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Executive Summary
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Why are we doing this work?

● Pressure on staff

● Families shifting 
between teams

● Mis-directed contacts 
causing wasted effort

Early intervention

LAC

Staff wellbeing

Repeat engagement

Handovers

Challenges in CS Desired outcomes

EXECUTIVE SUMMARY

As part of the Improving 
How We Work 
programme, our aim is 
to support teams in 
delivering the best 
possible service within 
their means.

Our inception workshop 
identified these 
challenges and desired 
outcomes. 
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In Discovery we 
identified 15 
opportunities to 
make an impact, and 
four potential 
solutions to develop 
in the Alpha phase. 

See all our findings from Discovery at
servicedesign.bathnes.gov.uk/cs/discovery

EXECUTIVE SUMMARY

15 opportunities 4 Potential Alphas

http://servicedesign.bathnes.gov.uk/cs/discovery
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In collaboration with the service we have prioritised, developed and tested three 
Alphas which have the potential to support significant service improvements. 

Provide a 
‘’Screener” that 

directs referrers to 
the appropriate 

service

Provide a 
user-friendly web 

version of RFS form, 
that populates 

Liquidlogic

Alpha 2Alpha 1

Assuming 80% of contacts into CS go through 
this flow we expect to reduce processing 

time by 64%, freeing up time for more 
proactive early intervention. 

Redesign the flow 
of referrals into 

teams

EXECUTIVE SUMMARY

Alpha 4

A new Systemic Practice Model has the 
potential to improve staff morale, and 

improve the service experience for families 
by reducing handovers within the service.   

Part of the same user-journey
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We now seek agreement to proceed into the Beta phase

EXECUTIVE SUMMARY

Jan Feb Mar Apr May

Design, Develop, Test

June

Private Beta

Public Beta

July

Beta 1+2 - 
Screener &
Webform

Beta 4 - 
Systemic 

Practice Model
Formal 
consultation

Feedback  / 
planning

Beta - implementation and iteration

Team effort

- Service 
design 80%

- CS 20%

- Service 
design 20%

- CS 80%



Full report
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Introduction

Between September and December 

2019, a multi-disciplinary service 

transformation team, made up of 

service designers, technologists and 

subject matter experts, conducted an 

Alpha phase to develop solutions to 

enable more efficient handling of 

contacts coming into children’s services.

8

This document summarises the work 

completed during Alpha and makes the 

case for continuing into Beta. 
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Context and Objectives
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CONTEXT & OBJECTIVES

Some of the challenges 
facing Children’s Services.

● Increasing demand in Looked 
After Children

● Increasing complexity of needs

● Hard to recruit and retain staff

● Hard to measure outcomes
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● Part of the corporate ‘Improving 
how we work Programme’

● Starting point: Multiple access 
points or ‘front door’

● Compliments the wider Practice 
Framework development

● Links to other digital improvement 
projects e.g. Website Redesign and 
Print and Post
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How this project fits 
with other work going on 
within the service 

CONTEXT & OBJECTIVES

http://intranet/content/improving-our-website-0
http://intranet/content/print-and-post-doing-things-differently


In order to enable social workers 
to do their best work and relieve 
pressure in the system, it was 
decided to focus primarily on 
improving the efficiency at the 
‘front door’. 
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How this initiative 
supports objectives

Better outcomes 
for families

Safely reduce LAC 
through more effective 

early engagement

More capacity in the 
CS team at no extra 

cost

More efficient 
routing of contacts 

at front door

Fulfilled staff
CONTEXT & OBJECTIVES



Our Approach
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We are here

We are working to the GDS service standard

User-centred Agile Collaborative Transparent

OUR APPROACH
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Timeline

Having completed Discovery and Alpha phases we are now proposing taking forward two 
solutions into Beta. We did identify other opportunities in Discovery, however we 
recommend focussing on these Betas, as they will create substantial change in the 
department which may change the nature of the remaining opportunities.

OUR APPROACH

https://servicedesign.bathnes.gov.uk/cs/discovery/opportunities.html


Outcomes from Discovery
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We identified fifteen opportunities 
in Discovery

We interviewed staff and referrers 
and ran workshops to identify 
opportunities to make a difference.

See all our findings online at 
servicedesign.bathnes.gov.uk/cs/discovery

OUTCOMES FROM DISCOVERY

http://servicedesign.bathnes.gov.uk/cs/discovery
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We prioritised four potential solutions to take into Alpha

Provide a 
‘’Screener” that 
directs referrers 

to the 
appropriate 

service

Provide a 
user-friendly web 

version of RFS 
form, that 
populates 
Liquidlogic

Alpha 2Alpha 1

Part of the same user journey

Better 
notifications for 
referrers about 

cases they've 
submitted

Alpha 3

Redesign the 
flow of 

referrals into 
teams

Alpha 4

OUTCOMES FROM DISCOVERY
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After further consultation with the service we then de-prioritised Alpha 3

Provide a 
‘’Screener” that 
directs referrers 

to the 
appropriate 

service

Provide a 
user-friendly web 

version of RFS 
form, that 
populates 
Liquidlogic

Alpha 2Alpha 1

Part of the same user journey

Better 
notifications for 
referrers about 

cases they've 
submitted

Alpha 3

Redesign the 
flow of 

referrals into 
teams

Alpha 4

OUTCOMES FROM DISCOVERY



Alphas 1 & 2
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● Reduce number of low-threshold/NFA 
referrals coming in as safeguarding 
requests

● Increase capacity for RIO’s 

● Route contacts automatically to the right 
team

● Improved user experience for referrers

● Promote better understanding of 
threshold levels
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From Discovery: Objectives

Provide a 
‘’Screener” that 
directs referrers 

to the 
appropriate 

service

Provide a 
user-friendly web 

version of RFS 
form, that 
populates 
Liquidlogic

Alpha 2Alpha 1

Part of the same user journey
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Alpha 1 concept: A screener that directs referrers to the appropriate service 
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Alpha 2 concept: A web version of the RFS form, that populates Liquidlogic

RFS Web form LiquidLogicAdmin Interface Admin importer
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Identifying key assumptions from Discovery

What would have to be true for 
our solutions to work?

- We can design a workable 
question set.

- Referrers will use an online 
form.

- RIOs will adapt their workflow.

- We can store data legally.

- We can get data into 
LiquidLogic.

Assumptions workshop outputs



Alpha 1&2

Design & Prototyping
Summary of our approach
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Workshops with 
service team

Writing 
question set

Screens & 
Interaction design

User journey 
& logic

Activities
ALPHA 1 & 2: DESIGN AND PROTOTYPING
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Four key principles emerged early:

1. Prioritise questions that identify more urgent/severe cases and push 
them to an RFS/call quickly

2. Ask questions the referrer is able to answer - i.e. questions about the 
scenario/their concerns. We retain responsibility for recommending the 
appropriate next step

3. We use everyday language wherever possible

4. Educate the referrer about the appropriate next step, to help them 
make decisions in future

ALPHA 1 & 2: DESIGN AND PROTOTYPING



Developing the question set and logic: Type of risk and Impact to the child is used to screen referrals 
to the appropriate service

ALPHA 1 & 2: DESIGN AND PROTOTYPING
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We created a prototype of the webform that could be viewed 
in a standard web-browser for testing

ALPHA 1 & 2: DESIGN AND PROTOTYPING
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We also designed the backstage process
ALPHA 1 & 2: DESIGN AND PROTOTYPING



Alpha 1&2

Prototype testing
Who we tested with and how
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Testing Approach

● 13 professional referrer participants

● Face-to-face @ referrer workplace

● Moderator and Observer

● Approx 60 mins long

● Included: 

○ Contextual interview 

○ Referring real or example 
scenarios 

● Recorded using Lookback 

ALPHA 1 & 2: PROTOTYPE TESTING
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Highlights from testing with referrers

Overall positive reaction 

Referrers felt it helped to structure their thoughts 

Most felt it encouraged them to focus on the child

We haven’t tailored the questions to different age groups enough

Impact statements aren’t clear enough

Some questions need further simplification

ALPHA 1 & 2: PROTOTYPE TESTING
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Highlights from testing with staff

Feedback from front door team was positive

Expect it to reduce inappropriate referrals

Expect it to reduce the amount of data entry they do

Need to reorder how we import the data to fit their workflow 
better

Need to add additional ways to sort incoming referrals in the 
admin view (e.g. By Type, Outcome, Who will pick up etc)

ALPHA 1 & 2: PROTOTYPE TESTING



Alpha 1&2

Measuring the potential impact
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● Reduce number of low-threshold/NFA 
referrals coming in as safeguarding 
requests

● Increase capacity for RIO’s 

● Route contacts automatically to the right 
team

● Improved user experience for referrers

● Promote better understanding of 
threshold levels
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Provide a 
‘’Screener” that 
directs referrers 

to the 
appropriate 

service

Provide a 
user-friendly web 

version of RFS 
form, that 
populates 
Liquidlogic

Alpha 2Alpha 1

Part of the same user journey

From Discovery: Objectives

Remember these?

ALPHA 1 & 2: MEASURING POTENTIAL IMPACT
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Linking objectives to measures
ALPHA 1 & 2: PLAN FOR BETA

● Reduce number of low-threshold/NFA 
referrals coming in as safeguarding 
requests

● Promote better understanding of 
threshold levels

● Route contacts automatically to the 
right team first time

● Increase capacity for RIO’s

● Improved user experience for 
referrers

Objectives Measures

● 1. NFA’d referrals (reduce)

● 2. RIO time spent processing 
referrals (reduce)

● 3. Referrer satisfaction ratings 
(increase)
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1. Reducing NFA’d referrals

2460

NFA’d referrals 
2018/19

(excl. Police and A+E*)

Screener uptake
Est. percentage of 

contacts routed by the 
screener 2020/21 

80%

Accuracy of 
automated routing

Est. percentage of contacts 
correctly routed to Early 

Help or IAG

* Police and A+E will not use the screener and form in the first phase of it’s roll out because 
they are wedded to their own systems for submitting referrals.

80%

NFA’d referrals 
2020/21 (est.)

886
(- 64%)

x x =

ALPHA 1 & 2: MEASURING POTENTIAL IMPACT



2. Reducing RIO time spent processing referrals 

0.5 hrs

Min time RIO’s spend 
processing a referral

Total RIO time spent processing 
referrals excl. Police and A+E

64 wks

* Police and A+E will not use the form in the first phase of it’s roll out because they are wedded to their own systems for submitting referrals.
** Based on 80% referrals using webform, taking 0.2 hrs each and 20% at 0.5hrs. The 0.2hrs is currently untested because the system has not been built as part of Alpha.

ALPHA 1 & 2: MEASURING POTENTIAL IMPACT

4813

Total referrals
excl. Police and A+E*

x =

0.26 hrs

Avg** time for RIO 
to process a referral

2018/19

2020/21 (est.)

Total referrals based on 80% 
screener/webform take-up

excl. Police and A+E

3239 22.5 wks

- 65%

x =

We expect to reduce time spent processing referrals through a) reducing the number of 
referrals and b) reducing the time spent processing each referral.
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3. Improving referrer satisfaction

We anticipate the Screener and RFS webform 
to deliver an improved referrer experience, 
due to better form usability and swifter 
access to appropriate support.

There is no numeric referrer satisfaction 
score currently available as a baseline.

However as part of Beta we will measure 
current satisfaction levels through an online 
survey sent to professional referrers. We will 
also question referrers as part of planned 
usability testing.

This will give us a baseline.

Once the new service is live we can survey 
satisfaction with the online experience as 
part of the user journey, using the GDS 
online pattern created for this purpose.

This will provide a figure which we can 
compare against the baseline.

ALPHA 1 & 2: MEASURING POTENTIAL IMPACT



Alpha 1&2

Planning for Beta
What we’re doing next
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Improving the form - making it more relevant to age

Adding a question about the age of the 
child early in the screener

These impact questions will be tailored 
to the child’s age

ALPHA 1 & 2: PLAN FOR BETA
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Developing the end to end journey

PRODUCTION 
WEBFORM
(In progress)

ADMIN 
VIEW

IMPORTER
VIEW

(In progress)

LCS 
CONTACT

PROTOTYPE 
WEBFORM

Apart from completing the ‘production’ webform and importer 
view, we have built most of the component parts. 
Use of the GDS Toolkit has sped up this process. 

RIO Backstage process

Import 
into LCS
Tested

ALPHA 1 & 2: PLAN FOR BETA



LiveBeta

● Live release
● Track benefits measures
● Continuous improvement
● Investigate wider use 

(incorporate additional entry 
points)

● Align with further LCS 
developments e.g. Portal, EHM

● Share outputs & sharing 
opportunities (other LAs)

● Web form design iteration
● Final backstage (RIO) view 

development
● Test with referrers
● Test backstage process and 

importer with RIO Team
● Prepare for release
● Private Beta release
● Benefits and measures tracking
● Incorporate into public website
● Beta release
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Product Roadmap

ALPHA 1 & 2: PLAN FOR BETA

Alpha

We are here

● Request for Service (RFS) web 
form prototype developed

● Form usability tested with 
service and professionals

● Hypothesis and assumptions 
from Discovery tested

● Measures defined
● V1 functional product developed
● Data population (automated) of 

LiquidLogic tested (importer)
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Proposed timeline for Beta

ALPHA 1 & 2: PLAN FOR BETA

We expect to release Private Beta in March 2020 and Public Beta within Q2 2020

 from which point time savings should begin to be realised.
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Proposed team for Beta

Product 
Owner

Developer(s)Delivery 
Manager

 

Lead Service 
Designer

Technical 
Lead

Interaction 
designer / 
researcher

Providing service design support 

ALPHA 1 & 2: PLAN FOR BETA



Alpha 4
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● Better relationship with children and 
families with less need to repeat their story

● Less time spent on duplication 
and hand-overs 

● Systemic approach with family network to 
reduce the number of looked after children

● Increased job satisfaction and team 
cohesion

● More effective management and service 
delivery with staff time freed up by being 
able to work at the right level

50

From Discovery: Objectives

Redesign the 
flow of 

referrals into 
teams

Alpha 4
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To improve the flow of 
referrals into teams, a new 
Triage Team will feed cases 
into new multidisciplinary 
Hubs which will hold cases to 
resolution (rather than 
handing-off after 3 months), 
or until long term 
arrangements are in place.

Alpha 4 concept: Systemic Practice Model 

New triage team in 
regular contact with 
professional 
referrers

Multi-disciplinary 
hubs handle cases 
end-to-end, using a 
Systemic approach

Professional 
referrer has 
concern



Alpha 4

Testing the new model
How could Systemic Practice work in BANES CS?
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Describe the 
model 

Our approach - an iterative loop

Gather 
feedback and 
ideas through 

workshops

Update the 
the model

ALPHA 4: TESTING THE MODEL
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Describing the new model

10 visualisations in total!

ALPHA 4: TESTING THE MODEL
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Sharing and gathering feedback from staff

ALPHA 4: TESTING THE MODEL
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Workshopping process stages - How could this actually work in BANES?
ALPHA 4: TESTING THE MODEL
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Workshops covered...

The Triage team 
processes

Weekly hub 
meetings

ALPHA 4: TESTING THE MODEL

The flow of cases 
into teams

One to one meetings Peer group meetings 
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We met with the Bristol City Council Family Intervention 
Team who are already working ‘systemically’

● 9 Units operating in a systemic way

● Helped to establish a group identity

● Have a front door they never had before

● Better relationship with SWs, more 
understanding of roles & skills

● More service than system, great response 
from families - actual feedback

“Best thing ever... wouldn’t go back”

ALPHA 4: TESTING THE MODEL
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We modelled caseloads to check there is capacity to work this way

“Best thing ever... wouldn’t go back”

ALPHA 4: TESTING THE MODEL
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We described the potential makeup of the new teams...

“Best thing ever... wouldn’t go back”

 ...and the organisational structure

ALPHA 4: TESTING THE MODEL
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All diagrams are available online in Miro
ALPHA 4: TESTING THE MODEL

Contact for access

mailto:al@thinkpanda.co.uk
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All the detail is available online in Airtable

Includes:

○ Details on each workshop

○ Information/diagrams for each 
‘service stage’, along with our 
current level of confidence

○ Responsibilities for each role for 
each stage in the new model

○ All the iterations of the practice 
model

ALPHA 4: TESTING THE MODEL

Contact for access

mailto:al@thinkpanda.co.uk


Alpha 4

Measuring potential impact
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A steering group bringing together 
members of Children’s Services 
management team, Human Resources, 
Organisational Development and Business 
Intelligence has been set up to manage the 
process of adopting the Systemic Practice 
model.

There is a ‘Task and Finish’ group, reporting 
to the Steering Group that is focussed on 
evaluation.

ALPHA 4: MEASURING POTENTIAL IMPACT

At the point of finishing the Alpha phase, 
the exact measures that will be used to 
evaluate the success of the Systemic 
Practice Model have yet to be agreed.  
Professor Louise Brown from Bath 
university is to be consulted on the best 
approach.

Here we outline our current thinking on 
appropriate measures in recognition that 
there will be refinements to make as 
decisions are made. 

Steering group is taking responsibility for evaluation
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Linking objectives to measures

ALPHA 4: PLAN FOR BETA

● Better relationship with children and less need 
for families to repeat their story

● Less time spent on duplication 
and hand-overs

● Systemic approach with family network to reduce 
the number of looked after children

● Increased job satisfaction and team cohesion

● More effective management and service delivery 
with staff time freed up by being able to work at 
the right level

Objectives Measures

● 1. Hand-overs per case (reduce)

● 2. Family satisfaction (increase)??

● 3. Number of children looked after (reduce)

● 4. Volume of job applications from experienced 
social workers (increase)

● 5. Staff retention (increase)

● 6. Job satisfaction reported in staff survey 
(increase)

Measures we recommend:



Alpha 4

Plan for Beta
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What does BETA mean for ‘Redesigning the flow of referrals into teams’?

ALPHA 4: PLAN FOR BETA

This initiative involves significant changes to 
the structure of teams within Children’s 
Services and the processes staff work with. 

Our aim within the Alpha Phase was to help 
teams understand these potential changes, 
to highlight potential snags and concerns 
and to collaborate on a vision for how a 
systemic practice model could work within 
BANES.

There will now be a period of formal 
consultation before a Beta phase starts. 

In Beta the aim should be to transition 
the department to this new way of 
working, recognising that the new 
system may not work perfectly initially 
and allowing for ongoing iteration on the 
detail of the Practice Model. 

In depth planning for the transition will take 
place in parallel with the formal consultation 
process and will be led by the ‘Re-design 
Steering Group”. 
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Proposed timeline - assuming formal consultation is positive
ALPHA 4: PLAN FOR BETA



Thank you.
Jonathan Cordier
Kerry Hempleman
Louise Manning-Warton
Dave Hammond
Ant Mace (Product Panda)
Will Scott (Product Panda)
Alastair Lee (Product Panda)


