This section of the questionnaire will help analyse and evaluate the issues in relation to the use of Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System.
Questions:

[Please tick the appropriate box against the following questions and statements]

Issues in relation to the use of ICT:

	
	
	Strongly Agree
	Agree
	Neither Agree / Disagree
	Disagree
	Strongly Disagree

	Q24.
	Do you agree that ICS ICT system should be given equal status to the services which are provided?
	
	
	
	
	

	Q25.
	Do you think that you can introduce ICS without changing working practices?
	
	
	
	
	

	Q26.
	Do you believe the following hinders the adoption of ICT within the Department: 
	
	
	
	
	

	
	· Poor funding
	
	
	
	
	

	
	· Lack of training
	
	
	
	
	

	
	· Poor equipment
	
	
	
	
	

	
	· Poor business case
	
	
	
	
	

	
	· Lack of strategic direction
	
	
	
	
	

	Q27.
	Do you believe management weaknesses are a major obstacle to successful implementation of ICT?
	
	
	
	
	

	Q28.
	Do you agree that ICT should be introduced within the Directorate as a simple addition to existing systems and processes?
	
	
	
	
	

	Q29.
	Do you agree that the public sector lags behind the private section in relation to the use of ICT?
	
	
	
	
	

	Q30.
	Do you agree with the NPTCBC SSD in-house approach for delivering the ICS ICT solution?
	
	
	
	
	

	Q31.
	Do you agree key ICS ICT processes should be mapped by those with an understanding of social work practice or access to professional advice?
	
	
	
	
	

	Q32.
	Do you agree with Social Workers writing ICS forms and administration inputting data into ICT systems?
	
	
	
	
	

	Q33.
	Do you agree ICS and ICT systems raises issues of information governance?
	
	
	
	
	

	Q34.
	Do you agree a key factor in successful implementation of the ICS ICT system is ICT training for social work staff in operational tasks?
	
	
	
	
	

	Q35.
	Do you agree a key factor in successful implementation of the ICS ICT system is ICT training for managers in performance management analysis?
	
	
	
	
	

	Q36.
	Do you agree that ICS ICT implementation was effectively led?
	
	
	
	
	

	Q37.
	Do you agree that ICS ICT changes were clearly communicated to staff at all levels by explaining: 
	
	
	
	
	

	
	· The reasons for change
	
	
	
	
	

	
	· Their role within the change
	
	
	
	
	

	
	· How change will be achieved
	
	
	
	
	


	Q38.
	Please rank the following ICS issues in order of preference:

4 = most preferable and 1 = least preferable:

	
	Integrating ICS with back office databases
	Integrating with the Electronic Social Care Record
	How information would migrate too and from different ICT systems
	How integrated professionals would use ICS.

	
	
	
	
	


Thank you for taking the time for completing this questionnaire. All responses will be handled with confidentiality and will only be used for research purposes.  Completed questionnaire analysis / results are available upon request.

Appendix 3
Neath Port Talbot County Borough Council

            Cyngor Bwrdeistref Sirol Castell-Nedd Port Talbot
Directorate of Social Services, Health & Housing

This interview questionnaire will aid the evaluation of Information and Communication Technology (ICT) within Neath Port Talbot County Borough Council (NPTCBC) Social Services Department (SSD) and in particular the implementation of the Integrated Children’s System (ICS).

Name: __________________________________________________________

Position within the Organisation: ____________________________________

________________________________________________________________

Questions:
1. Does Neath Port Talbot County Borough Council’s social Services Department need ICT to deliver the ICS?
2. What are the benefits and drawbacks of using ICT within Neath Port Talbot County Borough Council’s social Services Department, with particular reference to the ICS?

3. How and why is the ICT infrastructure provided for within the Social Services Department, with particular reference to the ICS (e.g. in-house, out-sourced)?

4. What staff resources are available within the Social Serviced Department to manage, maintain and develop its ICT services, with particular reference to the ICS?

5. Have you any existing or proposed partnership, consortium or information sharing arrangements with other local authorities, local health care agencies or other agencies and partners, with particular reference to the ICS?

6. What ICT specific education training arrangements do you have in place or propose to have in place within the Social Services Department for social care professionals, managers and planners, with particular reference to the ICS?

7. What are your information governance arrangements within the Social Services Department in relation to ICT, with particular reference to the ICS?

8. Outline the policies, protocols and processes in place or proposed to be in place to review and improve data quality within the Social Services Department, with particular reference to the ICS?

9. What effective performance measurement arrangements have been put in place within the Social Services Department, with particular reference to the ICS?

10. What have been the main influences on the ICT strategy within the Social Services Directorate, with particular reference to the ICS (e.g. e-government programme, organisational issues such as reconfigurations, performance management initiatives such as increased scrutiny arrangements, and information to the public such as call centres)?

11. Do you believe NPTCBC has embraced the public management model which is results driven, managed through objectives and performance measures, and uses markets and devolution?
Interview Question – Answer Sheet

	1. Does Neath Port Talbot County Borough Council’s social Services Department need ICT to deliver the ICS?



	Comment:



	2. What are the benefits and drawbacks of using ICT within Neath Port Talbot County Borough Council’s social Services Department, with particular reference to the ICS?



	Comment:



	3. How and why is the Information Communication Technology infrastructure provided for within the Social Services Department, with particular reference to the integrated children’s system (e.g. in-house, out-sourced)?



	Comment:



	4. What staff resources are available within the Social Serviced Department to manage, maintain and develop its ICT services, with particular reference to the ICS?



	Comment:



	5. Have you any existing or proposed partnership, consortium or information sharing arrangements with other local authorities, local health care agencies or other agencies and partners, with particular reference to the ICS?



	Comment:



	6. What ICT specific education training arrangements do you have in place or propose to have in place within the Social Services Department for social care professionals, managers and planners, with particular reference to the ICS?



	Comment:



	7. What are your information governance arrangements within the Social Services Department in relation to ICT, with particular reference to the ICS?



	Comment:



	8. Outline the policies, protocols and processes in place or proposed to be in place to review and improve data quality within the Social Services Department, with particular reference to the ICS?



	Comment:



	9. What effective performance measurement arrangements have been put in place within the Social Services Department, with particular reference to the ICS?



	Comment:



	10. What have been the main influences on the ICT strategy within the Social Services Directorate, with particular reference to the ICS (e.g. e-government programme, organisational issues such as reconfigurations, performance management initiatives such as increased scrutiny arrangements, and information to the public such as call centres)?



	Comment:



	11. Do you believe NPTCBC has embraced the public management model which is results driven, managed through objectives and performance measures, and uses markets and devolution?



	Comment:




Thank you for taking the time to complete this interview.  All responses will be handled with confidentiality and will only be used for research purposes. Completed interview analysis / results are available upon request.

 Appendix 4
Neath Port Talbot County Borough Council

            Cyngor Bwrdeistref Sirol Castell-Nedd Port Talbot
Social Services, Health & Housing Directorate




Cyfarwyddwr Gwasanaethau Cymdeithasol
This questionnaire will aid the evaluation of Information and Communication Technology (ICT) within Neath Port Talbot County Borough Council (NPTCBC) Social Services Department (SSD) and in particular the implementation of the Integrated Children’s System (ICS).

________________________________________________________________

General Information: [Please circle the appropriate answer]
Questions:

1. Are you:
(1)
Male


(2)
Female


2. How old are you?


(1)
Under 18 

(2)
18 – 24

(3)
25 – 34

(4)
35 – 44

(5)
45 – 54

(6)
55 or over

3. Which Social Work Team do you work within?


(1)
RAAT




(2)
FST1


(3)
FST2




(4)
FST3


(5)
Child Disability


(6)
Conference & Review


(7)
Adoption



(8)
Fostering


(9)
Route 16



(10)
Rapid Response
4. How long have you worked within Children & Family Services?

(1)
Under 1 Year

(2)
1 – 4 Years

(3)
5 – 9 Years


(4)
10 years or over
This part of the questionnaire will help analyse and evaluate the benefits of Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System.
Questions:

[Please tick the most appropriate box against the following questions and statements]

Benefits of ICT:

	
	
	Strongly Agree
	Agree
	Neither Agree / Disagree
	Disagree
	Strongly Disagree

	Q5.
	ICT is transforming the methods of service delivery.
	
	
	
	
	

	Q6.
	ICT improves efficiency and effectiveness of services.
	
	
	
	
	

	Q7.
	The ICS ICT system has transformed the way I interact with other organisations and agencies.
	
	
	
	
	

	Q8.
	The ICS ICT system: 
	
	
	
	
	

	
	· Encourages collaborative working
	
	
	
	
	

	
	· Streamlines services
	
	
	
	
	

	
	· Minimises and eliminates duplication
	
	
	
	
	

	
	· Other (please specify)
	

	Q9.
	ICT on its own will achieve gains in terms of responsive services.
	
	
	
	
	

	Q10.
	The ICS ICT system is seen as an essential tool in the efficient delivery of services to clients.
	
	
	
	
	

	Q11.
	I communicate and organise activities with other organisations and agencies through the use of ICT.
	
	
	
	
	


	Q12.
	Please rank the following benefits of using ICT in order of importance:

5 = most important and 1 = least important:

	
	Social inclusion
	Transparency
	Efficient and effective services
	Greater accessibility of services
	Mobile working

	
	
	
	
	
	


This part of the questionnaire will help analyse and evaluate the need of Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System.
Questions:

[Please tick the appropriate box against the following questions and statements]

Need for ICT:

	
	
	Strongly Agree
	Agree
	Neither Agree / Disagree
	Disagree
	Strongly Disagree

	Q13.
	I increasingly rely on the use of ICT to complete my work.
	
	
	
	
	

	Q14.
	The ICS ICT system is an integral part of the delivery arrangements for children services.
	
	
	
	
	

	Q15.
	The ICS ICT system:
	
	
	
	
	

	
	· Ensures service users have information to make informed choices
	
	
	
	
	

	
	· Provides social work practitioners with the information they need to make decisions
	
	
	
	
	

	
	· Enables the sharing of information across many agencies
	
	
	
	
	

	
	· Other (please specify)
	

	Q16.
	The ICS meets the needs of the service user.
	
	
	
	
	

	Q17.
	The ICS ICT system is entirely a Social Services instrument.
	
	
	
	
	

	Q18.
	The implementation of the ICS ICT system requires an appropriate structure to support the change in working practices.
	
	
	
	
	

	Q19.
	The ICS ICT system facilitates better working together with other agencies and organisations.
	
	
	
	
	


	Q20.
	Please rank the following ICS facilities in order of importance:

4 = most important and 1 = least important:

	
	Search facility
	Case management display
	Cloning ‘sibling’ facility
	Alerts and warnings

	
	
	
	
	


This section of the questionnaire will help analyse and evaluate the issues in relation to the use of Information and Communication Technology within Neath Port Talbot County Borough Council’s social Services Department with specific reference to the use of the Integrated Children’s System.
Questions:

[Please tick the appropriate box against the following questions and statements]

Issues in relation to the use of ICT:

	
	
	Strongly Agree
	Agree
	Neither Agree / Disagree
	Disagree
	Strongly Disagree

	Q21.
	The ICS can be introduced without changing working practices.
	
	
	
	
	

	Q22.
	Management weaknesses are a major obstacle to the successful implementation of ICT.
	
	
	
	
	

	Q23.
	ICT should be introduced within the Directorate as a simple addition to existing systems and processes.
	
	
	
	
	

	Q24.
	The public sector lags behind the private sector in relation to the use of ICT.
	
	
	
	
	

	Q25.
	The NPTCBC SSD in-house approach for delivering the ICS ICT solution was better option than procuring a private sector solution.
	
	
	
	
	

	Q26.
	The ICS ICT system raises issues of confidentiality.
	
	
	
	
	

	Q27.
	I agree with Social Workers writing ICS forms and administration inputting data into ICT systems?
	
	
	
	
	

	Q28.
	The following issues hinder the adoption of ICT within the Department: 
	
	
	
	
	

	
	· Poor funding
	
	
	
	
	

	
	· Lack of training
	
	
	
	
	

	
	· Poor equipment
	
	
	
	
	

	
	· Lack of strategic direction
	
	
	
	
	

	
	· Other (please specify)
	


	
	
	Strongly Agree
	Agree
	Neither Agree / Disagree
	Disagree
	Strongly Disagree

	Q29.
	The ICS ICT process should be mapped by those with an understanding of social work practice or access to professional advice.
	
	
	
	
	

	Q30.
	Do you agree that ICS ICT changes were clearly communicated to staff at all levels by explaining: 
	
	
	
	
	

	
	· The reasons for change
	
	
	
	
	

	
	· Their role within the change
	
	
	
	
	

	
	· How change will be achieved
	
	
	
	
	

	
	· Other (please specify)
	

	Q31.
	The ICS ICT implementation was effectively led.
	
	
	
	
	

	Q32.
	A key factor in the successful implementation of the ICS ICT system is ICT training for social work staff in operational tasks.
	
	
	
	
	

	Q33.
	A key factor in the successful implementation of the ICS ICT system is ICT training for managers in performance management analysis.
	
	
	
	
	


	Q34.
	Please rank the following ICS issues in order of importance:

4 = most important and 1 = least important:

	
	Integrating ICS with administrative databases
	Integrating with the other Social Care Records (i.e. health databases)
	How information would migrate to and from different ICT systems
	How integrated professionals (i.e. health / education workers) would use ICS.

	
	
	
	
	


Thank you for taking the time for completing this questionnaire. All responses will be handled with confidentiality and will only be used for research purposes.  Completed questionnaire analysis / results are available upon request.

Appendix 5
Neath Port Talbot County Borough Council

         Cyngor Bwrdeistref Sirol Castell-Nedd Port Talbot

         Directorate of Social Services, Health & Housing

       Cyfarwyddwr Gwasanaethau Cymdeithasol
To:
All Social Work Practitioners and Business Support Services Employees – Children & Family Services 

I am currently undertaking my final year Masters of Business Administration at Swansea Metropolitan University.  In order for me to graduate, I have to submit a work-related dissertation, and the project I have chosen to investigate is an evaluation of Information and Communication Technology within a Local Authority: A case study into the implementation of the Integrated Children’s System within Neath Port Talbot County Borough Council’s social Services Department.

To enable me to gather reliable and valid research data, I have created the attached questionnaire and I would be most grateful if you could spend no more than 5 minutes of your time to complete it.  Once complete could you please return it to me (Craig Williams, Business Support Service, Civic Centre, Port Talbot), via the internal mail system, marked private and confidential by Friday the 22nd of February 2008.  If you wish to discuss this further, by all means contact me on the following telephone number (01639) 763436.

Many thanks for your support.

Craig Williams
Appendix 6
Neath Port Talbot County Borough Council

         Cyngor Bwrdeistref Sirol Castell-Nedd Port Talbot

         Directorate of Social Services, Health & Housing

       Cyfarwyddwr Gwasanaethau Cymdeithasol
To:
All Social Work Staff – Children & Family Services 

With reference to recent correspondence I would like to take this opportunity to thank all those who took time to complete the questionnaire I recently circulated.

For those who have been unable to complete the questionnaire to date, I have extended the completion date from the 22nd February 2008 until the 29th February 2008 and would be most grateful if you could spend no more than 5 minutes of your time to complete and return it to me (Craig Williams, Business Support Service, Civic Centre, Port Talbot), via the internal mail system, marked private and confidential.
If you wish to discuss this further, by all means contact me on the following telephone number (01639) 763436.

Many thanks for your support.

Craig Williams

Appendix 7
Neath Port Talbot County Borough Council

            Cyngor Bwrdeistref Sirol Castell-Nedd Port Talbot
Directorate of Social Services, Health & Housing

This interview questionnaire will aid the evaluation of Information and Communication Technology (ICT) within Neath Port Talbot County Borough Council (NPTCBC) Social Services Department (SSD) and in particular the implementation of the Integrated Children’s System (ICS).

Name: __________________________________________________________

Position within the Organisation: ____________________________________

________________________________________________________________

Questions:
1.
Does Neath Port Talbot County Borough Council’s social Services Department need ICT to deliver the ICS?

2. What are the benefits and drawbacks of using ICT within Neath Port Talbot County Borough Council’s social Services Department, with particular reference to the ICS?
3. How and why is the ICT infrastructure provided for within the Social Services Department, with particular reference to the ICS (e.g. in-house, out-sourced)?

4. What staff resources are available within the Social Serviced Department to manage, maintain and develop its ICT services, with particular reference to the ICS?

5. Have you any existing or proposed partnership, consortium or information sharing arrangements with other local authorities, local health care agencies or other agencies and partners, with particular reference to the ICS?

6. What ICT specific education training arrangements do you have in place or propose to have in place within the Social Services Department for social care professionals, managers and planners, with particular reference to the ICS?

7. What are your information governance arrangements within the Social Services Department in relation to ICT, with particular reference to the ICS?

8. Outline the policies, protocols and processes in place or proposed to be in place to review and improve data quality within the Social Services Department, with particular reference to the ICS?

9. What effective performance measurement arrangements have been put in place within the Social Services Department, with particular reference to the ICS?

10. What have been the main influences on the ICT strategy within the Social Services Directorate, with particular reference to the ICS (e.g. e-government programme, organisational issues such as reconfigurations, performance management initiatives such as increased scrutiny arrangements, and information to the public such as call centres)?

11. Do you believe NPTCBC has embraced the public management model which is results driven, managed through objectives and performance measures, and uses markets and devolution?

Interview Question – Answer Sheet

	1. Does Neath Port Talbot County Borough Council’s social Services Department need ICT to deliver the ICS?



	Comment:



	2. What are the benefits and drawbacks of using ICT within Neath Port Talbot County Borough Council’s social Services Department, with particular reference to the ICS?



	Comment:



	3. How and why is the Information Communication Technology infrastructure provided for within the Social Services Department, with particular reference to the integrated children’s system (e.g. in-house, out-sourced)?



	Comment:



	4. What staff resources are available within the Social Serviced Department to manage, maintain and develop its ICT services, with particular reference to the ICS?



	Comment:



	5. Have you any existing or proposed partnership, consortium or information sharing arrangements with other local authorities, local health care agencies or other agencies and partners, with particular reference to the ICS?



	Comment:



	6. What ICT specific education training arrangements do you have in place or propose to have in place within the Social Services Department for social care professionals, managers and planners, with particular reference to the ICS?



	Comment:



	7. What are your information governance arrangements within the Social Services Department in relation to ICT, with particular reference to the ICS?



	Comment:



	8. Outline the policies, protocols and processes in place or proposed to be in place to review and improve data quality within the Social Services Department, with particular reference to the ICS?



	Comment:



	9. What effective performance measurement arrangements have been put in place within the Social Services Department, with particular reference to the ICS?



	Comment:



	10. What have been the main influences on the ICT strategy within the Social Services Directorate, with particular reference to the ICS (e.g. e-government programme, organisational issues such as reconfigurations, performance management initiatives such as increased scrutiny arrangements, and information to the public such as call centres)?



	Comment:



	11. Do you believe NPTCBC has embraced the public management model which is results driven, managed through objectives and performance measures, and uses markets and devolution?



	Comment:




Thank you for taking the time to complete this interview.  All responses will be handled with confidentiality and will only be used for research purposes. Completed interview analysis / results are available upon request.


Per cent





Table 1 – How old are you?





1





1.6





1.6





1.6





9





14.1





14.1





15.7





24





37.5





37.5





53.2





12





18.7





18.7





71.9





14





21.8





21.8





93.7





4





6.3





6.3





100.0





64





100.0





100.0





Under 18





18 - 24





25 - 34





35 - 44





45 - 54





55 or over





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





Table 2 – How long have you worked within Children and Family Services?





9





14.1





14.1





14.1





19





29.7





29.7





43.8





24





37.5





37.5





81.3





12





18.7





18.7





100.0





64





100.0





100.0





Under 1 Year





1 - 4 Years





5 - 9 Years





10 Years or over





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





Table 12 – The ICS ICT system minimises and eliminates duplication





14





21.9





21.9





21.9





33





51.6





51.6





73.4





7





10.9





10.9





84.4





8





12.5





12.5





96.9





2





3.1





3.1





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Strongly Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





Cumulative





Valid Percent





Percent





Frequency





Valid





Total





Strongly Disagree





Neither Agree / Disagree





Agree





Strongly Agree





100.0





100.0





64





100.0





1.6





1.6





1





98.4





1.6





1.6





1





96.8





39.0





39.0





25





57.8





57.8





57.8





37





Table 3 – I increasingly rely on the use of ICT to complete my work





Table 4 – The ICS meets the needs of the service user





6





9.4





9.4





9.4





32





50.0





50.0





59.4





21





32.7





32.7





92.1





4





6.3





6.3





98.4





1





1.6





1.6





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Strongly Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





Table 5 – The ICS ICT process should be mapped by those with an understanding of social work practice or access to professional advice





Table 6 – The ICS ICT system is entirely a Social Services instrument





25





39.1





39.1





39.1





30





46.9





46.9





86.0





9





14.0





14.0





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





11





17.2





17.2





17.2





23





35.9





35.9





53.1





16





25.0





25.0





78.1





14





21.9





21.9





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





Figure 4 – Are you male or female?





Figure 5 – I agree with Social Workers writing ICS forms and administration inputting data into ICT systems








Figure 6 – The ICS system is an integral part of the delivery arrangements for children’s services.








Figure 7 – ICT is transforming the methods of service delivery








Figure 9 – The ICS ICT system raises issues of confidentiality





Figure 10 – The ICS ICT system streamlines services








Figure 11 – The ICS can be introduced without changing working practices








Figure 12 – The implementation of the ICS ICT system requires an appropriate structure to support the change in working practices








Figure 13 – The NPTCBC SSD in-house approach for delivering the ICS ICT solution was a better option than procuring a private sector solution








Figure 8 – The ICS ICT system enables the sharing of information across many agencies





Table 7 – I communicate and organise activities with other organisations and agencies through the use of ICT





Table 8 – The ICS ICT system facilitates better working together with other agencies and organisations





19





29.7





29.7





29.7





24





37.5





37.5





67.2





15





23.4





23.4





90.6





5





7.8





7.8





98.4





1





1.6





1.6





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Strongly Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





Table 9 – The ICS ICT system provides social work practitioners with information they need to make decisions





15





23.4





23.4





23.4





27





42.2





42.2





65.6





17





26.6





26.6





92.2





4





6.2





6.2





98.4





1





1.6





1.6





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Strongly Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





Table 10 – ICT improves efficiency and effectiveness of service





19





29.7





29.7





29.7





41





64.1





64.1





93.8





3





4.6





4.6





98.4





1





1.6





1.6





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





13





20.3





20.3





20.3





46





71.9





71.9





92.2





4





6.3





6.3





98.5





1





1.5





1.5





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





Table 11 – The ICS ICT system is seen as an essential tool in the efficient delivery of services to clients





Table 13 – ICT on its own will achieve gains in terms of responsive services





22





34.4





34.4





34.4





31





48.4





48.4





82.8





8





12.5





12.5





95.3





3





4.7





4.7





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





10





15.6





15.6





15.6





24





37.5





37.5





53.1





19





29.7





29.7





82.8





8





12.5





12.5





95.3





3





4.7





4.7





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Strongly Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





Table 14 – ICT should be introduced within the Directorate as a simple addition to existing systems and processes





Table 15 – The ICS ICT implementation was effectively led





6





9.4





9.4





9.4





34





53.1





53.1





62.5





15





23.4





23.4





85.9





8





12.5





12.5





98.4





1





1.6





1.6





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Strongly Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





8





12.5





12.5





12.5





19





29.7





29.7





42.2





28





43.7





43.7





85.9





8





12.5





12.5





98.4





1





1.6





1.6





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Strongly Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





Table 16 - Management weaknesses are a major obstacle to the successful implementation of ICT





7





10.9





10.9





10.9





17





26.6





26.6





37.5





18





28.1





28.1





65.6





9





14.1





14.1





79.7





13





20.3





20.3





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Strongly Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





Table 17 – The public sector lags behind the private sector in relation to the use of ICT





12





18.8





18.8





18.8





19





29.6





29.6





48.4





28





43.8





43.8





92.2





5





7.8





7.8





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent





Table 18 – A key factor in successful implementation of the ICS ICT system is ICT training for social work staff in operational tasks





Table 19 – A key factor in successful implementation of the ICS ICT system is ICT training for managers in performance analysis





22





34.4





34.4





34.4





36





56.2





56.2





90.6





4





6.3





6.3





96.9





1





1.5





1.5





98.4





1





1.6





1.6





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Disagree





Strongly Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent











17





26.6





26.6





26.6





34





53.1





53.1





79.7





12





18.7





18.7





98.4





1





1.6





1.6





100.0





64





100.0





100.0





Strongly Agree





Agree





Neither Agree / Disagree





Strongly Disagree





Total





Valid





Frequency





Percent





Valid Percent





Cumulative





Percent

















Dear Mr Williams,





RE:  MBA – Research Project





With reference to recent correspondence regarding the above, I confirm that I and the Directorate will fully support you in undertaking your research project on the implementation of the Integrated Children’s System within Neath Port Talbot County Borough Council’s social Services Department.





Should you require any of my assistance, please do not hesitate to contact me.





Good Luck with your final year.





Yours sincerely








Mr C Preece


Director of Social Service, Health and Housing














Mr D.C. Williams


8 Bryneinon Road,


Gorseinon,


Swansea.


SA4 4XW
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