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Executive summary (1)
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• This project was led by the London Borough of Ealing (LBE)

• Funding was provided by the Ministry of Housing & Local Government through the Local Digital Fund

• Three councils worked together with Social Kemistri over 16 weeks to complete this project. We designed and 
built a prototype service system that promises to deliver significant benefits

• The other partners were Staffordshire County Council (Staffordshire) & Suffolk County Council (Suffolk)

• At the heart of this prototype is an AI Engine which simplifies what is otherwise a complex and time 
consuming service. It’s currently characterised by large amounts of manual data processing, messaging, 
document handling and report writing 

• The results are impressive. The evidence strongly suggests that using digital technologies there are 
opportunities to produce EHCPs faster and more efficiently

• We estimate cost and/or time savings of around 25%. That equates to annual savings of more  than £60M 
nationally, and an average saving of £420k per Local Authority that adopts the technology  

Feedback & quality

27

• Feedback mapped to needs & outcomes
• Greater sense of control and involvement for children, young 

people, parents and carers.
• Children and young people more motivated and engaged 

with their chosen outcomes as they progress with their 
personal learning & development journey

• Smarter algos and systems 
• Better matching of needs to value
• Overall more accountable and better quality system 

•My Life
•Outcomes

•L&D



Executive summary (2)
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• Our primary purpose was to significantly reduce the time required to produce an Education Health & Care Plan (EHCP)

• This plan is central to meeting the needs of children with special educational needs and disability (SEND)

• There is a statutory requirement to complete a plan in no more than 20 weeks

• Delays in producing plans or making provision for children with SENS can have serious impacts on a child’s development

• We wanted to create a system that would give parents, children and young people more of a say,  greater involvement and 
control over outcomes 

• Our priorities and focus were set by a discovery process completed in summer 2018 into the SEND process in Ealing; this 
included extensive research with parents, young people, schools, professionals and SEND staff. It showed that users found 
the process stressful and they felt disempowered to engage. Staff who were committed to the best outcomes for children 
and young people were constrained by the systems and processes in place, and spent more time on manual processes and 
administration than in direct engagement with users.

Logic

37



Executive summary (3)
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• We have simplified the assessment process to help EPs be more effective

• Reduced administrative burden, producing more structured & consistent EHCPs

• Internal process continues to be led and controlled by EPs

• EPs have more time for 1-2-1 interventions and focus on individual needs

• The system can be used by any of the professional contributors

• Platform that will facilitate real-time feedback from parents, children and young people

• Supports more effective commissioning and market shaping

Feedback & quality

27

• Feedback mapped to needs & outcomes
• Greater sense of control and involvement for children, young 

people, parents and carers.
• Children and young people more motivated and engaged 

with their chosen outcomes as they progress with their 
personal learning & development journey

• Smarter algos and systems 
• Better matching of needs to value
• Overall more accountable and better quality system 

•My Life
•Outcomes

•L&D



Executive summary (4)
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Key Project OutputsPrototype

37

https://socialkemistri.shinyapps.io/digitalehcp/

• Data Analytics

• Functional Prototype

• Value Model

• SEN2 Dashboard  Analysis

• Technical architecture

• Beta project plan & costing

• Alpha Closing Workshop



Executive summary (5)

Considerations for Beta

• Efficiency benefits - validation, cashable vs non cashable, package vs assessment costs

• GDPR  / data security

• Parent / professional / school engagement

• Definition of  ‘good’, quality assurance & link to outcomes 

• Commercial considerations – financial model, IP

• Digital considerations - integration into existing systems vs open access

See also EHCP Alpha Closing Workshop Notes
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Discovery process
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• Comprehensive process conducted by LB Ealing in the second half of 2018

• Extensive piece of user research (more than 4 months activity & 50 page report – to be made 

available)

• Personas developed for all the main actors and stakeholders

• Survey of parents with more than 260 responses

• Detailed service map and blueprint

• Wardley mapping exercise  examining processes, data, tools and transformation potential

• Included visits to schools, shadowing sessions, expert interviews and user interviews
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ERSA 
Received

ERSA 
Panel

EHC Needs 

Assessment  & SEN 

Support  

Plan

EHCA 
Panel

Draft  
EHCP

School 
Placements - 

 Understanding - 

 

 Preference - 

 

Final
EHCP

Scheduling Panel - 

Gateway - 

Scheduling Panel - 

Validat ion - 

Scheduling Specialists 
- 

Up to 36 weeks 
(avg. 28 weeks)

Chasing Appendices 
- 

THE CHALLENGE
The cu rren t  service t im eline can  be ext ensive for users, and  pain fu l for  st af f



Discovery outputs (1)
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• Multiple stakeholders are frustrated and hampered by administrative tasks and manual processes

• Many end users find this important process highly emotional and stressful

• Little capacity for engagement and early intervention by EPs

• Parents feel disconnected from the process and the outcomes

• EHCP reviews are infrequent and usually at the demand of parent or providers

Special Educational Needs & Disabilities

23

Identified  and/or Assessed Needs

Early Years & Primary

Children or young people with 
special educational needs are 
in the main identified and/or 
assessed in the early years or 
primary setting. 

0 Years 25 Years



Discovery outputs (2)
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• Educational psychologists lead the assessment process

• They are supported by other professionals in making an assessment

• The assessment takes account of health and care needs and their impact on a child’s education

• An EHCP combines inputs from other professionals including some who may already be engaged with the family

• All these are summarised in the plan and mapped to interventions provided by schools and other organisations

• These provisions are part of a Local Offer

• Some specialist needs may need to be provided outside of a borough or council locality

Digital EHCP

25



Discovery outputs (3) – customer journey & pain points
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PHASES & TIME

CUSTOMER

JOURNEY

FRONT STAGE

BACK STAGE

SUPPORTING

PROCESSES

COORDINATOR

SPECIALIST

REQUEST

Consults 

a GP /  Teacher /  

Coordinator / Charity 

worker

May consult

the Parent

Outlook

May contact SENAS. 

Agrees to proceed with 

ERSA

Explains the process 

to the Parent either phone 

or email. 

Requests docs

Out look

May provide required 

documentat ion. Fills 

their part  of ERSA 

independent ly or with 

SENCo

Receives the request to 

email, validates it , and 

creates a case on 

Synergy

Out look, Synergy, Joint  

folder

SCHOOL REP.

BEFORE

Becomes aware 

of an issue and needs, 

looks for available 

information and guidance

May be already aware 

of many of the children 

that  will be having an 

ERSA

Might be made aware of 

needs by teacher. 

Observes the student and 

makes recommendat ions

Has a conversation 

with the Parent  

and School’s EP, 

Therapists, Social 

services

May contact  SENAS on 

Parent ’s behalf. 

Requests agreement 

from Parent to do 

ERSA

Provides required 

documentat ion and 

sends ERSA (often 

email or let ter). May 

help parent fill ERSA

May supply addit ional /  

missing documentat ion

Out look

May receive a 

confirmat ion of ERSA 

being received OR calls 

to request  an update

Out look, Excel

May supply addit ional /  

missing documentat ion

Receives confirmation 

of ERSA being received

ADMINISTRATOR
May request 

addit ional/missing 

documents

PARENT

YOUNG ADULT

PANELIST

May consult

the Parent

PERSONA

Logs the case onto a 

spreadsheet and 

allocates it  to 

a Coordinator

Outlook

Receives an email with 

a new 

caseload

Sends conf. and Coor. 

details to parent  and 

school 

Is contacted about the 

ERSA going to first 

panel

Is contacted about the 

ERSA going to first 

panel

Validates the 

documentat ion

Informs the Parent /  School 

Rep that the case will be 

reviewed by the Panel. 

Specifies decision date

Out look

FINANCE

- Parents often need 

information as they don’t 

understand the process and 

there’s not  clear enough 

information available

- It ’s often difficult to 

get the Senco’s t ime

- Expectat ions might be 

set high by school

- “EP’s t ime is like gold 

dust” - last  resort

- SEN can’t  start  case 

unt il all necessary 

documentat ion

- Parental ERSA can be 

more t ime consuming

- BS uses mult iple 

systems and tools

- Parents/schools 

contact for update

- Processing the 

request  is very t ime 

consuming due to the 

system and various 

tools

- Keeping comms with 

parents takes effort  

and t ime

- Often parents call for 

updates

The clock starts

CHANNELS

SYSTEMS

PAIN POINTS

- Often insufficient  

information

- Parents might not  know 

what the fields in ERSA mean

- Unexpected ERSA’s EP’s 

causes t ime problems for EP

May be give consultat ion to 

Parent/School rep. May visit  

the child to observe and 

create a report

- Parents don't  know 

what to do

- Parents might be reluctant 

to believe their child needs 

support  OR think more 

support  is needed than in 

reality



Discovery outputs (4)
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Discovery outputs (5)
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Discovery outputs (6)
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Discovery outputs (7)
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Discovery outputs (8)
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Note: avg. 28 weeks –

data available mid 2018)

Additional resourcing (2 

FTE, cost £90k) in 2019, 

plus additional 

management measures, 

has resulted in avg. time 

of 21 weeks at April 2019



Discovery outputs (9)
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PHASES & TIME

CUSTOMER

JOURNEY

FRONT STAGE

BACK STAGE

COORDINATOR

PRE-ASSESSMENT

Prints files.

Attends a weekly meet ing 

to intro the case to Panel 

May receive an update or 

contacts for one

Chooses Specialists 

for appendixes and sends a 

request

May take the child to 

the Specialist

Receives Appendixes and 

files them onto Synergy

SCHOOL REP.

Might t ry to chase EHCCo 

or asks SENCo to do so

Collates a bundle of 

documents. May be 

contacted by the 

Parent  or SENCo

Out look, MS Word

Often has to chase on 

Parents request

Receives a request for 

Appendix B - School 

report

Sends

 Appendix B

Receives a draft  of the 

plan and has ability to 

request changes

Receives a draft  of the 

plan and has ability to 

request changes 

(usually email)

ADMINISTRATOR

PARENT

YOUNG ADULT

PANELIST

PERSONA

Logs case to panel

Has 15 days to request  

changes to the draft

Receives not ificat ion 

of decision

 and draft  EHCP. May 

request amendments 

Prints files/

Attends a panel review, 

takes minute notes. 

At tends a weekly meet ing to 

review cases and make 

decisions

SUPPORTING

PROCESSES

SPECIALIST

Outlook

Receives request for 

Appendix and arranges 

visits

Outlook

Examines the child and 

writes a report

Out look, Synergy, Joint 

folder

Outlook, MS Word, 

CareCalc
Outlook

MS Word, Mail Merge, 

Out look, Printer

FINANCE

Drafts SEN Support  Plan, 

Fills in RAS, 

shares the draft

Chases Specialists/School for 

reports

Attends to review cases 

and make decisions on 

needs, funding and 

provision

- Mult iple, inconsistent  

processes & systems

- Specialist receive requests 

for pupils of schools not  

assigned to them or the 

requests are sat in a tray and 

not being assigned

ASSESSMENT

- Parents/School not 

sure what is going on

- Calls from Parents 

/School disturbing 

work

- High volume of paper

- Insufficient details 

stall decision making

- Reports can’t  be older 

than 12 months - first  

thing is to check dates

- Parents often need to 

go through the draft  

with SENCo or EHCCo 

as it ’s not  easy to 

understand

- Parents often out of 

the loop and barely 

involved in the process 

unt il the draft  plan

- No meet ing to view 

the plan

Sends let ter to parents 

and School, not ifying 

the Panel decision. 

Updates Synergy

max 6 weeks max. 16 weeks

Receives decision,

 and draft EHCP.

May request changes in 

funding and provision 

within 15 days. The case 

may go to another Panel

CHANNELS

SYSTEMS

PAIN POINTS

- EHCCo has to chase the 

appendixes

- reports and appendixes 

often late/after deadline

- EP’s feel the summaries are 

taking too long of their t ime

- Collaborat ion for goals 

set ting between EP and other 

specialists is non-existent

- Emails have replaced 

meet ings with Parents

- Parent might not understand 

the draft  plan a

- Amendments and quality 

insurance takes t ime in Panel

- RAS not  always included

- Inconsistent  key milestones 

in plans - creat ing them 

difficult



Discovery outputs (10)
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PHASES & TIME

CUSTOMER

JOURNEY

CHANNELS

FRONT STAGE

BACK STAGE

COORDINATOR

NEGOTIATIONS & FUNDING

Goes to school with the 

child for interviews

May request 

an update from EHCCo 

or ask SENCo to do so

Receives the school’s 

decision

SCHOOL REP.

ASSESSMENT

New school needs to agree 

that  they can meet the 

needs. Contacts parents 

to arrange 

interviews/observat ions

Meets with the Parents 

and the child/young 

person for an 

observat ion/ interview

Informs the 

Coordinator about the 

decision on admission 

within 15 days

ADMINISTRATOR

PARENT

YOUNG ADULT

PANELIST

PERSONA

Receives the final plan 

with the school named. 

Might contact support ing 

organisat ion or school 

for help or appeal

Receives a copy of final 

plan and decision

OUTCOME

Might t ry to chase EHCCo 

or ask SENCo to do so

Might chase the EHCCo 

for an update about 

the final plan

- Both schools receive 

the final plan

- Logs into EGfL 

to see the list  

of students

Shares Synergy 

-generated spreadsheet 

with Schools. 

Updates Synergy

Commissioning Team 

engages with independent 

providers. 

Receives decision from 

school

Forwards the school 

decision to Parent 

once agreed

Creates the final 

version of EHCP, 

names the school

Requests a sign-off from 

mgmt of services which 

will deliver the service, 

updates the system

SLT signs off

 the final EHCP

Sends final plan and 

decision to the Parent and 

School Rep.

MS Word, Printer, Mail 

Merge

SUPPORTING

PROCESSES

SPECIALIST
Managers of services 

sign off the final EHCP

FINANCE

Account ing receives 

Synergy-generated 

spreadsheet with payable 

amounts 

Makes the first  payment. 

Different t imes for 

different  school

Word Outlook, Synergy Joint folderSpreadsheet, Synergy

- Informal negotiat ions with 

the school/parent  about 

funding via phone

- Finance informat ion 

not dealt with in 

Synergy

- Sign off from each 

Service Manager slows 

down the process

- The overall process is 

current ly taking longer 

than the statutory 

t imescale (20 weeks)

max. 20 weeks

SYSTEMS

PAIN POINTS

- Difficult  to understand

 for non-english speakers

- Some specialists receive a 

copy of final plan but not  

always

- The list  is not  always 

accurate - some details might 

be missing

- School might not  be able 

to meet the child and are 

not  sure if they can meet 

their needs, but  often 

accepts offer anyway to 

keep funding



Local Digital Fund
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Our mission is to support a national ‘Local Digital Movement’ 

that brings together everyone required to make local public 

services excellent for users and taxpayers.

• Co-publishing the Local Digital Declaration with our partners. This is a shared ambition for the future of 

local public services, written by a collective of local authorities, sector bodies and government 

departments. It outlines our shared goals and commitments, and it invites all organisations working to 

improve local services to join in by signing up. Over a third of English principal local authorities have 

already signed since it’s launch in July 2018.

• Providing a support function through the Collaboration Unit at MHCLG. This Unit’s goal is to help the local 

public sector achieve the aspiration set out in the Local Digital Declaration.

• Launching an Innovation Fund of £7.5M for councils to bid for. This is being used by councils to develop 

common solutions to common shared challenges, and to build capacity in the sector to implement 

the Local Digital Declaration.



Exemplars
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This part of the fund will be used to support councils with digital 

projects that can be used by others, maximising efficiency savings 

and moving us towards common data standards and common 

design patterns for local services.

• Demonstrate the benefit to local public services, helping local authorities to make savings and deliver 

better outcomes for people in their communities

• Be scalable by design, developed by 2 or more local authorities to meet the needs of many organisations

• Aim to deliver products that help others use or build on their work. These could include standardised user 

research findings, service design patterns, benefits cases, code repositories and other sharing platforms.

• Show how they meet the principles outlined in the declaration

• Commit to making all tools and outputs from the project completely open and freely available for any 

organisation to reuse.



Three Partner LAs
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• The London Borough of Ealing (Ealing) is the lead partner. 

• Ealing ran a discovery project in 2018 which highlighted potential changes that 
would create new efficiencies if implemented

• Suffolk County Council (Suffolk) & Staffordshire County Council (Staffordshire) are 
rural local authorities and are very different in many ways to a typical London 
borough e.g. their geography and scale

• However our research shows that in regard to SENs service systems and 
economics there are no major differences. Any such differences are nuanced 
and/or semantic

• Our value model is based on top-down calculations from nationally reported data 
(DfE May 2018) and also bottom up data provided in the main from Ealing

• We have validated these data with each of the partners by reconciling activities, 
resources, workflows, and volumes
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Higher level comparison of partner local authorities



SEN2 Data Benchmarking Tool
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.https://socialkemistri.shinyapps.io/SENS2/

https://socialkemistri.shinyapps.io/SENS2/


What’s an Alpha
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Part of  a 4 stage Agile Development Process 

Develops, tests and makes the case for further investment regarding potential 

service improvements identified by the discovery process

Discovery Alpha Beta Live



Alpha project
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• Follows on from the discovery process

• Central idea or hypothesis 

• Prove/disprove – Pivot

• Gathering evidence and building a case

• Foundations for a successful Beta project

• Demonstrate the technology

• Build functional prototype

• Show consideration for and address user needs

• Provide an outline business case/model

• How it fits with legacy systems & processes

• A project plan and costing for Beta project

• That the service system is scalable

• Maps onto cultural  economic realities



Alpha project

25

• Demonstrate the technology

• Build functional prototype

• Show consideration for and address user needs

• Provide an outline business case/model

• How it fits with legacy systems & processes

• Maps onto cultural  economic realities

• That the revised service system is scalable

• Beta project plan and costings

• Follows on from the discovery process

• Central idea or hypothesis 

• Prove/disprove – Pivot

• Gathering evidence and building a case

• Foundations for a successful Beta project



Discovery results
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• Opportunities for improving the service

• Swamped by admin, report writing and bureaucracy

• People working under time pressure and stress

• Large amounts of  manual data-processing

• Significant delays in constructing EHCPs

• Having to make quick decisions with sparse data/ information

• Coming to terms with the RAS which often produces ‘inaccurate’ results



Big idea
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‘Producing EHCPs Using AI & Analytics’

YES

Can the SENs assessment service system be improved to produce faster, more cost 
effective EHCPs using Data Analytics and AI?



Methodology

• Immersive process

• Extensive desk based research/reading

• Understand the legislation - Families & Children Act 2014

• Deep dive into SENs system end-2-end

• Multiple meetings & workshops with key people

• Head of  EP, EP, Service Leads, Head of  Digital, Head of  Corporate, EHCP 

Coordinators

• Capture & analyse economic, value and process data  

28



Project impact summary
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• Applied AI for improved efficiency & efficacy In SENs assessment process
• Targeting 25% time saving
• Smooth transition to new workflow

Value Model 
National & Local Impact
User Input/Needs/Wants 

Concept Testing
Workflow
Algos/AI Engine
Tech Proving

Prototype Testing
Service Systems & Design
Data & Systems Architecture
Legacy Systems & APIs
Beta Plan 

• Get inside the system, listen to users and discover their 
lived experiences.

• Gather quantitative and qualitative data – evaluate it , 
develop and test hypotheses

• Look for meaning in the numbers, in the logic, reasoning, 
feelings and emotions of everyone involved

• Apply data extraction, statistical and analytical tools to 
make sense of the numbers. We quantify everything, 
within reason.

• Follow an iterative process, checking with users, self-
checking and sense making

• Make value explicit and tangible by building prototypes 
that work and are easy to interact with and develop

Philosophy & ReasoningProcess & M ethod

Partner On-Boarding

Engagement & Immersion

Service System Mapping & Analysis

Workflows Activities Costs

Other Economic & Financial Data

Analyse Strategic Processes & 
Outcomes

Capture Cleanse EHCP Data

Human & Machine Reading

Classification & Clustering

Model Building

Prototype Design & Build

Beta Project Development

Beta Tech Architecture

Knowledge Sharing & Outreach



Project plan
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SK Project Plan Readout

v0.07

Week 1 Week 2 Week 3 Week 4 Week 5 Week 6 Week 7 Week 8 Week 9 Week 10 Week 11 Week 12

Phase Activity 07-Jan 14-Jan 21-Jan 28-Jan 04-Feb 11-Feb 18-Feb 25-Feb 04-Mar 11-Mar 18-Mar 25-Mar

Scope
Workshops / Data & 

Reports Capture 1 1 1 1

Service Design Activities 1 1 1 1 1

Value Quantification with 

Data Insights 1 1

Data, Insight & Algos 1 1 1 1 1 1 1 1

Service Design Validation 1 1 1

Prototype building 1 1 1 1

User validation 1 1

Report / Value / Plan 1 1

Prototype finalisation 1

Initial Design

Data & Analysis

Prototype

Final Deliverables



Outputs aligned with plan 
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GOV.UK Alpha Requirements Project Chunk Plan Agreed Work Schedule



Key outputs

1. Data Analytics

2. Functional Prototype

3. Value Model

4. SEN2 Dashboard  Analysis

5. Technical architecture

6. Beta project plan & costing

7. Workshop/ Seminar development

32



Special Educational Needs & Disabilities (SEND)
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Some children and young people may require 

more help to learn and develop than children 

and young people of the same age. If this is 

the case they may be classed as having 

special educational needs and/or  disability 

(SEND) so they can get extra support.

Some children with 

SEN may also have a 

disability which does 

not affect their ability to 

learn but might stop 

them from being able to 

do certain every day 

things.

Every local area must 

identify which children and 

young people have SEND 

so that it can plan how it 

will go about meeting their 

needs.

Some children’s SEND can 

be predicted in early age. 

For example, certain 

conditions may mean it is 

more likely that they will 

require more support to 

learn and develop.

The SEND system applies 

to all children and young 

people with special 

educational needs and 

disabilities aged zero to 

twenty-five as long as they 

are in education or 

training. 

The support received by a child or 

young person with a learning disability 

will vary significantly depending on 

their needs. It may involve a range of 

professionals across the education, 

health and social care systems.. 



Special Educational Needs & Disabilities
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Identified  and/or Assessed Needs

Early Years & Primary

Children or young people with 
special educational needs are 
in the main identified and/or 
assessed in the early years or 
primary setting. 

0 Years 25 Years



SEND Needs by age
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Detail in Tech & Analytics (T & A) Pack 
Glossary SEND terms & acronyms – see separate document



Digital EHCP
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Feedback & quality
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• Feedback mapped to needs & outcomes
• Greater sense of control and involvement for children, young 

people, parents and carers.
• Children and young people more motivated and engaged 

with their chosen outcomes as they progress with their 
personal learning & development journey

• Smarter algos and systems 
• Better matching of needs to value
• Overall more accountable and better quality system 

• My Life

• Outcomes

• L&D



Prototype
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https://socialkemistri.shinyapps.io/digitalehcp/

https://socialkemistri.shinyapps.io/digitalehcp/


Prototype
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Key Features

• Efficient, clean & simple
• Overlays existing systems
• Low dependency/touch
• User centric



Functionality
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Functionality

• Fast efficient input, update, review and validation of of pupil data
• Potential for threshold setting and monitoring
• Provides snapshot summary of supporting documents &  source
• Allows easy comparison to other or similar cases
• Automatic generation of Digital EHCP
• Easy to personalise, adjust or amend
• Placeholder to facilitate feedback and/or efficacy info/score
• Provision mapping and placement builder



User centric

• The T&A Pack describes functionality in detail

• Includes a user journey map from Set-Up to Digital EHCP

• It also documents 8 separate use cases

• Key specialist roles are all covered: 

• Educational Psychologist

• Coordinator

• Panel Members

• Speech & Language

• Occupational Therapy

41



User journey mapped to prototype
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Detail from Tech & Analytics Pack 



Use cases
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Detail from Tech & Analytics Pack 



Value model

44

Detail from Tech & Analytics Pack
See also Value Model and explanatory notes



Glossary of terms

EHCP

An Education, Health and Care Plan or 

EHCP is a legally binding document which 

sets out a child or young person’s special 

educational needs and disabilities and the 

support they require. Only those children 

with the most complex special educational 

needs will qualify for an EHCP.. EHCPs 

replace the former Statement of  Special 

Educational Needs.

45

SENCO

A Special Educational Needs Co-ordinator 

or SENCO is a member of  staff  in school 

who is responsible for co-ordinating 

additional support for pupils with special 

educational needs and disabilities. The 

SENCO will liaise with parents, teachers 

and other professionals. The SENCO has 

responsibility for requesting the 

involvement of  an Educational 

Psychologist and other external services. 

SENCOs can assist parents in deciding 

when to request an EHC assessment.

EHHCo

The Educational Health & Care 

Coordinator works within the 

local authority. This role is often 

simply called Coordinator. The 

EHCCo brings together all the 

information required to build an 

EHCP and presents reports to a 

review panel.



Glossary of terms
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S&L

Speech and Language Therapists, 

SALT or SLT assess and treat speech, 

language and communication 

problems in people of  all ages to help 

them better communicate. They also 

work with people who have eating 

and swallowing problems. SLTs can 

be important in assessing children 

and young people with special 

educational needs and providing 

them with additional support.

OT

An occupational therapist or OT is a 

medical professional who practices 

occupational therapy. Occupational 

therapy is the assessment and 

treatment of  physical and psychiatric 

conditions using activities to limit the 

impact of  the disability and promote 

independence. OTs can be important 

in assessing and supporting children 

and young people with special 

educational needs.

Health

Health care specialist who are already 

involved with the child make reports 

on conditions that they are aware of  

that might impact the educational 

development of  the child. 



Glossary of terms
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Social Care

Social care looks at the the activities 

of  daily living for the child. It supports 

children and families who are 

vulnerable and need assistance. 

Some social care work focuses on 

mental health, emotional and 

behavioural issues.

EP or E-Psych

An educational psychologist or EP is a 

medical professional trained to assess 

and diagnose learning difficulties, 

social and emotional problems and 

developmental disorders. They are 

typically central to assessing special 

educational needs, recommending 

support and differentiation of  the 

curriculum.



EHCP production process (Ealing)

48

• Use of a Ealing Request for Statutory Assessment (ERSA) is a pre-cursor to the EHCP process. The 

ERSA process is the gateway to starting EHCP and forms the core of information fed into an EHCP.

• Use of a Resource Allocation System (RAS) for early banding and benchmarking

Detail from Tech & Analytics Pack

Note: avg. 28 weeks –

data available mid 2018)

Additional resourcing (2 

FTE, cost £90k) in 2019, 

plus additional 

management measures, 

has resulted in avg. time 

of 21 weeks at April 2019



EHCP data sources
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Detail from Tech & Analytics Pack



Logic
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Benefits summary – digital EHCP (DEHCP)
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Analytics
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Analtyics EHCPs
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• Finding meaning within the data
• Reducing the crosstalk
• Clustering techniques
• Identify the key assessment words & features
• Initial human read provides a baseline
• Finding the right number of clusters
• Smallest number that are representative

• Bottom Up Review
• Primary Needs Data Set
• Health & Social References
• Summary needs
• Data Driven Assessment Questionnaire (20Qs)
• Need & Outcome Correlations)



Analtyics Clustering
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• Similarities & difference
• Identified 9 specific needs group
• Hierarchical clustering of sample
• Small sample in Alpha
• Number aligned top-down needs v age

• 10 Clusters 1-9 +(No EHCP)
• These may change (sample Size – Beta Pilot)
• Fully profiled by Needs – Outcome – Support Package



High level cluster map
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Detail from Tech & Analytics Pack



Analytics algorithm (algo)
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Alpha technology 
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• Fast prototyping solution
• Integrates dashboard & data science packages
• Supports user interactions & agile iterations
• Foundation for efficient implementation
• Migration to secure cloud environment
• No IT support required



Beta technology
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• Designed to support pilot
• Overlays existing systems and augments them
• Train and optimises algos
• Ingests historic EHCP data set
• Secure cloud environment (max efficiency + minimum dependency)
• Aligns with Government Cloud V^ design principles



Future state technology
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• Fast prototyping solution
• Integrates dashboard & data science packages
• Supports user interactions & agile iterations
• Foundation for efficient implementation
• Migration to secure cloud environment
• No IT support required



BETA
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Beta summary (1)
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• Builds on the Alpha phase
• Overlaying DEHCP over existing service system
• More user input and involvement
• Co-producing the final service system design
• Training the algos
• Finessing user experience and interfaces
• Pilot 1 (or possibly 2) LAs
• An operational team proving tech in situ 

• Process facilitation
• Pilot technical build
• Data generation and algo development
• Design and pilot feedback mechanism
• Build production system 

• Pilot system
• Validation of benefits
• Change management strategy & framework
• Production system

Core Activities Key OutputsStrategy

Alpha Technology 
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• Fast prototyping solution
• Integrates dashboard & data science packages
• Supports user interactions & agile iterations
• Foundation for efficient implementation
• Migration to secure cloud environment
• No IT support required

Beta Technology
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• Designed to support pilot
• Overlays existing systems and augments it
• Train and optimises algos
• Ingests historic EHCP data set
• Secure cloud environment (max efficiency + minimum dependency)
• Aligns with Government Cloud V^ design principles



Beta summary (2)
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• Agile Project Team 15-20
• 30 Weeks Elapsed
• Estimated Cost £1.4M

• National cost reduction £63M
• Local average saving £420K
• Faster EHCPs



Data generation & algo development
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Key activities following on from the alpha



Plan & work packages
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Project Week

Activities Total Weeks 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 30

Kick Off / Comms / Process 

Detail Finalisation / Pilot 

System Build

4

1 1 1 1

Data Collection / 

Formatting (Existing / 

Previous Cases)

20

1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Digital EHCP  Pilot 26 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Feedback Design & Pilot 26 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Product System Scope & 

Build
22

1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Phased approach based on 1 LA Pilot

• Engagement & Preparation
• Data collection  I  Pilot Start  I  Feedback System
• Production System Build



Plan by activities & roles
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Weeks

Area Detail Roles Weeks 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 30

Product Owner in Council Council Lead / Co-ordinator Product Owner 30 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Project Management Overall project management Project Lead / Support 30 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Pilot System Build Out Build prototype in cloud Technical Architect 4 1 1 1 1

Algo Dev & System Logic Logic / NLP Engine / categorizer / feedback
Data Scientist / 

Specialists
30 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Data Collection

Data review & input using existing cases (10 

per day / analyst) = 2 analysts *10wk = 1000 

cases

Data Input / Review 20 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Digital EHCP  Pilot

User workshops / comms / co-ordinator 

shadowing for new Cases & migration of 

existing Overlay EHCO / BA

26 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Feedback Design & Pilot
Design / scope / workshops / comms / 

review, monitoring

Service Design / 

Feedback Co-ordinator /  

BA / Specialists

26 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Scope / data interchange design/ production 

architecture / build 
Technical Architect / Dev 26 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

UI / UX UI / UX Specialist 22 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Requirements management / reporting / 

review & build PM
BA / Dev PM 22 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Production system coding / scripting / testing 

/ release
Developers / Testers 18 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Production System Build



Appendices

1. Technical Pack & Report 

2. SEN2 Online Benchmarking Tool Explanatory Notes & Data References

3. Value Model Explanatory Notes and Excel Model

4. Glossary of  SEND terms & acronyms
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