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1 Introduction
1.1 Purpose of our Intelligence Framework

The Care Inspectorate plans to develop its information, its staff, its systems
and its culture to become an intelligence-based organisation. We recognise
that we can and should make more use of the intelligence we hold, and that
other bodies hold, to help us:

e Listen better to people who use care services and their carers, and act
on what they tell us.

e Provide assurance to people that the quality of services is good
enough and improving, and that people who use them will be safe and
protected.

o Form effective partnerships with other bodies, in particular those that
also scrutinise public services, or collect information about care, so that
we are sharing our intelligence more, and coordinating our work.

e Become more efficient, and offer good value for money.

This intelligence framework is designed to develop the Care Inspectorate as
an intelligence based organisation. It is a flexible framework, rather than a
fixed strategy, so that we can adapt to changing circumstances whilst
retaining an overall strategic direction. It will make sure we collect the right
information, so it can be analysed and interpreted in the right way, to the right
people at the right time.

We will identify the key intelligence we need, and collect, handle, analyse,
interpret and share it to plan, carry out and deliver our regulatory and
inspection activities. We will use it to identify services that are failing to
improve or sustain improvements, or those that pose the greatest risks to
people. We will support our staff to deliver fair and consistent judgements
based on comprehensive knowledge and evidence. And we will use
intelligence to improve our own performance and the quality of our work. This
will apply at all levels of the organisation — from our inspectors to our Board
members. The development of the Intelligence Framework is closely linked
with the development of a Care Inspectorate Risk Framework, and these
frameworks must support each other.

We need to be able to provide information to Scottish Government and others
to help shape policy development in the sector, as well as respond to
opportunities and initiatives in both child and adult care and social work
(including criminal justice social work) service provision. As such, we will
become an Official Statistics provider about social care and social work in
Scotland.
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1.2 Definition and scope of intelligence

Intelligence means everything the Care Inspectorate knows, or needs to know
about the care, child protection and social work services we regulate and
inspect. Intelligence consists of the qualitative and quantitative information we
hold, and that is held by others (including people who use care services, their
relatives and carers), at local and national level about local authorities and
providers, care services, the populations they serve and the circumstances in
which they operate. Information only becomes intelligence when analysed,
interpreted and used. Therefore our definition of intelligence encompasses,
not only the information we hold, but how we collate, analyse, interpret and
use it.

1.3 Principles

The Care Inspectorate’s approach to intelligence is based on the following
principles. These have been adopted from the National Information and
Intelligence Framework for Health and Social Care in Scotland (Scottish
Government, draft 8 Dec 2011) and adapted to our needs.

Strategic alignment

This Framework will be the lynchpin around which our intelligence
priorities will be aligned. In turn, it will support the strategic priorities of
the Care Inspectorate’s Corporate Plan. This will support alignment of
objectives throughout the organisation as well as maximising the use of
our intelligence and avoiding any duplication.

Maximising use of intelligence
Any intelligence we identify as relevant to our work will be used to its
full potential by the Care Inspectorate, and by others. We will also
maximise our use of relevant intelligence held by other bodies. We will
use our intelligence primarily to:
e focus on identifying, reducing and, where possible,
eliminating risk;
e monitor service improvement, especially improving outcomes
for people;
e use our intelligence to help people make informed decisions
when choosing or commissioning social care services;
e monitor, manage and improve our performance, and the
quality of our work;
e support improvement and act as a catalyst for innovation;
¢ inform internal and external policy developments.

Safe and secure

This framework will encourage greater use and intelligence sharing
whilst preserving confidentiality and people’s right to privacy. This
includes giving our staff better access to intelligence as well as sharing
it. We must ensure that we acquire, store, use, share and dispose of
information appropriately.
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Responsiveness
As an organisation, we want to be able to respond to changing
intelligence needs, and technological developments.

Efficiency and reducing the burden on data suppliers

The way we develop our intelligence must be as efficient as possible.
We must avoid duplication and make best use of technology while
reducing the burden on providers. We will identify opportunities to work
with other national bodies to reduce the costs of collecting intelligence.

The Care Inspectorate is undertaking a major piece of work to define and
articulate the vision and values of our new organisation, therefore these
principles may be revised once that work is completed.
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2 Strategic Context
21 Corporate Plan

The Intelligence Framework supports and will inform the Care Inspectorate’s
corporate outcomes.

e The quality of services in Scotland is improving.

e People understand the quality of service they should expect and
have a good experience of services centred on their needs,
rights and risks.

e The Care Inspectorate performs effectively and efficiently as an
independent, scrutiny and improvement body and works well in
partnership with other bodies.

These in turn link to and support Scottish Governments national performance
framework and outcomes.

2.2 Priorities

Our priorities for 2011 to 2014 support achievement of the corporate
objectives, and contribute to improving outcomes for people using care and
social work services as well as meeting the information needs of those who
use or may use those services, and the information needs of others both
within and outwith the Care Inspectorate.

The Care Inspectorate aims to achieve its outcomes though a three-year
period of significant step changes. To this end, we have set up several
change programmes which will re-shape the way we do our work.

They are:

Year 1 Step Change Programme
e Improving our core business (phase 1)
-developing a care inspectorate risk framework
-developing a strategic intelligence framework
« Integrated children’s services inspections
Year 2 Step Change Programme
e Improving our core business (phase 2)
» Integrated adult services inspections
e Integrated planning and inspection scheduling

Year 3 Step Change Programme

e Improving our core business (phase 3)
e Projects to be decided
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This Intelligence framework is a central part of the “Improving our core
business” programme and must support the development and implementation
of the other change programmes.

It is also one of our four strategic change programmes that the Care
Inspectorate will undertake over the period 2011-2014 which are:

1. Building a new organisational culture that is customer centred and
focused on efficiency and high performance.

2. Building effective new relationships - working with partners - to
coordinate and integrate key scrutiny processes (such as risk
assessment, multi-agency inspections);to deliver more risk based and
proportionate scrutiny; and to ensure appropriate levels of scrutiny.

3. Developing our people — equip our staff with skills and knowledge to
identify risk, regulate, inspect and support improvement and innovation.

4. Developing and implementing business information and intelligence
strategies.

2.3 Official statistics

The Care Inspectorate Board has agreed that we will become an Official
Statistics provider. This means we must aim to comply with all the principles
of the Code of Practice for Official Statistics and the statutory requirements of
the Statistics & Registration Service Act. The Act places an emphasis on the
"production and publication of official statistics that serve the public good".

In becoming an Official Statistics provider, we have two main aims.

Firstly, to inform Scottish public and people who use care, child protection and
social work services about the quality and availability of care and social work
services by:

e producing and using accurate, up-to-date, comprehensive and
meaningful statistics to inform and support our core business
monitoring and evaluating care, social work and child protection
services;

e supporting achievement of the Care Inspectorate’s corporate
outcomes, and its accountability to government;

¢ facilitating meaningful comparisons between care and social work
services, for example on performance and quality; and

e providing information to Scottish Government, business, public
bodies and other key stakeholders about care and social work
services to help them develop local and national policies and to
assist them to operate efficiently and effectively.

Secondly, to ensure that the Care Inspectorate builds public trust and
confidence in its intelligence by:
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e achieving the highest standards of professional independence, integrity
and openness;

e continuously improving the quality, accessibility, comparability and
coherence of statistics;

e involving service users and other stakeholders in planning, quality
assurance, interpretation and use of statistics;

e working in collaboration with other analysts to promote a holistic
approach to the production of evidence; and

e achieving efficiency and effectiveness in collection and production,
eliminating unnecessary burden on data providers.

2.4 Working in Partnership with others

A fundamental element of our work with other bodies is sharing intelligence
with each other. We must ensure that we work with other regulators and with
other public bodies that have an interest in Health and Social Care, to share
intelligence where that will protect people, identify risk, and streamline how we
collect information that we need.

Further, we should work across organisational boundaries to identify problems
and risks in the sector, which may not be addressed by scrutiny itself, and we
should actively encourage the sector and other public bodies including
Scottish Government to address these.

2.5 Setting out the Strategic Intelligence Framework

The following framework is based on wide consultation within the organisation
and also takes cognisance of other significant initiatives in the sector such as
the development by Information Services Division within Scottish Government
of the Intelligence Framework for Health and Social Care.

There are three main parts to the Care Inspectorate’s Strategic Intelligence
Framework.

1. Setting out the vision

2. A critical appraisal of where we are now

3. An integrated Intelligence and Risk improvement plan which combines
the developments required to create a risk focussed and intelligence
based organisation, and sets out a series of actions to take us from our
current state towards our vision

The final sections of the framework consider the on-going governance

arrangements and resources we need to ensure that the improvement plan is
delivered.
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3 The Vision - an intelligent organisation

Intelligence will increasingly be at the heart of how we do business. In order to
become an intelligence-based organisation, we must make sure that we have:

the right information

at the right time

to the right people with the right skills
in the right ways.

We must move away from reactive and piecemeal development of our
information resources towards proactive planned developments that will move
the Care Inspectorate towards achieving its corporate goals.

Figure 1 describes the vision, as a series of lenses on the wider care
environment. In the current reality (bottom left hand side), the scrutiny activity
lens is large, as this is where we get most of our insight into the quality of
social care and social work services.

We already have a range of tools to help us identify and assess risk, but these
are not consistent and do not yet form part of a coherent Care Inspectorate
risk framework. Neither do they yet draw on a wide enough range of data.
Our intelligence lens could be described as still not fully focussed. We may
have access to facts and data but we do not yet have the capacity (skills,
technology, culture, relevant data) to fully focus in on and draw out the
important messages about the care and social work environment.

Moving towards the vision (top right hand side) we may become more
focussed in our scrutiny activity, whether that is within our own organisation
(by developing our intelligence, becoming better at identifying and assessing
risk and therefore able to be more targeted and proportionate) or by working
with others to expand our information and intelligence about the wider
environment.
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figure 1: Moving from the reality to the vision

environment

intelligence
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Risk assessment
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more targeted
scutiny

intelligence

To fully achieve our vision we must:
Develop our intelligence, including:

e greater use of external sources of validated information;

e developing ways of getting stakeholders views about services in a
systematic and structured way, and in particular developing intelligence
to support our new duty of user focus;

e making sure that our data is of good quality;

e harnessing “soft” information, such as the knowledge that an inspector
may build up over time about a particular service, or a piece of
sensitive information passed to us by the police but which they have
not acted upon;

e organising and defining our information and data so that it can be used
and re-used in many different ways, internally and externally.

Develop our capacity to deliver intelligence-based working including:

e developing our information and data sources;

e engaging better with others so that people will tell us about their
experience of services including where excellent and poor practice
exists;

¢ identifying and capitalising on technical solutions that will deliver the
information people need where and when they need it;
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developing our staff so that they can access, interpret and use
intelligence effectively;

ensuring that our structure, policies and governance promote
intelligence-based practices; and

aligning our data so that it can be used and re-used in as many
different ways as possible, at all levels of the organisation.

And enhance our wider intelligence role in social services in Scotland,
acknowledging our duty of cooperation including:

working with people who use our information to ensure that it is fit for
purpose;

informing ministers and the sector of the state of the social care sector;
aligning and sharing our information with others to reduce duplication
of information collection, and maximise the available intelligence about
health and social care; and

publishing high quality statistics.
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4 How we will use intelligence within the organisation

At every level of the organisation, for every purpose and function, people
need intelligence to deliver their objectives. This section considers each
functional level of the organisation and considers how the Care Inspectorate
needs to develop intelligence at that level. The model below describes the
intelligence within the Care Inspectorate in term of the needs and uses for
intelligence at different levels of the organisation.

Figure 2: Intelligence purposes and needs at each organisational level

purposes and needs uses and outcomes
Accauntability: direction: ' Performance info: evidence of
decision making: strategic impact: “stories” — press and PR:
planning ; influencing policy: Official stats; public reporting.

Strategic accountability

Summary-level info on services/

Managerment; efficiency; performance/ workload: flexibility: flags en
effectiveness Management variations: corporate overviews: natienal
A comparisons; scanning for unknown risks;
patterns
— o / N one system: system absorbs complexity:
Delwerl_ng s_crutlny. . . N\ delivers right info at right time;
assessingrisk; propertionate 0peratlona| N comparator info; flags problems: acting

and targeted. focussed on
needs and ocutcomss for
people

Y . .
s on known risks: better understanding of
L people’s experiences and cutcomes

Svystems; Staff development;
QA: Data; links with other
bodies data/scrutiny/
frameworks

flexible, data quality,
standards

The emphasis at the strategic and management levels is on decision-making,
strategic direction, influencing policy and accountability, while at operational
level it is focussing on efficient delivery of proportionate risk-based scrutiny.

Delivering change

Figure 2 also illustrates how each layer of the organisation connects with the
others. A change anywhere within this structure will have an impact at all
levels. For example, introducing a change at the operational level, should also
have an impact (ideally positive) at the management and strategic levels, and
will probably require a change in the supporting infrastructure. It is important
to note that the intelligence needs at the operational level should be aligned
with those at the Management and Strategic levels, and vice versa.

As we progress with the changes outlined in the improvement plan attached
to this framework, it is essential that each change is considered in the context
of its impact on the whole organisation, in order to ensure that the outcome is
successful.
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6. Improvement plan, activities and timescales

We have created an integrated Risk and Intelligence Improvement plan as a
separate document that will sit alongside the Intelligence and Risk
Frameworks.

In order to work towards the vision, this plan sets out the key actions for the
next three years that will develop our intelligence capacity and support our
delivery of our long term objectives and the change programmes.

Central to our improvement plan are the six themes of our consultation
findings, namely

1. Fully exploiting the intelligence we hold, including sharing our
information with partners

Exploiting external sources of intelligence

Focus on identifying risk

Focus on improving outcomes for people

Developing organisational capacity

Making intelligence easier to access.

SahwN

In section 5 of this document we identified under each of the six themes, what
we do already, what we could do better, and the desired performance
outcome for us.

So for instance under the theme “Exploiting external sources of Information”
one of the things we do well already is link with external partners, for example
regulators and others, in sharing information. One of challenges, or things we
could do better, is we are not clear that we have all the information we need.

A key opportunity here is working in partnership with other scrutiny bodies as
well as identifying new information sources and developments coming on
stream such as the South Lanarkshire portal, the work of the Strategic
Operating Group (SOG) who are developing a National Intelligence
Framework for Health and Social Care, and the work of the Social Services
Knowledge Management Board.

Therefore an action in the improvement plan for year 1 is to link with the key
bodies listed in the action plan, to identify opportunities for sharing
information, and for subsequent years includes creating a data catalogue to
cover all internal and external sources, so that people can see, in one place,
the data that we hold.
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7. Governance arrangements

This strategic framework includes an improvement plan with an outline of
actions over the next three years. Longer term actions are not given in detail,
as this Framework is intended to be flexible, as the organisation develops. To
ensure this improvement plan is developed and delivered we propose the
following governance arrangements:

e The main actions for each year, as detailed in the improvement plan,
are integrated with the Corporate Plan, and in particular within the
Annual Business Plan.

e The Strategic Intelligence Framework Project Group was set up to
oversee the development of the Framework, and ceased at the end of
March 2012, following development of the draft Framework. The
Strategy and Performance Committee, at their meeting on 13 March
2012, recommended that the implementation of the Risk and
Intelligence Frameworks should be brought together. Therefore an
Intelligence and Risk group will be established to retain oversight of the
delivery of the improvement plan.

e The improvement plan should be reviewed each year, to ensure it
remains linked to the corporate plan and objectives.

¢ Most actions in the improvement plan will require multi-disciplinary
resources and commitment to succeed, therefore this group should
report progress and any exceptions to the Executive Team.

8. Resources
8.1 Resources to deliver the improvement plan activities

The improvement plan sets out the key activities we will need to engage in
over the next three years in order to become a risk focussed and intelligence
led organisation. In includes interdependencies with other workstreams and
developments, and outlines the resources required to deliver the
development, as well as any on-going resource requirements, or efficiency
savings in the longer term.

8.2 Developing our capacity to deliver this framework

Delivery of the Improvement Plan will depend upon resources being available
across the organisation. This framework will have a particular impact on the
following areas initially, although there will be further areas that could be

added to the list.

Intelligence Team
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Our existing organisation structure includes an Intelligence Team,
comprising six whole time equivalent (wte) Information Analysts, line
managed by the Policy and Research Officer. Within this team there is
a range of expertise that is essential to delivering high quality
intelligence, and this team will support many of the actions in the
improvement plan. We must continue to develop this group of staff to
ensure that they can stay abreast of new developments and analytical
technologies, and meet the changing intelligence needs of our
organisation.

There are further pockets of expertise across the organisation that will
be core to delivering intelligence-based ways of working, for example
the Policy Analysts who are based within the Corporate Planning,
Communications and Involvement Team.

Operational staff

The aim of the framework is to develop capacity across the whole
organisation. To deliver this we propose a managed intelligence
network across the Care Inspectorate. This network will link the core
teams of specialists, to each other, and to those working in operational
areas across the organisation. Preliminary discussions have taken
place about how this fits with the Employee Development plans for the
next year. In time, we will also need to consider the impact of changes
to working practices, and therefore workload planning assumptions.

Operational admin staff

Initially this Framework will focus on developing the inspection admin
role, as part of the intelligence network, to include providing local
support for accessing and using available information, as well as
establishing direct named contacts between the Intelligence Teams
and operational areas. This approach fits with the Admin Strategy.

Employee Development

Employee Development colleagues are already planning an evaluation
of existing analytical and research skills across the whole organisation,
and subsequent identification of the development needs in 2012/13.

This will inform staff development across the organisation, to ensure
that people are clear and confident about how they can access and use
intelligence.

ICT and Information Governance

Implementing this framework will require ICT support and development
time for software changes. ICT solutions will need to promote our ability
to use intelligence for multiple purposes within the organisation and
across organisational boundaries. This will require closer working with
colleagues in other regulatory/inspectorate organisations as new and
integrated approaches to our scrutiny activities develop. It is essential
that this work links closely to the ICT Programme Board to ensure that
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any proposed ICT changes are considered in the context of the impact
across the whole organisation.

Any changes to how we collect, store, process, use or share
information should be assessed to make sure that we are doing this in
line with our records management policies and procedures, and in line

with our legal obligations, in particular the Data Protection Act and
Freedom of Information.
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